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EXECUTIVE SUMMARY

Defining the Event Intelligence Category for the B2B Events Industry

The Perception Gap: Why "Good" Events Are Failing

There is a fundamental misalignment at the heart of the B2B events industry. When Freeman
researchers asked organizers to define the "peak moments" of their events, they cited keynotes,
parties, and surprise entertainment. When they asked attendees, the answer was radically
different: they wanted to find specific vendors, learn, and make connections.

This gap explains the industry’s current crisis. While organizers optimize for production value, one-
third of attendees cannot navigate the expo floor, and 26% cannot find the vendors they travelled

to meet.

The result is a silent revenue haemorrhaging. The industry is currently operating on the "Square
Meter Model"—selling floor space, measuring bodies in the room, and hoping for the best. This
model is responsible for a 24% annual exhibitor churn rate and the commoditization of face-to-

face marketing.
The Solution: Event Intelligence

A new category has emerged to bridge this gap. Event Intelligence shifts the focus from selling
square meters to selling outcomes. It replaces manual guesswork with connected data, delivering:
« Personalized experiences at scale (solving the navigation crisis).
« Stakeholder-specific ROl proof (solving the churn crisis).
The results are documented and dramatic. Early adopters are achieving 85%+ renewal rates, 15-

30% pricing premiums, and 170-200% improvements in networking effectiveness.
The 2025 Inflection Point

This white paper outlines the transition from logistics operator to revenue engine. It is not a
theoretical forecast; it is a breakdown of what the top 21% of the market is already building.

With Al adoption accelerating—30% of all adoption happened in just the last year—the window for
competitive advantage is closing. The industry is bifurcating into two groups: those competing on
price and venue, and those competing on intelligence and results.

The Personal Touch at Scale is no longer impossible. It is the new baseline for survival.
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PART I: THE SQUARE METER TRAP

1. The Square Meter Model Defined

The B2B events industry has operated for decades on a remarkably simple premise: success means

selling floor space and counting attendance.

This model treats event venues as commercial real estate. Exhibitors purchase square metres.
Sponsors buy logo placements. Organisers measure performance by occupancy rates and
registration numbers. Post-event reports arrive two to four weeks later with aggregate statistics

that tell individual stakeholders little about their specific returns.

At approximately $59 per square foot on average, this represents a substantial real estate
proposition. The United States alone hosts an estimated 13,000 annual trade shows,
encompassing 73.7 million square feet of exhibition space, with roughly 250 events occurring

weekly. The scale is impressive. The economics are significant.
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I've been looking at why are we tying show revenue to square meters rather than lead generation
and performance? ...if | could tie back lead generation to revenue for an exhibitor, then that
could essentially give me an unlimited ceiling on the amount of revenue I could drive for the
business. Adam Parry, Event Tech Live

b

For decades, this model worked. Physical presence at industry gatherings was sufficient to
generate value. The trade show was where suppliers met buyers. Attendance itself implied intent.

Walking the floor created serendipitous encounters that sometimes became major accounts.

As Oliver Hughes of CloserStill Media observes, the industry is experiencing a fundamental shift in
expectations from stakeholders and partners: "What we're seeing that's interesting is the changing
of event models... where it's not about many, it's about few, and it's about really high value
interactions. The old cliché of quality over quantity is true. But now we have the power to ensure

it's not just left to chance"
This shift in stakeholder expectations has exposed the structural limitations of the Square Meter

Model. When exhibitors demand proof, and sponsors require measurable outcomes, and attendees

expect personalised value, the real estate approach reveals itself as fundamentally inadequate.
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2. Why Square Meter Events Are Failing Today

The Navigation Crisis

The Freeman Experience Trends Report 2025 documents a troubling reality. When researchers
asked attendees about friction points at professional events, navigation failures dominated the

responses:

o 33% report difficulty navigating event spaces due to poor wayfinding
e 30% find expo floor layouts confusing

o 26% struggle to locate the vendors they came specifically to meet

These are not minor inconveniences. When more than a quarter of attendees cannot find the
exhibitors they intended to visit, the core value proposition of the trade show begins to collapse.
The exhibitor paid for visibility. The attendee invested time and travel. Both parties arrived with

intent. Yet the event itself became an obstacle to connection rather than a facilitator of it.

What makes this data more damaging is the perception gap it reveals. While 26% of attendees
reported challenges finding vendors on the expo floor, only 11% of organisers identified this as a
significant friction point. Organisers pointed instead to poor-quality food (34%) and lack of pre-
event communication (32%) as top concerns. The very problems destroying stakeholder value are

invisible to the people responsible for solving them.

As Adam Parry explains: "A better measure of our key performance indicators would be retention.
Can we retain more of the exhibitors that we have? Any increase on that, for me, is us performing

better as a show because people are confident in reinvesting in the event."
The Financial Haemorrhage

The navigation crisis feeds directly into financial damage that compounds annually. Consider the

chain of causation:

Lost attendees cannot connect with exhibitors. Exhibitors who fail to connect cannot generate
leads. Exhibitors who cannot demonstrate lead generation struggle to justify their investment.

Exhibitors who cannot justify investment do not return.

The data confirms this pattern. According to Integrate research, 50% of exhibitors do not know
whether their event leads convert to actual business. Without conversion visibility, ROI
calculations become guesswork. When Bizzabo analysed broader event marketing data, they found

that 94% of marketers fail to convert event leads into qualified opportunities.
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The result: 24% annual exhibitor churn, with only 39% of first-time exhibitors renewing for
subsequent years, per UFI/Explori research. This represents a devastating customer acquisition
problem. The industry spends considerable resources attracting new exhibitors only to lose nearly

two-thirds of them after their initial experience.

The Freeman 2024 Exhibitor Trends Report captures the underlying dynamic clearly: "Exhibitors
are even less satisfied with outcomes than organizers realize." The satisfaction gap between
organiser perception and exhibitor reality spans virtually every major objective, from networking

to lead acquisition to brand awareness.

Meanwhile, operational costs continue to rise. TSNN research indicates that 82% of exhibitors cite
show service costs as their primary concern. Dreamcast reports that 70% of sponsors have
increased their ROl measurement demands over the past two years. The squeeze between rising
costs and uncertain returns is forcing stakeholders to scrutinise their event investments more

rigorously than ever.

The Perception Gap

Perhaps the most concerning data from the Freeman 2025 research concerns the fundamental
disconnect between what attendees value and what organisers prioritise.
When asked to describe their "peak moments" at events, attendees and organisers gave starkly

different answers:

Top Priorities for Attendees %  What Organisers Focus On %

Building vendor relationships 41% Keynote speakers 25%
Learning and development 20% Opening/closing celebrations 24%
Making connections 18% Unique/surprise elements 23%

Source: Freeman Trends Report eXperience IMEX 2025
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Attendees describe peak moments in practical, outcome-oriented terms: hands-on product
discovery, meeting industry contacts, gaining new perspectives through workshops. Organisers
describe peak moments in production-oriented terms: celebrity speakers, themed parties,

unexpected entertainment.

This misalignment has profound implications. Organisers investing heavily in keynotes and galas
may be optimising for metrics that matter less to their core stakeholders than they assume.
Meanwhile, the 41% of attendees seeking vendor relationships often encounter the navigation

problems that prevent those connections from occurring.

Miguel Neves of Skift Meetings articulates the resulting challenge: "If you make a trade show
incredibly efficient, like you go in and you get really good recommendations for sessions and good
recommendations for people to meet, | think you would then increase the reputation of the event.
| think people that go would be like, 'Right, this was good. | met the right people."

The Square Meter Model offers no mechanism for delivering this efficiency. It sells space. It does

not engineer outcomes.
The Hidden Costs

Beyond visible metrics, the Square Meter Model creates hidden costs that rarely appear in annual

reports but consistently erode competitive position.

Data silos fragment stakeholder intelligence. According to IDC research, organisations lose
approximately 30% of potential revenue to disconnected data systems. In events, this manifests as
registration data that never connects to engagement data, which never connects to post-event
conversion data, which never enables the ROI proof that exhibitors and sponsors demand.
Customer acquisition costs outpace retention investments. Industry analysis suggests it costs five
times more to acquire a new exhibitor than to retain an existing one. Yet the Square Meter
Model's failure to prove value makes retention increasingly difficult, forcing organisers into
expensive acquisition cycles that drain resources without building sustainable competitive

advantage.
The Freeman 2024 Exhibitor Trends Report offers pointed guidance that captures the core

problem: Don't be realtors. Exhibitors are looking for the most impactful ways to spend. Instead of

brokering space, sell connections, engagement, and opportunity.
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3. The Contrast: Square Meter Model versus Event Intelligence

The limitations of the Square Meter Model become clearer when contrasted against the emerging

Event Intelligence approach. The table below illustrates the fundamental differences across key

dimensions.
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Why are we tying show revenue to square meters rather than performance? If | tie revenue to

lead generation, | essentially remove the ceiling on how much | can earn. Adam Parry, Event

Tech Live

b

Dimension

Square Meter Model

Event Intelligence

Business Model

Value Proposition

Success Metrics

Exhibitor Experience

Attendee Experience

Sponsor Experience

ROl Measurement

Operations

Staff Requirements

Technology Adoption

Competitive Edge

Pricing Power

Sell floor space ($59/sq ft)

Physical presence plus foot traffic

Booths sold, attendance count

Generic booth plus hope (26% cannot
find relevant attendees)

One-size-fits-all agenda (33% get lost)

Logo placement plus impression
estimates

Aggregate statistics delivered 2-4
weeks post-event

Reactive firefighting

Quality degrades beyond 1:40 ratios

Manual processes or disconnected
tools

Venue, price, dates

Race to bottom on commoditised
offerings

Sell outcomes with documented ROI

Qualified connections plus
measurable results

85%+ renewal rates, stakeholder-
specific ROI

Personalised targeting plus proof
(170-200% connection improvement)

Tailored journeys with Al-powered
navigation

Targeted reach plus impact
measurement

Real-time dashboards with immediate
visibility

Predictive optimisation (Al-powered)

Scales effectively with intelligent
automation

45% now using Al, 30% adopted in last
year

Intelligence, results, proof

15-30% premium justified by
demonstrated value
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The contrast reveals more than incremental improvement. Event Intelligence represents a category
shift from real estate operations to outcome engineering, from hoping connections occur to

systematically creating them, from defending prices to justifying premiums.

Adam Parry summarises the revenue model implications: "I've been looking at why are we tying
show revenue to square meters rather than lead generation and performance? If | could tie back
lead generation to revenue for an exhibitor, then that could essentially give me an unlimited ceiling

on the amount of revenue | could drive for the business."

The Square Meter Model imposes artificial ceilings. There is only so much floor space. Prices can
only rise so far before exhibitors seek alternatives. Growth requires more square metres, more

events, more operational complexity.

Event Intelligence removes those ceilings by creating value that scales without proportional
resource expansion. When technology enables personalisation at scale, when data enables ROI
proof for every stakeholder, when intelligent automation handles tasks that previously required

staff ratios that broke at 1:40, the economics of the business transform fundamentally.

The Democratisation Factor

Perhaps the most significant finding from the Event Industry News Al Report 2025 concerns who
is adopting Event Intelligence capabilities. The assumption might be that large enterprises with
substantial technology budgets would lead this transition.

The data shows otherwise.

55% of Al adopters in the events industry are small businesses with 1-50 employees. These
organisations are using intelligent technology to maximise limited resources, optimise processes,

and compete effectively against larger, more established competitors.

This democratisation changes competitive dynamics. A well-executed boutique event with Event
Intelligence capabilities can deliver better stakeholder outcomes than a massive trade show
operating on the Square Meter Model. David can outperform Goliath when intelligence replaces

floor space as the basis of competition.

The window for competitive advantage is narrowing. With 45% of organisers already using Al and
adoption accelerating at 30% per year, the gap between leaders and laggards will only widen.
Organisations that build Event Intelligence capability now will establish positions that become

increasingly difficult to challenge.
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Key Takeaways: Part|

e The Navigation Crisis is real: One-third of attendees cannot
navigate events effectively, directly undermining exhibitor

investment and attendee satisfaction.

* The Perception Gap is dangerous: Organisers focus on
production elements while attendees want practical outcomes,

creating systematic misalignment.

e The Financial Haemorrhage is accelerating: 24% annual
exhibitor churn, 50% with no lead conversion visibility, and 94%

marketing failure rates reveal an unsustainable model.

e Event Intelligence offers a category shift: From selling space to
selling outcomes, from hoping for connections to engineering

them, from aggregate reporting to stakeholder-specific proof.
e The competitive window is closing: 45% already use Al, 55%

of adopters are small businesses, and the gap between leaders

and laggards widens monthly.
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PART II: THE PERSONALISATION
IMPERATIVE

4. What Stakeholders Actually Want

The Square Meter Model fails not because stakeholders have unreasonable expectations, but
because their expectations are entirely reasonable and the model cannot meet them.
Understanding precisely what each stakeholder group requires reveals the structural inadequacy

of selling floor space as a proxy for value creation.
What Exhibitors Actually Want
The Freeman 2024 Exhibitor Trends Report documents a persistent and widening gap between

what exhibitors need and what they receive. When asked to rate both the importance of their

objectives and their satisfaction with outcomes, exhibitors revealed dramatic shortfalls:

Objective Importance  Satisfaction Gap
Meeting/Networking with 95% 50% 36 points
Customers

Lead Acquisition 88% 49% -39 points
Brand/Product Awareness 87% 59% -28 points

Source: Freeman Trends Report eXperience IMEX 2025

66

To genuinely know what content really resonated with our audience... that level of detail you just
don't get from surveys. Understanding footfall, movement around the show, engagement with
exhibitors, sessions, meeting attendance, it's invaluable. Oliver Hughes, CloserStill Media

”

The -39 point satisfaction gap on lead acquisition is particularly damaging. Exhibitors invest
significant resources to acquire leads, yet fewer than half report satisfaction with outcomes. This

dissatisfaction directly feeds the 24% annual churn rate.
What exhibitors actually require extends far beyond floor space. They need qualified leads

matching their ideal customer profile, and the data suggests the audience exists: according to

Integrate research, 81% of trade show attendees have buying authority.
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The problem is connection, not presence.

Exhibitors also need real-time engagement data during events, not reports delivered weeks later

when optimisation opportunities have passed.

Momencio research indicates 83% of exhibitors say real-time analytics improve their decision-
making ability. They need personalised ROI reports within 48 hours showing specific outcomes
attributable to their investment, not aggregate statistics that tell them nothing about their
particular performance. And they need proactive support when booth engagement falls below

expectations, enabling course correction during the event rather than post-mortems afterward.

Yet the current model delivers none of this. As Oliver Hughes of CloserStill Media observes: "We
ask so many questions when customers register for events. Everyone wants to reduce friction with
shorter reg forms. But there’s an opportunity to reframe it. Registration should help curate an

attendee’s experience. Not just ask them what part of our marketing worked."

This captures the fundamental misalighment. Events collect data from stakeholders but deploy it
for the organiser's benefit rather than the stakeholder's experience. The value exchange runs in

only one direction.
What Attendees Actually Want
The Freeman Experience Trends Report 2025 asked attendees which event elements were most

important to have personalised. Their responses reveal priorities that current events routinely fail
to address:

43% want personalised expo hall navigation (currently, 33% report getting lost)

41% want targeted recommendations for exhibitors to visit

36% want attendee-to-attendee matchmaking

35% want personalised session recommendations

The contrast between attendee priorities and organiser focus is striking. While 43% of attendees
prioritise personalised expo navigation, only 16% of organisers identified this as important. While
41% want targeted exhibitor recommendations, organisers ranked this lower than personalised

food and beverage options.

Freeman's analysis summarises the problem succinctly: Organizers have room to improve when it
comes to personalizing what's important to attendees. It seems that organizers are best at
personalizing the aspects that attendees rank as least important, like event badges, registration,
and food.
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Additional research reinforces the scale of unmet demand. According to Cvent, 68% of attendees
want to connect with exhibitors in advance of events, not through random floor discovery. Idomoo
research indicates 71% expect personalised interactions as standard. And 61% want hands-on

interaction rather than passive booth visits.
What Sponsors Want

Sponsor expectations have shifted dramatically toward accountability. According to Dreamcast
research, sponsors now expect a minimum 2:1 return on investment as the baseline for acceptable
performance. Some 70% report that their ROl measurement requirements have increased over the

past two years.

Current measurement approaches leave sponsors dissatisfied. Research indicates 62% are only
somewhat satisfied with current measurement capabilities, while 38% express outright
dissatisfaction. Generic "impression" metrics that count eyeballs without measuring impact no
longer satisfy sophisticated marketing teams accustomed to digital attribution.

Sponsors need targeted reach with audiences matching their strategic priorities, custom reports
demonstrating actual business impact, and strategic activation recommendations based on
attendee data rather than intuition. The Square Meter Model, which treats sponsorship as logo

placement, cannot deliver any of these requirements.

66

We can make more revenue rather than cut costs... but that comes back to the events team
having a seat at the table. It's an opportunity to lead upwards and say, 'Look, we can turn this
around and make more revenue.' Miguel Neves, Skift Meetings

b

What Organisers Need

Organisers face a challenging position: they must satisfy stakeholder demands while operating
within resource constraints that make satisfaction increasingly difficult to achieve.

The operational priorities are clear. Organisers need higher exhibitor renewal rates, moving from
current averages around 76% toward targets of 85% or above. They need stronger attendee
satisfaction driven by personalisation that currently achieves only 52-55% effectiveness on the
elements attendees care most about. They need proven sponsor value to justify premium pricing,
with research suggesting 15-30% premiums are achievable when value is demonstrable. And they
need operational efficiency that scales beyond 1,000 attendees without proportional staff

increases.

The challenge is that meeting these needs requires capabilities the Square Meter Model was never

designed to provide.
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5. Why Manual Personalisation Does Not Scale

The obvious response to stakeholder demands might seem straightforward: hire more staff, train
them better, work harder. This approach fails not due to insufficient effort but due to
mathematical impossibility.

The Staffing Reality

Industry benchmarks reveal the fundamental constraint. Premium corporate events maintain
staff-to-attendee ratios of 1:8 to 1:12, enabling genuine personal attention. At these ratios, staff
can learn attendee names, understand individual objectives, and facilitate meaningful
connections.

For large conferences, ratios extend to approximately 1:40 before quality degrades noticeably.
Beyond this threshold, staff shift from proactive relationship facilitation to reactive problem
management. They answer questions rather than anticipate needs. They respond to complaints
rather than prevent disappointment.

The economics become prohibitive rapidly. An event with 5,000 attendees would require 125 staff
members to maintain even the 1:40 ratio where quality begins to erode. At 1:12 for premium
service, the number rises to over 400 staff. Few event organisations can sustain such operational
intensity, particularly given that 70-80% annual staff turnover in the events industry, according to
Workstaff research, makes training investment perpetually challenging.

This creates what might be termed the automation threshold: somewhere between 500 and 1,000
attendees, manual personalisation becomes structurally unviable. Events below this threshold
can potentially deliver personal attention through human effort alone. Events above it cannot,
regardless of intention or investment.

66

You improve shows by selling connectivity, but you can't do that without intelligence. You
cannot hire a thousand salespeople to interview every visitor. Ade Allenby, Clarion Events

”
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The Training Barrier

The Event Industry News Al Report 2025 examined barriers to Al adoption in events. The findings
overturn common assumptions about what prevents technological advancement.

Training staff emerged as the largest barrier at 30%, exceeding cost concerns at 25%. This
hierarchy suggests that even when organisations have budget for new capabilities, they struggle to

develop the expertise to deploy them effectively.

Barriers to Al adoption in events

0 20
Training Staff 30
Cost 25
Data Privacy 20
Integration Challenges 18
Resistance to Change 12

Source: Al Report 2025, Event Industry News sponsored by Eventmobi

The training barrier has profound implications. It suggests that the complexity of modern
personalisation requirements has exceeded what most event teams can master through traditional
skill development. The number of data sources, the sophistication of analysis required, the speed
of response needed during live events: these demands have grown beyond human processing

capacity regardless of training quality.

As one industry leader noted, the challenge is not teaching staff to use tools but teaching them to
handle the coordination complexity that intelligent systems manage automatically. Manual

coordination at scale has become fundamentally unsustainable.
The Mathematical Impossibility

Consider what personalisation actually requires for a 5,000-attendee event.

According to Freeman, 43% of attendees want personalised expo navigation. That represents
2,150 people expecting customised guidance to the exhibitors most relevant to their needs.
Providing this manually would require staff to know each attendee's objectives, understand every
exhibitor's offerings, and facilitate thousands of individualised matches, all while those attendees

are moving through the space simultaneously.
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Another 41% want targeted vendor invitations. That equals 2,050 people expecting proactive
outreach connecting them with relevant exhibitors. This requires understanding both sides of each

potential match, identifying mutual fit, and facilitating introductions at scale.

Some 36% want attendee-to-attendee matchmaking. That represents 1,800 people expecting the
event to identify other attendees they should meet based on complementary interests or

challenges. With 5,000 attendees, the potential pairing combinations number in the millions.

No human team can compute these matches in real time. The task is not difficult; it is

mathematically impossible through manual effort regardless of team size or quality.

Adam Parry captures the operational reality: "What | want from my personalization when it comes
to my event is, | want the systems to do 80% of the work, right? And then what | want to do is |

want to be able to go in and finesse the last 20%. Because | really know what good looks like."

This 80/20 framing is significant. Industry leaders recognise that human expertise remains
essential for relationship nuance and strategic judgment. But they also recognise that human effort
cannot handle the computational load of matching thousands of stakeholders with personalised

recommendations. The systems must do the heavy lifting; humans provide the finishing touches.
The VIP Trap

Without intelligent automation, events fall into a predictable pattern: they concentrate personal
attention on the top 5% of stakeholders while the remaining 95% receive generic experiences.
VIPs get dedicated coordinators who learn their names, understand their objectives, and facilitate
introductions. They receive personalised agendas, priority access, and proactive communication.

Their satisfaction rates tend to be high.
Everyone else gets a badge, a floor map, and hope.

This creates a two-tier experience that breeds resentment. Standard attendees sense the
differential treatment. They recognise that their registration fees funded experiences they cannot
access. Exhibitors outside the top tier observe the attention their larger competitors receive.

Sponsors below premium levels question why their investment yields generic treatment.

The VIP trap also exposes the latent capability gap. If personalisation works for 5%, why not for
50%? The answer is resource limitation: events can afford dedicated coordinators for dozens of
VIPs but not thousands of regular attendees. The desire to personalise exists. The capability to

scale does not.
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What Works at 500 Fails at 5,000

Many event professionals developed their skills at smaller gatherings where personal attention
was achievable. A 300-person conference with a team of ten can genuinely know most attendees.
A 500-person event with experienced staff can facilitate meaningful connections through human

memory and relationship-building.

These successes create dangerous false confidence. Leaders who excelled at boutique events
assume they can replicate that excellence at scale through harder work or better processes. They
cannot. The mathematics forbid it.

The transition from hundreds to thousands of attendees represents not a linear scaling challenge
but a categorical shift requiring fundamentally different approaches. Events that attempt to stretch
manual methods across this threshold do not deliver slightly worse personalisation; they deliver

effectively no personalisation beyond their VIP tier.
2. Why Square Meter Events Are Failing Today

Even when events successfully facilitate connections, a second challenge emerges: proving that

value was created. The Square Meter Model generates metrics that satisfy no one.
Generic Reports Satisfy No One

The typical post-event report arrives two to four weeks after the event concludes. It contains
aggregate statistics: total attendance, session participation rates, booth traffic estimates, survey
satisfaction scores.

For an exhibitor who invested £25,000 in booth space, travel, and staffing, a report stating 5,000
attendees visited the exhibition hall" provides no actionable insight. How many of those attendees
matched their target profile? How many actually visited their booth? How many represented
genuine buying interest versus casual browsers? How many conversations occurred? What
pipeline value resulted?

Without answers to these questions, the exhibitor cannot justify their investment to leadership.

They cannot demonstrate ROI. They cannot make informed decisions about future participation.

The Freeman 2024 Exhibitor Trends Report found that lead quality has become the primary

measure of success, with 67% of exhibitors ranking it as their top metric.
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Yet the methods exhibitors use to measure quality remain inconsistent at best. Some rely on
manual note-taking that staff forget during busy periods. Others use badge scanners that capture
contact information without context. Few have systems connecting event interactions to

downstream business outcomes.
The Pressure to Prove

The demand for proof has intensified dramatically. Multiple industry sources indicate that 84% of
marketers now face explicit pressure to demonstrate event ROI. According to Integrate research,

50% of exhibitors do not know whether their event leads convert to actual business. According to
Bizzabo analysis, 95% of event professionals now prioritise ROl demonstration as a primary

concern.

This shift from "trust us" to "prove it" reflects broader changes in marketing accountability. Digital
channels provide attribution. Social media offers engagement metrics. Content marketing delivers
funnel visibility. Events, by contrast, often represent significant investment with minimal

measurement sophistication.

The comparison damages events' standing in marketing budget discussions. When CMOs allocate
resources, they face a choice between channels that demonstrate ROl and events that cannot.
Absent proof, event budgets become vulnerable to reallocation toward more measurable

alternatives.

The Negotiation Dynamic

Exhibitors who cannot prove ROI from previous events enter renewal discussions at a
disadvantage. Unable to demonstrate value received, they lack leverage to justify maintained or

increased investment. This creates predictable patterns.

First, exhibitors negotiate prices down. Without proof of value, any price feels arbitrary. Why pay
£30,000 when £25,000 might produce equivalent results? Why renew at all when the investment
cannot be justified?

Second, exhibitors reduce commitment. Rather than multi-year agreements, they shift to year-by-
year evaluations. Rather than booth expansions, they maintain or reduce footprint. The
uncertainty that stems from measurement failure translates directly into commercial conservatism.
Third, exhibitors churn. Unable to prove value to their leadership, event teams cannot secure
ongoing investment. The 24% annual churn rate reflects not dissatisfaction with events as a

concept but inability to justify events as an investment.
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The Freeman 2024 Exhibitor Trends Report offers a pointed recommendation: "ROI is essential for
exhibitors but impossible for event organizers to deliver." Under the Square Meter Model, this is
accurate. The model lacks mechanisms for stakeholder-specific measurement. It produces
aggregate data that illuminates collective patterns but cannot attribute value to individual

participants.

66

A lot of feedback is that exhibitors in particular are choosing to do fewer events but really
investing in ones that work. They're interested in getting data, information, and insights. We're
not just competing with other events we're competing with digital media and the analytics it
offers. Oliver Hughes, CloserStill Media

b

The Self-Reinforcing Decline

The ROI proof problem creates a destructive cycle. Events cannot prove value. Stakeholders
cannot justify investment. Revenue declines. Events reduce capability. Service quality drops.

Stakeholder satisfaction falls. Churn accelerates.

Each iteration makes the next worse. Events with lower revenue have less capacity to invest in

measurement capability. Events without measurement capability cannot demonstrate value.
Events that cannot demonstrate value lose revenue. The spiral continues downward.

Breaking this cycle requires not incremental improvement to existing approaches but fundamental
capability transformation. Events must develop the ability to track individual stakeholder

engagement, attribute outcomes to specific activities, and deliver personalised proof within

timeframes that enable stakeholder decision-making.
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Key Takeaways: Partll

o Stakeholder demands are specific and measurable: 43% want
personalised navigation, 41% want targeted vendor
recommendations, 95% of exhibitors prioritise networking yet

only 59% are satisfied.

e The satisfaction gaps are widening: Exhibitors report -36 to
-39 point gaps between importance and satisfaction on their

core objectives.

¢ Manual personalisation hits mathematical limits: The 1:40
staff ratio degrades quality; events above 1,000 attendees

cannot personalise manually regardless of investment.

e Training is the primary barrier, not cost: At 30% versus 25%,
the complexity of modern requirements has exceeded what

traditional skill development can address

e The ROI proof problem compounds churn: 50% of exhibitors
cannot track lead conversion; 95% face pressure to
demonstrate ROI; inability to prove value leads directly to non-

renewal.

¢ Industry leaders recognise the solution: Systems must handle
80% of the computational load; human expertise provides the

strategic 20% that requires judgment and relationship nuance.
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PART III: EVENT INTELLIGENCE
EXPLAINED

7. Introducing Event Intelligence

The previous sections documented a fundamental structural problem: stakeholder demands that
manual methods cannot satisfy at scale, compounded by an ROI proof challenge that existing
models cannot address. The response to these challenges is not incremental improvement to

existing practices but a categorical shift in how events create and demonstrate value.
Defining the Category

Event Intelligence is the strategic category that enables organisers to deliver personalised
experiences at scale and provide stakeholder-specific ROl measurement through connected data,

intelligent automation, and real-time analytics.

This definition contains four essential elements, each responding directly to documented industry

challenges:

Personalised experiences at scale addresses the mathematical impossibility explored in Part 1.
Where manual methods break down at the 1:40 staff ratio, Event Intelligence applies
computational capacity to match thousands of stakeholders with personalised recommendations
simultaneously. The 43% of attendees wanting personalised navigation receive it. The 41%
wanting targeted vendor recommendations receive them. The 36% seeking attendee-to-attendee

matching receive connections. No VIP tier required.

Stakeholder-specific ROl measurement addresses the proof problem that drives 24% annual
exhibitor churn. Rather than aggregate reports arriving weeks after events conclude, Event
Intelligence provides each stakeholder with individualised performance data demonstrating the
specific value their investment generated. The exhibitor who paid £25,000 learns precisely how
many qualified prospects visited their booth, which conversations showed buying intent, and what

pipeline value resulted.

Connected data addresses the fragmentation that characterises typical event technology stacks.
Most event organisations operate six to ten distinct platforms: registration, mobile app, badge
scanning, session tracking, floor management, sponsor activation, and more. According to IDC
research, this fragmentation costs organisations 30% of potential revenue through data silos that
prevent insight generation. Event Intelligence unifies these sources into coherent stakeholder

profiles.
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