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TheEventTech
Utilisation Blueprint

A Commercial Audit & Activation
Toolkit for Event Leaders

This document is designed to help event organisations

sssssss rationalise and maximise the commercial
value of their existing technology investments.
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Why This Audit
Matters Now.

Event technology is more powerful and
more scrutinised than ever before.

Technology decisions increasingly involve multiple stakeholders across
legal, IT, data, privacy, procurement and commercial leadership. Yet
when platforms underperform, adoption stalls or the event experience
suffers, accountability still sits with the event team.

At the same time:
e Many stacks have grown reactively over time
Integration has not kept pace with investment
Selection receives more attention than rollout
ROI is often discussed, but rarely attributed with confidence.

This blueprint is designed to help you close the gap between technology
investment and measurable commercial value.

Key Principle to Follow:
Technology as a Commercial Lever.

Event technology should be treated as one of four things:

e Arevenue driver

A retention enabler

PREPARED BY An operational efficiency multiplier
A long-term data asset

Caylee Donaldson
Founder

CDM If a platform cannot be clearly connected to one of these outcomes,

it should be reviewed.

PREPARED FOR

International Confex
Attendees
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Event Tech
Portfolio Inventory.

Use this table to document every platform.

Primary

Primary Commercial Annual Renewal Executive Operational
Platform

Function Outcome Investment Date Sponsor Owner
Supported*

*i.e. revenue, retention, efficiencies, data
Leadership Reflection Questions:

Is there duplication across functions?

Has the stack grown strategically or reactively?

Are renewal cycles aligned?

Does every platform have both executive sponsorship and operational ownership?

Stack size does not equal maturity. Governance and integration do.
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The Event Tech
Maturity Model.

Most organisations believe they have a technology problem.
In reality, they have a maturity gap.

Technology maturity is not defined by how many tools you own.
It is defined by how those tools are governed, integrated and commercially aligned.

Use the model below to identify where your organisation currently operates.

Levell

Tactical
Tools

Level 2

Integrated
Operations

Level 3

Commercially
Aligned

Level 4

Data-Led
Operating Model

e Technology is selected
to solve immediate
event needs.

e Platforms operate in
silos.

e Ownership is unclear.

e Reporting is manual or
reactive.

e ROl is discussed but not
confidently attributed.

Typical Outcome:

Fragmentation,
duplicated effort and
limited commercial
visibility.

e Core platforms are
defined.

¢ Basic integrations exist.

e Platform ownership is
partially clear.
e Reporting is structured

but not executive-level.

e Adoption varies by
team or event.

Typical Outcome:

Operational stability, but
technology remains
underleveraged
commercially.

Where Are You Now?

Use the Commercial Utilisation Scorecard in the next page to calculate your average platform score.

As a general guide:

e Average score below 12 — Likely Level 1
e Average score 13-18 — Likely Level 2

e Average score 19+ — Likely Level 3

e Predictive reporting & forecasting capability — Level 4

Progression does not require a bigger stack.
It requires clearer governance, stronger adoption and tighter commercial alignment.

e Every core platformis
tied to a defined
commercial objective.

e ClearKPIs are agreed
and reviewed regularly.

¢ Executive dashboards
link tech performance
to revenue or retention.

e Adoption is structured,
role-specific and
measurable.

Typical Outcome:

Technology contributes
demonstrably to revenue,
retention and efficiency.

e Thetech stack is
treated as
infrastructure, not tools.

¢ Data flows seamlessly
across CRM,
registration and
reporting systems.

e Commercial
forecasting is possible.

e Technology informs
strategic decision-
making, not just
delivery.

Typical Outcome:

Technology drives
competitive advantage.
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The Commercial
Utilisation
Scorecard.

Score each platform from 1 (Low Maturity) to 5 (High Maturity).

Critrea Definition Duplicate this column for each core

platform in your stack.

Strategic Platform supports defined
Alignment commercial objectives
Governance & Clear accountability and review
Ownership cadence

Adoption Core and advanced features
Depth used consistently

Systems Connected to CRM, registration
Integration and reporting

Measurable Revenue, retention or efficiency
Impact demonstrable

Implementation Was rollout structured, role-specific
Quality and time-aligned to real usage?

Maturity Interpretation.

0-10 — Cost Exposure Risk
11-18 — Operationally Functional, Commercially Underleveraged
19-25 — Strategic Commercial Asset

The objective is not to have more tools — it is to extract more value from
the tools you already have.
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Diagnosing the
Utilisation Gap.

Underutilisation is rarely a technology failure.
It is usually an operating model failure.

It typically stems from: Governance

) ) Clear ownership
e Undefined ownership Defined KPIs

e Siloed decision-making Executive oversight
Renewal discipline

e [nsufficient training at point-of-use
e Weak integration
e Lack of commercial visibility

Red qug CheCk"St. Commercial

. Impact
o No quarterly performance review Revenue

0 Manual data exports between systems Retention
0 Reporting created outside the platform Efficiency

R K Forecasting
o Contracts renewed without evaluation
o Advanced features inactive

Adoption Integration
o No link between platform usage and e -
revenue Role s?pecmc training CRM connectlwty B
Consistent usage Unified data definitions
Behavioural change Automated reporting
If three or more apply, your issue is structural Internal accountability Clean data flow

— not technical.

Adoption, Not
Selection, Is the
Risk

70%

of digital transformation
initiatives fail due to people and
process — not technology.

21%

of organisers report having
fully consolidated their
event tech stack.

Most platform failures occur
during rollout and adoption,
not procurement.
(Event Tech World, 2026)

Fragmentation is the norm,
not the exception.
(Forrester, 2025)

Technology rarely fails alone.
(McKinsey & Company)
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Governance &
Accountability

Mapping.

List all stakeholders who influence platform decisions:

Commercial Event

Legal IT Data Privacy Procurement Leadership T

Now clearly define:

e Who owns implementation?

e Who owns adoption?

e Who owns ROI reporting?

e Who owns renewal decisions?

e Who is accountable if performance falls short?

e Are accountability and influence aligned — or separated?

Misalignment between influence and accountability is a major driver of underutilisation.

CDM | Event Marketing Consultancy & Resource Solution |  www.cdonaldson-marketing.co.uk


https://www.cdonaldson-marketing.co.uk/blog
https://www.cdonaldson-marketing.co.uk/blog
https://www.cdonaldson-marketing.co.uk/blog
https://www.cdonaldson-marketing.co.uk/blog
https://www.cdonaldson-marketing.co.uk/blog
https://www.cdonaldson-marketing.co.uk/blog
https://www.cdonaldson-marketing.co.uk/blog
https://www.cdonaldson-marketing.co.uk/blog
https://www.cdonaldson-marketing.co.uk/blog
https://www.cdonaldson-marketing.co.uk/blog

Platform
Commercial
Alighment.

Complete for each core system.

Platform Name:
Original Business Case:

Primary Commercial Objective Today:

o Revenue growth

O Sponsor retention

o Exhibitor rebook rate
o Audience growth

o Operational efficiency
o Data intelligence

Defined KPI:

How It Drives Value:
Explain the mechanism by which this platform influences revenue or efficiency.

Review Cadence: Monthly / Quarterly / Annual
Accountable Leader:
Commerial risk if removed: Low |/ Medium / High

Ask yourself: What would happen if this platform disappeared tomorrow?

If the value mechanism cannot be clearly articulated, optimisation should precede expansion.
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Adoption &
Implementation
Reset.

Many organisations invest heavily in platform selection but under-resource rollout.
Implementation should be treated as a change programme, not a handover.

30-Day Activation Plan.

Week 1 - Governance Reset
e Assign accountable owner
e Define single commercial KPI
e Align executive oversight

Week 2 - Capability Review
e |dentify unused high-value features
e Schedule role-specific training
e Audit data flow

Week 3 - Integration & Reporting
e Eliminate manual reporting processes
e Connect to CRM or reporting layer
e Build simple executive dashboard

Week 4 - Portfolio Decision
For each platform, decide:

Retain &

Platform o Consolidate Replace Decommission
Maximise
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Al & Data
Acceleration.

Al does not create value on its own.
It amplifies the quality of your data, governance and objectives.

Use Al to extract commercial insight from systems you already own:

¢ |dentify high-likelihood rebook exhibitors

e Analyse engagement against revenue conversion
e Detect registration drop-off points

e Segment audiences by lifetime value

e Forecast sponsorship renewal risk

Before introducing Al, ensure:

1.Data definitions are aligned
2.CRM integration is stable
3.Insight ownership is defined

Al should reduce decision latency — not introduce additional complexity.

Executive Decision Summary.

This audit should result in a clear commercial decision.
Total Annual Tech Investment:
Number of Platforms:
Platforms at Risk (Score <12):
Consolidation Opportunities Identified:
Estimated Efficiency Gains:

Estimated Revenue Impact:

Technology maturity is not defined by how advanced your stack appears.

It is defined by governance, adoption, integration — and measurable commercial impact.

This blueprint is designed to help event leaders move from reactive tool usage to strategic
value extraction.
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Thank you!

Thank you for taking the time to access
this report. We hope you find it useful.

Want to go deeper?

Book a 30-minute Consultation »>>
Download additional audit templates >>
Connect on LinkedIn »>>

s iInfo@cdonaldson-marketing.co.uk

R cdonaldson-marketing.co.uk
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