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THE DECISION MEMO

Event Al creates value when it improves a
journey people can feel and a business
outcome someone can verify. Content
volume is the entry point, not the operating
model.

65% 44% 70 %

of 80 qualified event professionals reported a formal generative-Al policy; of 1,500+ surveyed organizers and
reported using Al in PCMA's September another 35% said one was being attendees said proving event ROl was
2025 survey. [1] developed. [1] difficult in 2024. [3]

@ Start with the attendee data spine.

Registration, consent, agenda, check-in, session, meeting,
sponsor, survey, and CRM records must reconcile before

personalization can work.
e . PRIORITY DECISION
® Optimize a journey, not a prompt.

Test registration conversion, attendance, queue time, session fit, Choose one attendee journey - such as registration to
meetings held, follow-up, and sponsor outcomes together. first session or sponsor lead to qualified follow-up - and
instrument it end to end. Add Al only where the next
action, source, owner, and fallback are explicit.

® Preserve the human fallback.

An attendee at a closed door, wrong room, inaccessible route, or
failed badge needs a person and an offline answer now.

PRINCIPAL LIMITATION

Event-industry surveys are generally small, voluntary,
and vendor- or association-sponsored. They show
direction and workflow patterns, not a representative
global causal estimate.

Executive decision September 2026
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USE IS MAINSTREAM; OPERATING INTEGRATION IS NOT

Survey results consistently show heavy use
for research and copy, with much less
evidence of integrated personalization,

logistics, or customer service.

8 O RESPONDENTS

Qualified planners in PCMA's
September 2025 Meetings Market
Survey.

10k+ SPARK USERS

PCMA-reported users in 120+
countries; a product adoption count,
not an outcome estimate.

HOW AI-USING EVENT PROFESSIONALS APPLY GEN Al [1]

92

PULSE SAMPLE

Business-events professionals in a
separate December 2024
PCMA/Gevme pulse check.

1,500 +BZB SAMPLE

Bizzabo survey of organizers and
attendees conducted in November
2024.

Research D 75%
Marketing copy D 3%
Agenda / session creation D 65%
Market segmentation ) 23%
Site or speaker selection ) 15%

The 80-person PCMA survey is directional. These are self-reported uses, not measured improvements. High use in copy does not

establish better attendance, experience, pipeline, or sponsor value.

Measured signals

September 2026
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SIX JOURNEYS HIDING INSIDE EVENT Al

04

Treat each as a product with its own source
data, success measure, and recovery path.

o1 Audience and demand

VALUE Qualified registrations

EVIDENCE Lift, cost, segment fit

FACEPLANT Synthetic reach; wrong audience

03 Attendee journey

VALUE Arrival, wayfinding, access

EVIDENCE Conversion, queues, completion

FACEPLANT Wrong room; inaccessible route

05 Sponsors and pipeline

VALUE Attributable engagement
EVIDENCE Meetings, stage, revenue

FACEPLANT Score without evidence

PORTFOLIO RULE

02 Program and speakers

VALUE Relevant sessions
EVIDENCE Enroliment, attendance, rating

FACEPLANT Invented bio; generic agenda

04 Networking

VALUE Useful meetings

EVIDENCE Accepts, shows, outcomes
FACEPLANT Creepy or biased matching

06 Content afterlife

VALUE Useful, reusable knowledge
EVIDENCE Views, actions, accuracy
FACEPLANT Bad summary becomes record

Do not deploy a personalization layer until identity, consent, timestamps, attendance, and CRM mappings agree. A recommendation

engine on fragmented event data automates the wrong story.

Portfolio architecture

September 2026
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THE ATTENDEE JOURNEY NEEDS AN AUTHORITY MAP

The safest event systems assist discovery.
The highest-risk systems change access,
identity, safety, or money.

DESCRIBE SOURCE LINK _ .
O Summarize approved agenda, venue, speaker, travel, accessibility,
and policy information.
RECOMMEND PREFERENCE CONTROL _ L
Q Suggest sessions, people, booths, or content with visible reasons
and attendee control.
ROUTE I )
Change queues, rooms, notifications, staffing, or follow-up based
on current signals.
TRANSACT HUMAN FALLBACK o )
° Change registration, badge access, ticket, payment, refund,

meeting, or safety outcome only within approved bounds.

NON-NEGOTIABLE

An event assistant must never improvise emergency guidance, accessibility promises, refund policy, room status, or badge access.
Those answers require a live source and an immediate human path.

Authority boundary September 2026
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PCMA SPARK: AN INDUSTRY-SPECIFIC ADOPTION WEDGE

A focused assistant can teach a profession
how to use Al, but user counts still need
workflow evidence.

WHAT CHANGED

PCMA introduced Spark for business-event professionals and later reported more than 10,000 users in over 120 countries,
alongside new venue-search and workflow-sharing initiatives.

MEASURED RESULT EVIDENCE LIMIT

The strongest public result is reach and repeated product There is no controlled public estimate of hours saved,
expansion. PCMA's pulse research also shows content program quality, revenue, or attendee outcomes attributable
creation dominates current use while analytics and to Spark.

operations lag.

A domain assistant can create a trusted entry point, but the next maturity step is reusable
workflows connected to governed event data.

WHAT TO REPLICATE

@ Provide templates tied to real event artifacts.
@ Capture edit reasons and downstream use, not prompt count.

® Move successful workflows into shared, approved playbooks.

Source basis: PCMA reports and 2025 Al pulse coverage. [2][4]

Named operator case September 2026
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APHA: MEASURE BEHAVIOR BEFORE REDESIGNING THE FLOOR

The case is valuable because the technology
informed a planning decision rather than
claiming to replace event judgment.

WHAT CHANGED

The American Public Health Association used aggregated behavior mapping around sessions and expo areas to examine
traffic, dwell, sentiment, and engagement without storing facial video, according to Freeman.

MEASURED RESULT EVIDENCE LIMIT

APHA reported discovering that some changes it believed The result is vendor-reported and does not publish sample,
attendees disliked were actually popular, creating a uncertainty, or a causal revenue or satisfaction estimate.
roadmap for future programming and spend. Sentiment inference carries its own validity questions.

Use Al to generate a decision hypothesis, then validate it with attendance, surveys, interviews, and
next-event outcomes.

WHAT TO REPLICATE

® Document the privacy and consent model in plain language.
@ Pair behavior signals with actual session and sponsor outcomes.

@ Pre-register which layout or programming decision the data will inform.

Source basis: Freeman/APHA customer case. [5]

Named operator case September 2026
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ADL: THE DATA INTEGRATION DID THE HEAVY LIFTING

The case separates foundational event
operations from Al recommendations.

WHAT CHANGED

ADL standardized registration, check-in, attendee experience, and Salesforce integration before adding Al-powered
recommendations across its event portfolio.

MEASURED RESULT EVIDENCE LIMIT

Cvent reports a 50% reduction in average onsite check-in These are vendor-reported before/after claims without a
time, more than 25% year-over-year engagement growth, public comparator or metric definitions. Multiple product and
and a 30% reduction in manual tasks. process changes occurred together.

Clean identity and attendance data create the option to personalize. The Al feature is downstream
of the operational system.

WHAT TO REPLICATE

@ Unify attendee identity before scoring engagement.
@ Keep check-in and badge fallback independent of the recommendation system.

® Send specific behaviors to the CRM, not an unexplained score.

Source basis: Cvent ADL customer story. [6]

Named operator case September 2026
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EVENT EVIDENCE MUST FOLLOW THE FUNNEL

A summary can be accurate while the event
still fails. Measure movement from
invitation to business outcome.

Evidence What it proves What it cannot prove Decision use

Content test Accuracy, brand, approval time Attendance or revenue Drafting gate

Recommendation A/B Incremental click or enroliment Meeting or session quality Ranking decision

Journey telemetry Where people wait, move, and Why without qualitative work Operations redesign
drop

CRM linkage Follow-up and opportunity path Causality without holdout Revenue analysis

Attendee research Accessibility, trust, usefulness Behavior at scale alone Experience guardrail

EVIDENCE RULE

Report the denominator and the handoff: registrations, qualified registrants, arrivals, session attendees, accepted meetings, held
meetings, followed-up accounts, opportunities, and revenue are different populations.

Evidence discipline September 2026
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THE EVENT BUSINESS CASE MUST CONNECT TO A JOURNEY

This example tests Al-assisted qualification
and follow-up for a 2,000-person B2B
event.

ILLUSTRATIVE BASE CASE - REPLACE EVERY INPUT

Paid registrations 2,000 volume
Held attendee meetings 620 observed
Incremental qualified follow-ups +45 pilot lift
Contribution per qualified follow-up $420 assumption
Platform, integration, and operations $38,000 cost
lllustrative net $-19,100 base case
SENSITIVITY
120 incremental follow-ups O  1165%
75 incremental follow-ups C ) +48%
45 incremental follow-ups ) -50%
20 incremental follow-ups ) -115%

DO NOT COUNT

Do not count generated emails, recommendations displayed, or badges scanned as value. Count an attendee or sponsor outcome
that would not otherwise have occurred, net of integration and operating cost.

Worked economics September 2026
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BUY THE EVENT OPERATING BEHAVIOR, NOT THE DEMO

A tool must survive the registration rush,
venue network, live changes, and
Monday-morning CRM reconciliation.

0 Identity ° Live source

Deduplication, guest records, account mapping, consent, Agenda, room, capacity, accessibility, travel, speaker, and
householding, and cross-event history. emergency updates with timestamps.

e Recommendation ° Operations
Eligible inventory, ranking factors, diversity controls, opt-out, and Offline mode, badge fallback, queue monitoring, support, venue
explanation. network, and recovery.

e Attribution ° Exit

CRM fields, campaign mapping, engagement evidence, Attendee data export, deletion, content archive, badge
opportunity linkage, and holdouts. contingency, and vendor transition.

WALK-AWAY CONDITION

Walk away if the platform cannot explain identity resolution, operate a humane offline fallback, export the full event record, or
distinguish observed attendee behavior from an inferred score.

Procurement September 2026
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A 90-DAY PILOT BUILT AROUND ONE ATTENDEE JOURNEY

Run the pilot across planning, live
operations, and post-event follow-up; an
event does not end at doors close.

BASELINE Weeks 0-2 ) . .
” Map conversion, no-shows, queues, help contacts, sessions, meetings, sponsor
leads, follow-up, and CRM completeness.
UNIFY Weeks 2-4 . . . )
a Resolve identity, consent, agenda source, timestamps, owner fields, and
data-return paths.
SIMULATE Weeks 4-6 . -
a Test agenda changes, bad scans, duplicate records, accessibility needs, and
venue-network loss.
PILOT Event window ) ) .
° Expose one bounded recommendation or operations workflow with staff
monitoring and fallback.
RECONCILE +72 hours ) ) ) )
a Match registration, attendance, engagement, meetings, sponsor evidence, and
CRM write-back.
DECIDE +30 days . .
° Assess attendee, sponsor, operations, and revenue outcomes against the
baseline and cost.
MINIMUM STOP RULES MINIMUM SCALE RULES
Pause on inaccurate live guidance, inaccessible Require measurable journey lift, clean CRM reconciliation,
recommendations, badge or payment errors, unexplained attendee trust, stable live operations, sponsor evidence,
identity merges, unsafe crowd-routing behavior, or an acceptable manual load, and a rehearsed offline fallback.

unstaffed support queue.
|
|

Implementation September 2026
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AN EVENT SCORECARD NEEDS HUMAN AND COMMERCIAL OUTCOMES

13

Optimize the event people experienced, not
the dashboard the organizer opened.

Registration to arrival

OWNER Audience

GATE Lift by qualified segment

Session fit

OWNER Program

GATE Enroliment converts to attendance and rating

Sponsor evidence
OWNER Sponsorship

GATE Renewable, explainable outcomes

BALANCED RULE

Live journey
OWNER Operations

GATE Queue, help, access, and fallback stable

Meetings held
OWNER Community / sales

GATE Accepts are not counted as completed

CRM completion
OWNER RevOps

GATE Identity and activity reconcile

Scale only when operational reliability, attendee usefulness, accessibility, and commercial evidence move together. A
recommendation click cannot compensate for broken check-in or untrusted follow-up.

Measurement

September 2026
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WHERE EVENT Al FACEPLANTS

14

The highest-cost errors arrive when stale
information meets a live attendee.

Invented agenda

Assistant names a room, speaker, or session that changed.

Live source; timestamp; unsupported-answer
route

Matchmaking bias

The same visible people receive every recommendation.

Exposure controls; attendee choice; outcome
audit

Badge dependency

Network or vendor outage blocks entry and attendance
evidence.

Offline list; manual badge path; later reconcile

Sentiment theater

Weak inference is treated as attendee truth.

Validate against surveys, interviews, and
behavior

Failure library

Identity collision

Two attendees or accounts merge and history crosses over.

Match confidence; manual review; reversible
merge

Accessibility miss

Route or recommendation ignores mobility, sensory, or language
need.

Access source; human desk; experience testing

Score without story

Sales receives an engagement number with no behaviors.

Pass specific actions, time, topic, and consent

Content contamination

Bad transcript becomes summary, article, and sponsor follow-up.

Source replay; speaker review; correction chain

September 2026
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RUN THIS EXERCISE BEFORE THE DOORS OPEN

The event app sends attendees to a room
that is over capacity while badge scanning
degrades.

SCENARIO

Twenty minutes before a high-demand breakout, an Al agenda assistant continues recommending the session after the room
reaches capacity. A venue-network problem delays badge scans, and the overflow route is not accessible for wheelchair users.
Attendees are receiving conflicting push notifications.

0-5 min Detect ) ) e -
Which capacity, scan, support, and notification signals show the incident?
5-15 min Contain ) .
Can you stop recommendations, freeze messages, and open a safe accessible overflow route?
15-25 min Communicate _ .
Who owns one authoritative message across app, signage, staff, and stage?
25-35 min Reconcile . o
How are attendance, capacity, sponsor, and accessibility records corrected?
35-45 min Learn

What changes to source freshness, load tests, staffing, and fallback?

EVIDENCE TO LEAVE THE ROOM WITH

Named incident lead / authoritative room and capacity source / stopped recommendation job / accessible overflow plan / staff script /
corrected attendee records / post-event contact / restart test.

PASS CONDITION

The team can restore one source of truth, protect access and safety, admit attendees without the primary system, and preserve a
clean record for follow-up and learning.

Tabletop exercise September 2026
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THE SCALABLE EVENT STACK IS A DATA SPINE WITH LIVE EDGES

Centralize identity and evidence. Let the
live operation own the room, queue, staff,

safety, and exception.

o1

Identity and
consent

Registration, account,
permissions, preferences,

accessibility, and retention.

02

Event truth

Agenda, room, capacity,

speaker, policy, ticket,
venue, and timestamp.

03

Journey action

Recommend, notify, route,
scan, meet, score, and
follow up.

(2

Outcome
evidence

Attendance, experience,
sponsor, pipeline, revenue,
and correction.

SCALE TEST

A new event should reuse identity, consent, source, measurement, and incident mechanics while
keeping its program, audience, venue, staffing, and success thresholds local.

WHAT CENTRALIZE / WHAT LOCALIZE

Centralize identity, consent, integrations, source timestamps, experiment tooling, attribution definitions, and incident patterns.
Localize agenda truth, venue operations, accessibility, audience design, sponsor promises, staffing, and the go-live call.

Scale architecture September 2026
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EIGHT QUESTIONS BEFORE THE EVENT DEPENDS ON IT

Ask them before the first attendee, not
during the first outage.

01 What attendee problem changes, and how will 02 Which live source is authoritative for every
we know? answer?

03 How are consent and identity resolved across 04 What does the system infer, and how is that
events? disclosed?

05 What happens when the venue network fails? 06 How is accessibility tested with real users?

07 Which sponsor and revenue claims can be 08 Who can stop messages, recommendations,
reconstructed? badges, or payments?

APPROVAL STANDARD

Approve the journey, instrumentation, staff model, and fallback together. The packet should include source ownership, consent, live
tests, accessibility review, economics, sponsor measurement, CRM reconciliation, and the offline runbook.

Approval September 2026
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WHAT THIS REPORT CAN AND CANNOT TELL YOU

18

This report synthesizes association surveys,
organizer and attendee surveys, association
product disclosures, and vendor-reported

customer cases. Samples, dates, and

sponsorship are stated. Vendor results are
used as examples, not independent causal
estimates.

SOURCE LEDGER

[

[2]

[3]

[4]

[8]

[6]

[7]

[8]

[

[10]

PCMA, 32nd Meetings Market Survey Results

www.pcma.org/32nd-convene-meetings-market-survey-results/

PCMA, Al Pulse Check: How Event Planners Are Using Gen Al

www.pcma.org/event-planners-gen-ai/

Bizzabo, 2025 State of Events executive summary

welcome.bizzabo.com/hubfs/Q125_BenchmarkingReport_2.18.pdf

PCMA, Innovation, Al, and Inclusivity

www.pcma.org/next-chapter-for-global-events/

Freeman, APHA behavior-mapping case

www . freeman.com/case-studies/harnessing-data-to-redesign-aphas-annual-meeting/

Cvent, ADL event data and attendee journey case

www.cvent.com/en/success-story/event/adl

Cvent, Docebo event growth case

www.cvent.com/en/success-story/event/docebo

Northstar Meetings Group, Al Adoption in Event Planning

www.northstarmeetingsgroup.com/Planner-Guides/First-Look-AI-Adoption-Event-Planning

PCMA, EMEA Engagement Survey 2025

www.pcma.org/emea-engagement-survey-2025/

Freeman, ASCRS behavior-mapping case

www.freeman.com/case-studies/seeing-clearly-the-future-value-of-ascrs-annual-meet...

Methods and sources

September 2026
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