
 
 

EVENT PROGRAM GUIDE 

 

How to Build an Event Program 

That Compounds 

A step-by-step guide for event teams — whether you're starting from scratch or looking to get 
more from the events you're already running. 

 

Why Most Event Programs Never Take Off 
Most B2B teams run events. Very few run event programs. The difference isn't the number of 
events — it's the infrastructure, intent, and compounding logic underneath them. 

Before building, it helps to understand the three traps that kill most programs before they gain 
momentum. 

 
Trap 1 
Capture contacts, not context 

The Fix 
Event tech captures interaction quality — 
sessions attended, booth time, questions 
asked — and syncs it to your CRM so sales 
knows who matters and why. 

 
Trap 2 
Every event starts from zero 

The Fix 
A unified platform carries attendee history, 
engagement data, and behavioral signals 
forward so each event builds on the last. 

 
Trap 3 
Manual scaling burns your team out 

The Fix 
Automated workflows handle registration, 
reminders, check-in, sponsor management, 
and follow-up — so your team focuses on 
strategy, not admin. 

 



 

The 5-Step Framework 
 

STEP 

1 
SET YOUR FOUNDATION 
Define goals, align your team, and pick your metrics before anything else 

 

You can't build a compounding program without knowing what you're compounding toward. Start 
here. 

Define your GTM motion 
Your event program should serve a specific GTM goal. The most common ones are: 

•​ Pipeline generation — net new revenue from event-sourced leads 
•​ Deal acceleration — moving existing opportunities through the funnel faster 
•​ Customer retention and expansion — deepening relationships with existing accounts 
•​ Brand positioning — becoming a known voice in your category 

You can serve more than one goal, but each event in your program should have a primary job. 

Set measurable success metrics 
Write down the number before you plan a single event. Examples: 

•​ $X in pipeline generated within 90 days 
•​ Y opportunities moved from consideration to evaluation 
•​ Z expansion conversations opened with existing customers 
•​ N speaking slots secured at target industry events this year 

Get cross-functional alignment 
Events fail when Marketing plans them and Sales is expected to execute. Align early: 

•​ Sales: Which accounts do we want at this event? Which deals need acceleration? 
•​ Product: What feedback do we need? What's worth demoing? 
•​ Leadership: What does success look like at the program level? 

 

Foundation Checklist 
​ GTM motion defined (pipeline / acceleration / retention / positioning) 
​ Success metrics written down and shared with leadership 
​ Sales, Product, and Marketing aligned on event goals 
​ Budget allocated with clear ROI expectations 
​ Event owner assigned with clear accountability 



 

 

STEP 

2 
BUILD YOUR EVENT PORTFOLIO 
Map formats to GTM motions — not every event should do the same job 

 

One format can't serve every goal. The companies running profitable event programs use a 
portfolio approach: different formats for different stages of the buyer journey, each one feeding 
the next. 

The portfolio framework 
Format GTM Motion Why it works 

Monthly webinars Top-of-funnel awareness Scalable, repeatable, builds a content library that 
generates leads year-round 

Intimate dinners 
(8–15 people) 

Deal acceleration / ABM Peer conversations create trust that no email 
sequence can replicate 

Roundtable 
sponsorships 

Mid-funnel nurture You facilitate, you don't pitch — attendees 
self-select by interest 

Speaking at industry 
events 

Brand positioning You're the expert on stage, not a vendor in the 
booth 

Annual flagship 
conference 

Retention + expansion Community building, feature discovery, expansion 
conversations at scale 

Virtual events / 
summits 

Demand gen + ABM Multi-session, sponsor activation, global reach 
without travel costs 

 

Start with 1–2 formats. Measure what works. Then expand. 

 

Portfolio Checklist 
​ At least one top-of-funnel format (webinar or speaking slot) 
​ At least one relationship-building format (dinner or roundtable) 
​ A retention-focused format if you have 50+ active customers 
​ Formats mapped to each stage: awareness, consideration, decision, retention 
​ Event calendar shared in advance so your audience can plan around it 

 

 

 

 



 

STEP 

3 
DEPLOY THE RIGHT INFRASTRUCTURE 
The technology that ties it all together — and makes the program compound 

 

This is where most event programs stall. Tactics without infrastructure mean every event starts 
from zero. With the right event tech underneath your program, data stacks, workflows are 
automated, and each event gets smarter. 

What event infrastructure actually does 
At its core, event tech captures what happens at your event and hands off clean, actionable 
data to your CRM. That means: 

•​ Registration behavior synced to your CRM with lead scoring 
•​ Session attendance mapped to product interest signals 
•​ Booth interactions and networking activity informing outbound prioritization 
•​ Q&A and poll responses surfacing content ideas and product insights 
•​ Sponsor portals with real-time ROI dashboards — so they renew 

The minimum viable stack 
You don't need every tool at once. Start with what makes the biggest difference: 

•​ Event website and registration — captures pre-event intent, handles payments, and 
segments attendees 

•​ CRM integration — so behavioral data flows automatically, not through a spreadsheet 
export 

•​ Lead capture — real-time, not a CSV three days later 
•​ Mobile app (for in-person) — navigation, networking, personalized agendas, AI 

matchmaking 
•​ Post-event workflows — automated follow-up triggered by what attendees actually did 

Why infrastructure compounds 
When you use one unified platform, past attendees become your activation database for future 
events. Session recordings become gated content. Speaker and sponsor performance gets 
tracked so you invest in what works. Templates from Event 1 get reused for Event 10. The setup 
time per event drops dramatically as the program matures. 

 

Infrastructure Checklist 
​ Registration platform synced directly to your CRM 
​ Lead capture tool that logs context (not just contact info) 
​ Automated post-event follow-up workflows set up before the event 
​ Sponsor portal with real-time lead and engagement data 
​ Session tracking to surface product interest signals 



​ Reusable templates for registration pages, emails, and briefing docs 

 

 

STEP 

4 
EXECUTE WITH PRECISION 
Pre-event momentum, on-site context capture, and fast follow-up 

 

The event itself is the smallest part of the execution. The 60 days before and the 24 hours after 
are where the pipeline is won or lost. 

60 days before: Build pre-event momentum 
Weeks 1–2: Early-bird announcement to your VIP list — customers, close prospects, key 
partners. 
Weeks 3–4: Expand to your broader audience with value-led messaging. What will they learn or 
gain? 
Weeks 5–6: Reveal speakers and agenda highlights. Create FOMO around sessions and 
networking. 
Weeks 7–8: Create urgency. Countdown, limited spots, last-chance messaging. 
 

Segment messaging by persona and account tier. A CEO gets a different email than an end 
user. Retarget people who visited your landing page but didn't register — they were interested, 
they just needed a nudge. 

On-site: Capture context, not just contacts 
Sales doesn't need a list of names. They need a story. Make sure every interaction is captured 
with context: 

•​ Which sessions did this person attend? 
•​ How long did they spend at your booth? 
•​ What questions did they ask? What objections came up? 
•​ Did they attend your satellite dinner or roundtable? 

Add notes in real time. If you're using badge scanners or lead capture tools, make sure data 
flows to your CRM immediately — not in a CSV export three days later. 

Within 24 hours: Follow up fast and personally 
Segment follow-up by engagement level: 

•​ High-intent (attended dinner, asked detailed questions, booked a meeting): Personal video 
from the rep they met with, with a specific reference to the conversation. 

•​ Medium-intent (visited booth, showed interest): Personalized email referencing what they 
cared about. 



•​ Low-intent (badge scan only): Standard nurture sequence. 

No one gets a generic 'thanks for attending' email. That's how you waste the goodwill you just 
built. 

 

Execution Checklist 
•​ Pre-event promotion campaign launched 60 days out 
•​ Target accounts identified and pre-scheduled meetings confirmed 
•​ Briefing document shared with all booth/event staff 48 hours before 
•​ Lead capture configured with context fields (not just name and email) 
•​ Follow-up sequences built and segmented before the event starts 
•​ All follow-ups sent within 24 hours of event close 

 

 

STEP 

5 
MEASURE, LEARN, AND COMPOUND 
Track what matters, double down on what works, and let the program grow 

 

The difference between a one-off event and a compounding program is what you do with the 
data afterward. Each event should make the next one smarter, bigger, and more efficient to run. 

Metrics that actually matter 
Metric What it tells you 

Pipeline generated Dollar value of opportunities created within 90 days of the event 

Pipeline influenced Dollar value of existing deals touched by attendees 

Cost per opportunity Total event cost ÷ opportunities created — your efficiency benchmark 

Show rate % of registrants who actually attended — signals promotion quality 

Attendee NPS Would they come back? Would they refer a colleague? 

Sponsor renewal rate Did sponsors see enough ROI to return? Your monetization health 
indicator 

Session attendance patterns Which topics drove the most engagement ( feeds your content 
strategy) 

Year-over-year attendance 
growth 

The compounding metric — Event 1 vs Event 10 

 

 



The post-event debrief 
Run a structured debrief within one week of every event. Ask: 

•​ Did we hit our pipeline or engagement target? Why or why not? 
•​ Which sessions or formats generated the most high-intent signals? 
•​ What friction did attendees, sponsors, or staff experience? 
•​ What would we do differently with the same budget? 
•​ What templates or learnings should we carry into the next event? 

How compounding works in practice 
Here's what a compounding program looks like over time: 

•​ Past attendees become your highest-converting audience for future events 
•​ Session recordings become gated content that generates leads year-round 
•​ Speaker and sponsor performance data tells you who to bring back 
•​ Reusable templates reduce setup time per event as your library grows 
•​ Behavioral data stacks across events, making your CRM segmentation sharper with every 

cycle 

Event 1 has 100 attendees. Event 10 has 500. That's not just growth — that's compounding. 

 

Measurement Checklist 
​ Post-event debrief scheduled within one week 
​ Pipeline and engagement metrics tracked in your CRM (not a spreadsheet) 
​ Attendee NPS survey sent within 48 hours 
​ Sponsor ROI dashboards delivered before the next event conversation 
​ Learnings documented and shared with the full team 
​ At least one improvement identified and built into the next event 

 

Where to Start 
The companies running 100+ events annually didn't start there. They started with one event, 
built the right infrastructure around it, and compounded from there. 

You don't need a massive budget or a team of ten. You need a clear GTM goal, one or two 
event formats that serve it, and the infrastructure to make sure every interaction becomes 
actionable data. 

Start small. Measure everything. Let the program grow. 

 

Ready to turn events into your most effective GTM channel? 
See how vFairs helps event planners build event programs that compound. 

https://www.vfairs.com/contact-us/?mode=demo
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