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HOW TO USE THIS TEMPLATE

This template is designed for senior exhibit and event professionals managing conferences from strategic 
planning through post-event analysis. Work through each section in order, or jump to the phase most relevant 
to where you are right now.

What’s Inside

• Section 1: Strategic Foundation — organizational alignment, mission, KPIs
• Section 2: Pre-Event Planning — budget, content, marketing, and registration
• Section 3: On-Site Execution — attendee experience, logistics, contingency planning
• Section 4: Post-Event Analysis — data collection, reporting, continuous improvement
• Section 5: Continuous Improvement — learnings, innovation, knowledge transfer

Quick Start Checklist

New to this template? Start here before filling in the full sections.

• Define your conference mission statement (Section 1)
• Identify your top 3 organizational objectives this event supports
• Set your KPIs before you plan anything else
• Map your planning timeline backwards from event date
• Assign an owner to every table row before the planning kickoff meeting

A NOTE ON AI

Each section includes an AI Prompt Suggestion — a ready-to-use prompt you can drop into ChatGPT, 
Claude, or your preferred AI tool to accelerate your work. These prompts were developed specifically for 
exhibit and event professionals and pair directly with the frameworks in this template.
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SECTION 1: STRATEGIC FOUNDATION

Organizational Alignment

Business Unit  _________________________________________________

Fiscal Year  _________________________________________________

Conference Name  _________________________________________________

Event Date(s)  _________________________________________________

PRIMARY ORGANIZATIONAL OBJECTIVES THIS CONFERENCE SUPPORTS

List 3–5 specific business objectives. Be precise — ‘increase revenue’ is too vague; ‘generate 200 qualified leads for Q3 
pipeline’ is not.

# Objective Owner Success Metric

Key Stakeholders

Document every department with a stake in this event. Use this table to manage competing priorities and set expectations  
early.

Department Representative Primary Concern Success Metric

Conference Mission Statement

A strong mission statement answers: WHO is my target audience? WHAT is the conference type/format? WHY are we 
doing this? HOW will we differentiate?

Example: To provide senior executives with cutting-edge strategies through interactive workshops that drive measurable 
business growth.

Our Mission:
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Target Audience Profile

Primary Audience Secondary Audience

Demographics

Role / Title

Pain Points

Desired Outcomes

Key Performance Indicators (KPIs)

Set your KPIs before planning begins — not after. These become your measuring stick for every decision you make.

Category KPI Target Measurement Method

Attendance

Engagement

Learning

Business Impact

Financial

AI PROMPT SUGGESTION

"I’m planning a [conference type] for [audience] with a goal of [primary objective]. Help me develop 5 specific, 
measurable KPIs I should track, and suggest the best method for collecting data on each."
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SECTION 2: PRE-EVENT PHASE

Timeline: __________________ to __________________

Strategic Planning

Conference Theme / Concept  _________________________________________________

Unique Value Proposition  _________________________________________________

Competitive Differentiation  _________________________________________________

Budget Framework

Total Budget  _________________________________________________

Cost per Attendee Target  _________________________________________________

Category Allocation ($) % of Total Owner Notes

Venue

F&B

Technology / AV

Marketing

Speakers

Staff / Labor

Contingency (10%)

TOTAL 100%

AI PROMPT SUGGESTION

"I’m budgeting a [conference type] for [# attendees] in [city]. My total budget is $[amount]. Help me allocate it 
across venue, F&B, AV, marketing, speakers, and staff — and flag any categories where I should build in extra 
contingency."

Content Strategy

THEME PILLARS

Pillar Description Session Types
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SESSION MIX

Format # Sessions Duration Notes

Keynote

Breakout

Workshop

Roundtable

Networking

Marketing & Registration Plan

Announcement Date  _________________________________________________

Early Bird Deadline  _________________________________________________

Registration Close  _________________________________________________

Total Registration Target  _________________________________________________

Attrition Buffer  _________________________________________________

Channel Purpose Timeline Owner Success Metric

AI PROMPT SUGGESTION

"I need a multi-channel marketing plan to promote a [conference type] targeting [audience]. The event is on [date]  
and registration opens [date]. Suggest a channel mix, messaging cadence, and key milestones for a [#]-week 
campaign."
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SECTION 3: ON-SITE EXECUTION PHASE

Timeline: __________________ to __________________

Attendee Experience Design

Map every touchpoint from the attendee’s perspective — not yours.

Touchpoint Current Design Desired Experience Owner

Arrival & Check-In

First Impression

Session Experience

Networking Moments

Peak Engagement

Closing Experience

Logistics Command Center

Daily Briefing Time  _________________________________________________

Primary Decision Maker On-Site  _________________________________________________

Escalation Contact  _________________________________________________

COMMUNICATION PLAN

Audience Channel Frequency Owner

Staff

Attendees

Speakers

Vendors

Executives

Staff Deployment

Area # Staff Shift Times Lead Responsibilities
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Contingency Planning

Complete this table before you arrive on-site. The time to plan for a crisis is never during one.

Scenario Response Plan Owner Communication Protocol

AV / Tech Failure

Speaker No-Show

Venue Issue

Medical Emergency

Low Attendance

Weather / Force 
Majeure

AI PROMPT SUGGESTION

"I’m the event lead for a [# attendee] conference at [venue type]. Create a crisis response playbook covering the 6  
most common on-site emergencies, with immediate actions, communication scripts, and recovery steps for each."
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SECTION 4: POST-EVENT PHASE

Timeline: __________________ to __________________

Data Collection Strategy

Metric Collection Method Timeline Owner

Debrief Schedule

Session Participants Timing Objectives

Executive Debrief

Operations Debrief

Vendor Debrief

Team Debrief

Reporting Strategy

Different audiences need different reports. Tailor your output to what each group actually cares about.

Audience Report Type Key Metrics Delivery Date Owner

Executive / C-Suite One-page 
summary

ROI, strategic alignment, 
YoY

Operations Team Detailed report Process gaps, vendor 
scores

Marketing / Sales Lead quality report Conversion, pipeline 
impact

Finance Budget 
reconciliation

Actuals vs. budget

AI PROMPT SUGGESTION

"I need to create a post-event ROI report for [executive audience] after a [conference type] with [# attendees]. Our  
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primary objectives were [list objectives]. Help me structure a one-page executive summary and identify the 5 most  
compelling metrics to feature."
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SECTION 5: CONTINUOUS IMPROVEMENT PLAN

Previous Event Learnings

TOP 3 SUCCESSES TO REPLICATE

Success What Made It Work How to Replicate

TOP 3 CHALLENGES TO ADDRESS

Challenge Root Cause Corrective Action Owner

Innovation Opportunities

New Approach to Test Hypothesis Measurement Plan Timeline

Quarterly Review Checkpoints

Date Review Focus Stakeholders Adjustment Opportunities

Knowledge Transfer Plan
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Documentation Strategy  _________________________________________________

Team Training Approach  _________________________________________________

Institutional Memory Process  _________________________________________________

AI PROMPT SUGGESTION

"Based on this post-event data [paste summary], help me identify the top 3 process improvements I should make 
before my next event, and create a 90-day implementation plan with specific milestones and owners."
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You’ve got the framework.

Now go build something worth attending.

Questions? Want to go deeper?

rebecca@bex-group.com  |  bex-group.com

Subscribe to The Exhibit Strategist for more frameworks, tools,

and honest takes on what’s actually working in our industry.

© Rebecca Carmody, Bex Events Management Group. All rights reserved.
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