Events playbook template
A repeatable process for choosing which events to attend, at what size, and how to run them so the return is measurable. Fill in the yellow [placeholders], then delete this paragraph.
How to use it. Pair this document with the RISC event scorecard spreadsheet. The playbook says how to decide and what to do; the spreadsheet holds the scores. Both are starting points: change the weights, thresholds, and checklists to fit your company.
Where it comes from. The structure is adapted from an events playbook I wrote and used at a deep tech company. Numbers quoted as defaults are that playbook's working assumptions, not benchmarks.
1. Why we go to events
Events are the physical front end of [Company]'s marketing. We attend for four reasons, and every event must name which one it serves:
Lead generation: build pipeline by meeting [target personas] directly.
Brand awareness: establish [Company] as [your category position] in [key markets].
Thought leadership: show [your distinct approach] through speaking slots.
Partnerships and intel: meet ecosystem partners such as [partner 1, partner 2] and gather competitive intelligence.
We do not attend to "be there". Each event is a targeted investment with one measurable outcome: pipeline, partners, or brand leadership.
Annual target. Up to [number] full vendor (Tier 1) events, plus [number] to [number] Tier 2 and Tier 3 events, depending on cost and preparation. Weight the plan toward the cheaper tiers.
2. The three participation tiers
	Tier
	What we do
	Goal
	Use it for

	Tier 1: Full vendor
	Buy a booth. Send a full team ([sales, exec, technical]). Invest in branding and lead capture.
	Maximum pipeline, partner engagement, market presence.
	Must-attend events where audience and partner fit are close to perfect.

	Tier 2: Speaker and guerrilla
	No booth. A high-prestige speaking slot, plus a small team (for example one exec and one technical speaker) taking 1:1 meetings.
	Brand leadership, C-level networking, high-value and low-volume pipeline.
	High-potential events with strong speaking potential, where a booth is not justified.

	Tier 3: Guerrilla only
	Buy one pass. One sales or BD rep attends with a pre-booked meeting schedule.
	Mine the event for key meetings, gather intel, validate the event for future investment.
	Testing new events, or efficiently working small, high-return meetups.



3. Scoring events: the RISC framework
RISC stands for Relevance, Impact, Strategic alignment, and Cost. The framework measures an event's strategic value, not its price. Score every candidate in the RISC event scorecard spreadsheet before anyone gets attached to it.
3.1 The criteria
Eight weighted criteria, each scored 1, 3, or 5 (audience size uses the full 1 to 5 scale). Overall score = sum of (score × weight) ÷ total weight. The defaults below add up to 32; set your own before you see any prospectus.
	Criterion
	RISC group
	Weight
	Score 5
	Score 3
	Score 1

	Industry and vertical fit
	Relevance
	7
	Explicitly for [core vertical(s)]
	For [secondary verticals]
	All other industries

	Audience fit
	Relevance
	5
	Decision-makers in your verticals, on your topics
	Two of the three criteria
	None of the three

	Audience size
	Relevance
	3
	40,000+ (4 = 15,000 to 39,999)
	5,000 to 14,999 (2 = 1,000 to 4,999)
	Under 1,000

	Brand exposure
	Impact
	3
	Major global press and analyst coverage
	Trade press in one vertical
	Closed or academic, no press

	Networking and guerrilla access
	Impact
	4
	Invite-only, curated 1:1s, investors present
	Standard meeting lounges and parties
	Large, noisy hall, no way to find targets

	Partner and ecosystem fit
	Strategic alignment
	5
	Tier 1 partners and vertical partners present, or all key competitors
	Some partners present
	None present

	Startup opportunities
	Cost
	3
	Formal startup program or discount
	Startup corner or pass
	No startup access

	Cost and logistics
	Cost
	2
	Local event, no flight or hotel
	Short trip or free lodging
	Long-haul flight plus hotel



The RISC group column is a suggested grouping so each letter of the acronym has criteria behind it. Reassign them if your company reads them differently.
3.2 Scored but not weighted
Past experience: 5 proven winner, 3 mixed results, 1 proven failure.
Speaking potential: 5 high-prestige or peer-reviewed track, 3 standard track or guerrilla talks, 1 pay-to-play or closed.
Research value: 5 premier research conference, 3 good practitioner content, 1 sales-focused or irrelevant.
3.3 Keep the price out of the score
Sponsorship cost is judged separately. Use the RISC score to decide whether a high price is a justified strategic investment, then whether it fits the budget next to the other events already chosen. Do not let a high sponsorship price lower the score. The only cost inside the score is the cost of getting there.
3.4 Score bands
	Band
	Score
	Meaning

	High
	[4.0] and above
	High-potential event

	Medium
	[3.0] to [3.9]
	Worth testing cheaply

	Low
	Below [3.0]
	Low potential; attend only if experience says otherwise



4. Choosing: check memory first, then decide
4.1 Check the event memory
Before scoring any event, search the Event memory sheet. If the event is a returning one, read its earlier RISC score, pipeline, experience score, and final decision. If you once scored it and chose not to attend, read the notes so a proven failure is not re-evaluated every year.
4.2 First-timer events (no experience score)
The goal is validation and intel, not immediate pipeline. Decide on the RISC score alone:
Score [4.0] or above: run a Tier 2 plan. Test the event before committing to a booth.
Score [3.0] to [3.9]: run a Tier 3 plan.
Score below [3.0]: do not attend.
Exception for a booth (Tier 1). Go full vendor on a first visit only if the score is above [4.5] with a 5 on both audience fit and partner fit, or if a delegation or partner invites and funds you.
No attendee list? If you cannot find any list or proof of audience after searching the sponsor list, speaker list, and LinkedIn, treat the event as a first-timer and default to Tier 3.
4.3 Returning events (use both scores)
Combine the RISC score (potential) with the team experience score (reality), a 1, 3, or 5 agreed in the post-mortem:
	RISC score
	Experience
	Decision
	What to do

	High
	5 (proven winner)
	Accelerate
	Maximise investment; repeat or expand the full vendor presence.

	High
	1 (strategic mismatch)
	Investigate
	Do not rebook the same sponsorship. Downgrade to Tier 2 or 3 and find out what went wrong.

	Low
	5 (guerrilla sweet spot)
	Protect
	Do not increase spend or buy a booth. Repeat the Tier 3 plan.

	Low
	1 (proven failure)
	Do not attend
	Stop.

	Any other mix
	
	Discuss
	No default rule. Decide as a team and record why.



4.4 Unplanned opportunities: the fast track
Mid-year invitations get no exception to the framework; they get an accelerated pass through it.
Spark: a team member spots an opportunity.
Submit: the requester completes the event request form (event name and website, location and dates, estimated cost and deadlines, primary goal, audience, partners and competitors present, the specific opportunity, proposed tier, owner, and a one-sentence justification). Incomplete forms are rejected.
Triage: the events lead runs the full RISC score.
Recommend: the events lead presents the score and a recommended tier to leadership.
Decide: leadership gives a go or no-go on the unbudgeted spend. If go, the event joins the calendar and the tier checklist starts.
5. Roles
	Role
	Owns

	Events lead ([name])
	Scoring, event calendar, fast-track triage, the event memory sheet.

	Marketing
	Pre-event campaign, collateral, lead consolidation, post-mortem report.

	Sales and BD
	Target lists, meeting outreach, nightly lead notes, hot-lead follow-up.

	Speaker
	Abstract, slides, internal dry-runs, call to action.

	Leadership
	Go or no-go decisions, final experience score.



Anyone who attended a past event adds a gut-check score (1, 3, or 5) and their name to the event memory sheet, based on the return they actually saw. If you disagree with a score, add a note with your name rather than overwriting it.
6. The three-phase execution plan
6.1 Pre-event (T-90 days to T-1 day)
Kickoff: hold a kickoff meeting. Create an event folder named [event type]_[event name]_[acronym]_[month year].
Social: focus on [LinkedIn or your main professional channel]. Attendees post, with marketing drafting. T-30: "I'll be at [event]" when approved. T-14: the talk post, if speaking. T-7: the meeting post with a personal booking link. T-1: "See you in [city]". Ask questions, tag the event and speakers, use the event hashtag, and share content about the event's themes rather than "buy from us".
Website: one Events page, not a landing page per event. For each event list the logo and dates, who is attending, and a single call to action: "Book a meeting with the team".
Meetings: arrive with a pre-booked schedule. Start outreach three to four weeks before the event, using the target lists marketing builds.
Which meeting link to use
Tier 1: a team round-robin scheduling link that assigns whoever is free. A booth needs volume and availability; one rep's fully booked calendar loses the meeting.
Tier 2 and 3: the individual rep's personal scheduling link, used in their 1:1 emails and personal posts. The rep owns their schedule; a team link would feel impersonal.
When no attendee list exists
Sponsor list: the public sponsors and exhibitors page is your target list for partners and competitors.
Speaker list: research who the speakers work for and whether they are buyers.
LinkedIn: open the event page and click Attending; search the event hashtag; collect everyone posting "excited to attend" or "speaking at".
Your own database: search your CRM and data provider for target personas at target accounts in or near the event city, and write to them: "I'll be in [city] for [event]; I'd love 20 minutes to swing by your office or grab a coffee."
Outreach cadence (three steps)
Day 1, email: "Attending [event]? Let's connect." Reference their challenge, a similar customer, and your personal booking link.
Day 3, email: a value-add reply with a relevant case study, post, or paper; offer a brief coffee meeting.
Day 5, LinkedIn: a connection request with a short, no-pressure note.
Tag everyone you add to the cadence with an event-specific tag so you can track who you contacted even if they did not book.
6.2 During the event
Be active: qualify, capture, and amplify. Ask questions, collect contact details (scan, LinkedIn, business card), and post at least once a day.
Ask, do not pitch. Open with a question: "What brings you to [event]?" or "How are you handling your [problem] today?" When they mention a pain point, then say what you do. Connect on LinkedIn on the spot.
Log nightly. Write detailed notes the same night, not after you get home. Example: "Hot: VP Engineering at [company]. Uses [competitor], dislikes it. Needs [capability]. Booked demo for next Tuesday."
Swag follows the tier. Tier 3: none, or a few stickers. Tier 2: a QR code on the speaker's last slide. Tier 1: the only tier with a swag budget; keep a few premium items under the counter for hot leads.
Guerrilla daily plan
Morning: attend your top competitor's session, a key partner's session, and one on a theme your customers care about. Take notes on messaging, features, and pricing hints.
Mid-day: walk the expo floor with intent. Stand back at a competitor's booth and listen; photograph their messaging and collect collateral. Introduce yourself at a partner's booth.
Lunch and breaks: hold your pre-booked 1:1s, ideally at a quiet coffee shop just outside the main hall.
Evening: work the official networking event or the main hotel bar.
6.3 Post-event (T+1 day to T+30 days)
Speed matters. The playbook this template comes from assumed a lead loses about half its value after 48 hours; treat that as a working rule of thumb, not a measured figure.
T+1: hold a 30-minute debrief. Consolidate all lead scanner files, contact lists, and meeting notes into one master file. Clean and enrich it. Create a campaign in your CRM and load the contacts with a lead status of hot, warm, or cold.
T+2 to T+5: triage. Hot (asked for a demo or meeting, including all 1:1s): call first, then a personalised email, then connect on LinkedIn. Warm (good conversation, right persona): email, a LinkedIn touch two days later, a case study at day four, a call at day seven. Cold (scanned for swag, wrong persona): an email, then add to the long-term nurture list.
T+6 to T+14: run the booked demos, update opportunities, and (for Tier 1 and 2) publish an event recap post, with the talk's key insights.
T+30: marketing delivers the post-mortem report (section 7).
7. Post-mortem and the event memory
7.1 The report (marketing, by T+30)
Goals against actuals (for example goal [150] leads, actual [172]).
Funnel metrics by source: total contacts, MQLs, meetings booked, opportunities, pipeline.
Cost analysis: total spend, cost per lead, cost per MQL.
Qualitative feedback and a consolidated competitor intel summary.
A preliminary go or no-go recommendation for next year, and at which tier.
7.2 The final score meeting (leadership, 15 minutes)
Attendees, marketing, and leadership review the report.
Agree the final team experience score (1, 3, or 5) from the data and the qualitative feedback.
The event owner logs a new row in the event memory: the RISC score we expected, total spend, pipeline generated, cost per MQL, the experience score, and the final decision (Accelerate, Investigate, Protect, or Do not attend).
Appendix A: Tier checklists
Tier 1: Full vendor
T-90: strategy and logistics
[ ] Marketing: sign the contract and pay the invoice.
[ ] Team: book flights and hotels.
[ ] Marketing: create an event channel in your team chat.
[ ] Marketing: define goals and KPIs (for example [150] qualified leads, [20] partner meetings).
T-60: marketing and activation
[ ] Marketing: finalise booth design and messaging; update one-pagers; design and order swag.
[ ] Speaker and marketing: submit abstracts for any included speaking slots.
[ ] Sales and BD: get the attendee and sponsor lists; begin the target list.
T-30: team and content
[ ] Marketing: launch the pre-event campaign; finalise the staffing schedule; hold a mandatory vendor briefing (goals, pitch, demo, lead capture); finalise booth graphics.
[ ] Sales: ramp up outreach to book meetings at the booth.
T-1 week: final checks
[ ] Marketing: ship booth, collateral, and swag (keep tracking numbers); hold a final 30-minute team sync.
[ ] Team: pack and set out-of-office replies.
Tier 2: Speaker and guerrilla
T-90
[ ] Marketing: submit the event request form and budget; get approval.
[ ] Speaker and marketing: identify call-for-papers deadlines and submit an abstract.
[ ] Team: book travel for the speaker and one guerrilla rep; create an event channel; define goals (for example [50] high-intent leads from the talk, [25] qualified 1:1s).
T-60
[ ] Speaker: get the abstract accepted and start the draft.
[ ] Sales and BD: get the attendee and sponsor lists; begin surgical-strike outreach.
T-30
[ ] Speaker: hold at least two internal dry runs.
[ ] Marketing: launch the campaign promoting the talk.
[ ] Sales and BD: confirm all 1:1 meetings; identify unofficial side events, parties, and hotel bars.
T-1 week
[ ] Speaker: finalise slides and save them in several formats (presentation, PDF, cloud, USB).
Tier 3: Guerrilla only
T-90
[ ] Marketing: submit the event request form and budget (one pass plus travel); get approval.
[ ] Sales and BD: buy the pass; book travel.
[ ] Marketing: define goals (for example an intel report on [3] competitors, [15] new contacts).
T-60
[ ] Sales and BD: get the attendee and sponsor lists; build the outreach list.
T-30
[ ] Sales and BD: confirm all 1:1 meetings.
[ ] Marketing: hold a mandatory guerrilla briefing (target list, intel to gather, key sessions, reporting).
T-1 week
[ ] Sales and BD: finalise the meeting schedule.
Booth box (shipped)
[ ] Booth structure or pop-up banner
[ ] Branded tablecloth
[ ] Monitors (2)
[ ] HDMI cables (2) and adapters
[ ] Power strips or extension cords (2)
[ ] Collateral (one-pagers)
[ ] Swag
[ ] Lead scanner (if physical)
[ ] Tape, scissors, zip ties
[ ] Pre-printed return shipping label
Personal carry-on
[ ] Laptop and charger
[ ] Phone and charger
[ ] Portable battery pack
[ ] Business cards
[ ] Company shirt (2)
[ ] Comfortable shoes (non-negotiable)
[ ] Demo script (digital)
Appendix B: During-event checklists
Tier 1
[ ] Setup day: arrive early; confirm the booth is built, the tech works, and collateral is out.
[ ] Show days: arrive 30 minutes before the hall opens; run the qualify, demo, capture loop.
[ ] Tear down: pack all materials; confirm the return shipping.
Tier 2
[ ] Speaker: arrive 30 minutes early; tech check.
[ ] Speaker: deliver the talk with a clear call to action (for example scan this QR code to connect).
[ ] Speaker: stay 15 to 20 minutes afterwards; scan the badges of everyone you speak to.
[ ] Guerrilla: run the pre-booked 1:1 schedule; work the hotel bar or networking events.
Tier 3
[ ] Run the pre-booked 1:1 schedule.
[ ] Attend target competitor and partner sessions; take detailed notes on product, pricing, and messaging.
[ ] Walk the expo floor with intent; gather competitor collateral.
[ ] Log all contacts and insights nightly.
Everyone, end of day
[ ] Post a three-bullet summary in the event channel.
[ ] Upload scanned leads and contacts to your CRM.
Appendix C: Email and note templates
Save these as snippets in your sales engagement tool, so you can personalise the placeholders quickly.
Day 1 email: the initial ask
Subject: Attending [event]? Let's connect.
Hi [first name],
I see your team at [company] is focused on [their key challenge]. I'll be at [event] in [city] next month with the [Company] team. We're helping companies like [similar customer] with exactly this problem through [your approach].
Are you or someone from your team planning to attend? If so, I'd like to find 15 minutes to connect. You can book a time on my calendar here: [personal booking link]
Best, [your name]
Day 3 email: the value-add
Subject: RE: [event]
Hi [first name],
Following up on my last note. Whether or not you'll be at [event], I thought you'd find value in this [case study, post, or paper], which digs into how we helped [customer] [specific benefit].
If you are attending, I'd still be happy to book a brief coffee. I'm glad to work around your schedule.
[Your name]
Day 5 LinkedIn note
Hi [first name], I'm sending a note over from [Company] as we prepare for [event]. No pressure to meet; I just wanted to connect with fellow leaders in the [industry] space. [Your name]
Post-event emails
Hot lead, demo request. Subject: Great to meet you at [event]!
Hi [name], it was great speaking with you at [event] and hearing about your work with [their project or challenge]. As promised, I've booked time for a follow-up demo to show how we can help [solve their pain point]. You should see a calendar invite for [date and time]. In the meantime, here's the [case study or link] I mentioned. Looking forward to it, [your name]
Warm lead, good conversation. Hi [name], great to meet you at [event] and learn more about [their company]. I enjoyed our chat about [topic]; the challenge you described with [their pain point] is one we hear a lot. Here's a little more on how we help teams like yours. I'm also connecting on LinkedIn. Would you be open to a 20-minute call next week? Best, [your name]
Cold lead, scan only. Hi [name], thanks for stopping by [event]! It was a great show. Additional resources: [link to a blog post] and [link to a case study]. I'm connecting on LinkedIn so we can stay in touch. All the best, [your name]
Sample lead notes
Bad: Good chat.
Hot: Hot. VP Engineering at [company]. Using [competitor] and dislikes it. Needs [capability]. Booked demo for next Tuesday. [Initials]
Warm: Warm. Data scientist at [company]. Building models for [use case]. Struggling with [problem]. Send case study. [Initials]
Cold: Cold. Student, interested in [topic]. Gave sticker. Add to newsletter. [Initials]
Appendix D: Setting up a new event in your systems
Do these in order every time an event is approved, whether from annual planning or the fast track.
CRM: create a child campaign under a parent campaign for the year. Use a consistent name, for example [year] - [event name] - [location]. Set the type, status (Planned), and dates; mark it active; copy the campaign ID.
Website form: add the event to your event interest form and link its option to the campaign ID, so every lead is tagged to the right campaign automatically and gets the lead source [Event interest].
Scorecard: add a row to the RISC event scorecard; score all criteria strictly against the rubric; record the tier, key driver, and whether you attended before.
Calendar: add an all-day event to the shared events calendar, titled [Tier n] [event] ([city]). Invite the attendees. In the description add the strategy, goal, team attending, a link to the CRM campaign, and a link to the event folder.
Follow-up workflow for sales: when a lead arrives from the form, check the lead source, open the campaign history to see which event, look the event up in the scorecard, then follow the tier: Tier 1, send the team round-robin link; Tier 2, route the lead to the speaker or exec, who sends their personal link; Tier 3, the attending rep sends their personal link.




