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GETTING STARTED

Introduction

You know that moment — three weeks before the event — when you bolt upright at 2 a.m. and think: did the

venue confirm the AV package, or did I dream that?

Your co-organiser is asleep. The sponsor deck is in a Google Drive folder you renamed twice and can no
longer find. The speaker contract is attached to an email thread with forty-seven replies, at least six of which

contain the phrase 'per my last email.'

The Event Organizer's Pond exists because of that moment. Not to prevent the anxiety entirely — some
event-planning panic is practically a professional qualification — but to make sure that when the question hits,

the answer is somewhere you can actually find it.

Nine interconnected tabs model an event from the first napkin sketch through to whether the whole thing was
worth it (spoiler: the networking drinks always are). Change one number — your attendee target, your ticket
price, your speaker budget — and every downstream calculation updates instantly. Like throwing a stone into

a pond.

The Pond Metaphor

Think of your event concept as the stone. You throw it in. The venue is the first ripple — how many people,
what kind of space, what does it cost per head? Sponsors and tickets are the second ripple — where does the
money come from? Speakers are the third — who do people show up to hear? Marketing is where the ripples
reach the audience. Operations is the current beneath, keeping everything moving. And the Dashboard is the

shoreline, where you stand back and see whether the whole thing is going to come together or fall apart.

Change the stone, and the ripples change shape. That is the point.

Everything runs in your browser. Your speaker fees, sponsor negotiations, ticket revenue projections, and
catering headcounts — none of it leaves your machine. No servers, no accounts, no tracking. Your event data is
yours alone. The tool works offline. Once you have opened the HTML file, you could disconnect your router
and it would still function perfectly. (Do not actually disconnect your router. You will need it to chase that

speaker bio.)
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The Ripple Effect

How one number becomes every number.

Every tab feeds downstream. This is not a collection of separate spreadsheets duct-taped together — it is a

single system where data flows like current through a circuit. Here is how:

Source Feeds into ‘What flows

Event Concept Venue, Sponsors, Marketing, Attendee count, dates, format, type
Operations

Venue & Capacity P&L;, Dashboard, Operations Venue cost, capacity, per-head cost

Sponsors & Tickets P&L;, Dashboard, Marketing Revenue streams, sales velocity

Speaker Lineup P&L;, Dashboard, Marketing Content cost, confirmed lineup

Marketing Budget P&L;, Dashboard Channel spend, acquisition cost

Operations Dashboard Task completion, delays, timeline

All tabs Dashboard, Decision Log Health metrics, auto-fill data

Traditional event planning gives you a spreadsheet for the budget, a different one for the speaker list, a CRM
for sponsors, and a WhatsApp group for the panic. The Pond lets you pull a lever on any tab and watch all the
dials move at once. That moment when you realise adding a keynote speaker changes your cost structure, shifts

your ticket pricing, and requires a larger AV package? That is the product working.

The most important thing to understand is that you do not need to fill in every tab to get value. Start with the
Concept and the Venue. Everything else layers on top. The Pond is designed to be useful at the napkin-sketch

stage and at the doors-open-tomorrow stage.
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Quuick Start

FEight steps from blank screen to an event you can see.

1. Open the file — Open The_Event_Organizers_Pond.html in any modern browser. Chrome, Firefox, Safari,
Edge, Brave, Arc — all work. Mobile too, though you will appreciate the extra screen space of a laptop for the

first pass.

2. Event Concept — Start here. Enter your event name, date, target attendees, format, and type. This is the

stone — everything else ripples from it. Set your currency symbol. Choose your ticket model.

3. Venue & Capacity — Find your space. Enter venue cost, capacity, catering, and AV production costs.

Watch the per-head cost — it is your sanity check.

4. Sponsorship & Tickets — Build your revenue engine. Set up ticket tiers with pricing, then start adding

sponsors to your pipeline. These two streams determine whether you break even.

5. Speaker Lineup — Add speakers as you find them. Track fees, travel costs, and confirmation status. The

content lineup is your most powerful marketing asset.

6. Marketing Budget — Allocate across channels. Track spend against budget. Watch your

cost-per-acquisition — it tells you which channels are earning their keep.

7. Operations Timeline — Build your production schedule or load the template for a standard event timeline.

The Gantt view shows phase overlaps and dependencies at a glance.

8. Dashboard — Check the health badges. Click the Oracle section for sensitivity analysis — which levers

have the biggest P&L; impact? Low-Hanging Fruit gives you actionable tips based on your specific numbers.

Keep two files together: the HTML tool and your latest state JSON. Email them to yourself, put them on a USB
stick, store them in a cloud folder. Open the HTML anywhere, import your state, and you are exactly where

you left off. Your entire event plan, in two files smaller than a single phone photo.
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THE TABS

Event Concept

The stone you throw in.

Every event begins as a feeling. Somewhere between 'wouldn't it be brilliant to get three hundred people in a
room to talk about this' and 'absolutely not more than fifty thousand' lives the shape of your event. The
Concept tab is where you capture that shape before it evaporates into the fog of venue brochures and speaker

agent emails.

Enter your event name. This sounds trivial, but it matters — it appears in exports, in the Decision Log, in the
data you will reference for years. Enter your target date. The moment you do, a countdown appears. That

number will follow you through every tab, ticking down like a metronome you can hear in your sleep.

The Attendee Count

This is, after the budget, the most consequential number you will enter. It ripples into everything. Venue
capacity. Catering headcount. Sponsor value proposition. Marketing reach targets. Staffing ratios. The
difference between 150 attendees and 1,500 attendees is not ten times as many chairs — it is a fundamentally

different event.

Be honest with this number early. You can always revise it, and the Pond will re-ripple everything when you
do. But starting with a realistic estimate saves you from falling in love with a venue you cannot fill or a budget

that assumes ticket sales you will never reach.

Field ‘What it does What it feeds

Event Name Identifies the event Decision Log, Files

Target Date Sets the countdown Operations, Dashboard

Target Attendees The master number for per-head Venue, Sponsors, Marketing, Operations, P&L;
calculations

Currency Symbol Localises all monetary displays Every tab with money

Event Type Informs complexity and format Venue, Speakers

Ticket Model Determines revenue structure Sponsors & Tickets, P&L;

Event Format In-person, virtual, or hybrid Venue, Operations, Marketing

Location Anchors logistics Venue, Operations

Vision & Goals Free-form brief Your own reference
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This is where every ripple begins. Your attendee count flows into Venue (capacity and per-head costs),
Sponsors (audience value), Speakers (audience size), Marketing (reach targets), and Operations (logistics scale).
Change it and watch every downstream tab update. The Concept does not just describe your event — it defines

the physics of the entire system.
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Venue & Capacity

Where the magic happens — or does not.

There is a particular kind of optimism that takes hold when you first walk into a beautiful venue. The high
ceilings. The natural light. The exposed brick that photographs so well for social media. And then you ask for
the price list.

The Venue tab does not make that arithmetic less painful. But it makes it visible. And visibility is the only
antidote to the three-in-the-morning spiral about whether you can actually afford the venue you have already

told the sponsors about.

The Per-Head Reality Check
Divide your total venue package (hire + catering + AV) by your attendee count. This gives you your per-head

venue cost. Industry ranges vary by event type, but here is a rough guide:

Under 30/head — Budget event. Community spaces, self-catering, minimal AV. Works brilliantly for

meetups and workshops.

30-80/head — Mid-range. Hotel ballrooms, standard catering packages, basic AV. The sweet spot for most

conferences.

80-200/head — Premium. Purpose-built venues, full catering, professional AV and staging. Corporate

summits and trade shows.

200+/head — High-end. Galas, product launches, festivals with significant production. The kind of event

where the lighting designer has their own rider.

The Venue Pipeline

Every venue starts as a search result. From there, it moves through a pipeline: Searching, Shortlisted, Site Visit
Booked, Negotiating, Date Held, Confirmed & Contracted, Deposit Paid. This pipeline is not just organisation

— it feeds the Dashboard. Until your venue is confirmed, every other plan is built on sand.

In many events, the venue package (hire + catering + AV) consumes 40-60% of the total budget. If yours is
significantly higher, you are either running a very production-heavy event or you need to revisit your venue
choice. If it is significantly lower, check whether AV is included or whether that surprise is waiting for you in

the production quote.
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Sponsorship & Tickets

The two engines that keep the lights on.

Event revenue is a strange animal. You are selling two things simultaneously: access to an audience (to
sponsors) and access to an experience (to attendees). The trick is to make both groups feel they are getting the

better deal.

Ticket Tiers

The Pond lets you model multiple ticket tiers — early bird, general admission, VIP, group rates, whatever your
pricing strategy demands. Each tier has a price, a quantity available, and a count of tickets sold. The system

calculates revenue from actual sales and projected revenue if every tier sells out.

That gap between actual and projected is your ambition. Watch it carefully. If you are six weeks out and actual

revenue is less than 30% of projected, either your marketing needs a jolt or your pricing needs a rethink.

The Sponsor Pipeline

Every sponsor starts as a name and a hope. From there, they move through a pipeline: Prospect, Pitched,
Negotiating, Verbal Yes, Contracted, Paid, or Declined. This pipeline is not just a CRM — it is a revenue
forecasting tool. The sum of Contracted and Paid sponsors is your committed revenue. Everything else is

pipeline.

Track deliverables carefully. A sponsor who has paid but not received their logo placement, speaking slot, or

booth allocation is a sponsor you will not have next year. The notes field is where that accountability lives.

A headline sponsor typically pays 10-20 per expected attendee. So a 500-person conference might command
5,000-10,000 for a title sponsorship. Platinum sits around 60-70% of that, Gold at 40-50%, and so on down.
These are not rules — they are anchors for your pricing conversation. The real number depends on your

audience quality, your brand, and how desperately the sponsor wants to reach those people.
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Speaker Lineup

The reason people buy tickets.

There is a version of your event that exists only in your imagination. In that version, the keynote speaker is a
household name who speaks for free because they believe in your mission. The panellists arrive with prepared
talking points that dovetail perfectly. Nobody overruns their slot. Nobody's laptop refuses to connect to the

projector.

The Speaker Lineup tab is where you build the bridge between that imagined version and reality.

The Pipeline

Every speaker starts on the wishlist. From there: Invited, In Talks, Confirmed, Contract Signed, or Declined.
The ratio of confirmed to total speakers tells you how far along you are in building your programme — and

how much of your marketing messaging is based on hope versus commitment.

What to Track

For each speaker: the fee (many speak for free; some do not, and the range is extraordinary), travel and
accommodation costs, session type (keynote, panel, breakout, fireside chat, lightning talk), and their time slot.
The notes field is for everything else — their agent's contact, their AV requirements, dietary needs, and

whether they have a book to sell at the back of the room.

The economics of speaker fees follow a peculiar curve. At one end: industry practitioners who speak for free
because the exposure benefits their career. In the middle: professional speakers who charge 2,000-10,000 and
deliver polished, reliable sessions. At the top: celebrity speakers at 25,000-100,000+ who fill seats but may or
may not say anything your audience could not read in their last book. The best value is usually the middle —

experienced speakers who know how to hold a room and care about the content.
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Marketing Budget

Filling the seats.

Marketing an event has a unique constraint that most marketing does not: a deadline. You cannot A/B test
your way to a perfect campaign over six months. You have a fixed date, a fixed number of seats, and a ticking

clock. Every day a seat remains unsold is a day closer to the event with less revenue locked in.

The Marketing tab allocates budget across channels and tracks spend against those allocations. But the most

important number is one that emerges from the data: your cost per acquisition.

Cost Per Acquisition (CPA)

Divide your marketing spend by tickets sold. This is what each attendee costs you to acquire. For a paid
conference, your CPA needs to be well below your average ticket price — otherwise you are paying more to
find attendees than they are paying to attend. For a free event, CPA tells you the marketing cost per head,

which feeds directly into your break-even calculation against sponsorship revenue.

Watch CPA by channel. If LinkedIn ads are delivering attendees at 15 each while print advertising costs 200

per registration, that is not a branding problem — it is a budget allocation problem.

For most events, email marketing to an existing list has the lowest CPA — often under 5 per registration. Paid
social sits around 15-40. PR and content marketing are hard to measure directly but tend to drive the
registrations that paid channels later take credit for. The Pond does not solve attribution — nobody has solved

attribution — but it does make sure you can see where the money goes.
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Operations Timeline
Week by week, task by task.

There is a moment — usually about six weeks before the event — when the list of things still to do becomes
longer than the list of things done. This is normal. This is the phase where event organisers earn their money.

The Operations tab is your map through that territory.

The Five Phases

Event production follows a natural sequence, and fighting it costs money and sanity.

Phase 1 — Planning & Strategy. Concept definition, budget setting, venue research. The phase where

everything is possible and nothing is confirmed.

Phase 2 — Production & Booking. Venue contract, speaker invitations, sponsor prospectus, branding. The

phase where ideas become commitments.

Phase 3 — Promotion & Sales. Ticket launch, marketing campaigns, PR outreach, content creation. The

phase where you find out whether anyone actually wants to come.

Phase 4 — Pre-Event Logistics. AV briefing, catering orders, badge printing, rehearsals. The phase where
details multiply like rabbits.

Phase 5 — Event Day & Wrap-up. Load-in, run of show, live management, post-event survey. The phase

where everything happens at once and nothing waits.

Build at least two weeks of unscheduled buffer into your timeline between Phase 3 and Phase 4. This is where
the inevitable delays get absorbed without cascading into event day. A speaker who confirms late. A sponsor
whose logo arrives in the wrong format. A venue that changes the load-in time. Buffers are not optimism —

they are structural engineering for your schedule.
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Dashboard

Everything at a glance.

The Dashboard is the shoreline. It is where you stand back from the detail — the sponsor emails, the speaker

riders, the venue floor plans — and look at the whole pond.

Five health-check badges sit at the top, each with a traffic-light indicator. Green means healthy. Amber means

watch. Red means something needs attention.

Tickets Sold 70%+ 30-69% Under 30%
Projected P&L; Profitable — Loss
Speakers Confirmed All confirmed In progress None yet
Days to Event 60+ 15-60 14 or fewer
Delays / Blocks 0 1-2 3+

Below the badges, two summary cards show the revenue breakdown (tickets + sponsors + other) and the cost
breakdown (venue + speakers + marketing + staffing + misc). These cards are designed to be scanned in five

seconds. If you need longer than that, something needs attention.

THE ORACLE AUTO-REFRESHES

Every time you open the Dashboard, the Oracle recalculates. As your numbers change — tickets sold, sponsors
committed, speakers confirmed — the levers and tips update to reflect your current reality. It is a living

analysis, not a one-time report.
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Profit & Satisfaction

Did the numbers work?

After the last attendee has left — after the venue staff have started stacking chairs and your production team is
wrapping cables — there is a quiet moment when the question surfaces: what did that actually cost us? And was

it worth it?

The P&L; tab answers the first question with precision. Revenue minus costs equals profit or loss. Margin

percentage tells you efficiency. Revenue per attendee and cost per attendee tell you unit economics.

The second question — was it worth it? — is harder. That is why the tab also tracks satisfaction score (1-10),
Net Promoter Score, and return attendee rate. Because an event that makes money but leaves attendees
indifferent is not a success. And an event that loses money but creates a devoted community might be the best

investment you ever make.

The Numbers That Matter

Margin percentage — For commercial events, 15-25% is healthy. Below 10% and you are one surprise away

from a loss. Above 30% and your attendees might feel they overpaid.

Revenue per attendee — The total revenue divided by actual attendance. Includes ticket and sponsor

revenue. Higher is better, but only if satisfaction stays high.

Cost per attendee — Your total costs divided by attendance. This is the number to compare across events and

years.

NPS (Net Promoter Score) — Would attendees recommend your event? Range from -100 to +100. Above 50

is excellent. Below 0 means more people would warn others away than recommend it.

The cost-per-satisfaction-point metric might make you smile, but it is useful. A 50,000 event that scores 9/10
costs 5,556 per satisfaction point. An 80,000 event that scores 6/10 costs 13,333. The first event was more than
twice as efficient at producing happiness. This is not to say smaller is always better — but the correlation

between spend and satisfaction plateaus surprisingly early.
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Decision Log

Your event planning journal.

You will make hundreds of decisions while planning an event. Some are momentous: the venue, the keynote
speaker, the ticket price. Some feel small at the time and turn out to matter enormously: the session length, the

lunch timing, whether to have a networking drink before or after the final keynote.

The Decision Log exists because memory is unreliable, and the version of you who chose a venue in January
will be a different person by September. Write down what you decided, why you decided it, and what the

numbers looked like at the time.

Decision Types

Scope Change — you have altered what the event includes. A new session track, a dropped networking event,
a changed format. Change Order — a formal variation to an existing contract. The venue needs more money
for the AV upgrade. Approval — something is signed off. A branding proof, a programme layout, a catering

menu. Payment — money has changed hands.

Auto-fill

The Auto-fill button pulls current metrics from across all tabs: ticket revenue, sponsor revenue, total costs,
tickets sold, and speakers confirmed. It snapshots the state of your event at the moment of the decision. Six

months from now, you will see not just what you decided, but what the world looked like when you decided it.

When one event ends, the Decision Log becomes your reference for the next edition — whether that is next
year's conference, the next product launch, or advice to a colleague. What worked? What did you
underestimate? What would you do differently? The answers are in the log. The Decision Log is the feedback
loop that connects the end of one event to the beginning of the next — like a stone thrown from the shore back

into the pond.

The Event Organizer's Pond — User Manual — v1.0 — Offline.Ltd 16



FEATURES

The Oracle

The sensitivity analysis that shows you where to look.

Imagine you are 5,000 short of break-even. Where do you push? The instinct is to trim a little from
everywhere — 300 less on catering, 500 less on AV, a cheaper speaker. But trimming from everywhere makes

everything slightly worse without making anything dramatically better.

The Oracle takes a different approach. It asks: which single change would have the biggest impact?

Sensitivity Analysis

The Oracle models six scenarios and ranks them by monetary impact:

Sell 20% more tickets — Increasing sales through marketing push or pricing adjustment.
Add a headline sponsor — A title sponsor typically pays 10-20 per expected attendee.
Negotiate venue -15% — Off-peak dates, multi-year deals, or package negotiations.
Reduce speaker fees 20% — Mix paid keynotes with free-to-speak thought leaders.
Shift to digital marketing — Digital channels typically cost 40-60% less per acquisition.
Add VIP upsell tier — 10% of attendees upgrading at a 150 premium.

The levers are sorted by impact, with proportional colour bars, so the biggest opportunity is always at the top.
Click any lever to jump directly to the relevant tab. The point is not to tell you what to do — it is to show you

where the leverage is.

Low-Hanging Fruit

Below the levers, the Oracle generates contextual tips based on your specific numbers. These are not generic
advice — they reference your actual ticket sales, your sponsor pipeline, your timeline delays, and your venue

status. Each tip links to the tab where you can take action.
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Files & State Management

Your data. Your machine. Your control

Your work is saved automatically in the browser's localStorage every time you make a change. This means if
you close the tab and reopen it, your data is still there. But localStorage is tied to one browser on one device. If
you clear your browser data, switch laptops, or want to share your planning state with your co-organiser or

production manager, you need to export.

Exporting

Click 'Export All' on the Files tab. A JSON file downloads with all nine tabs' data, timestamped with the
current date. Keep this file alongside the HTML. Together, they are your complete event planning system. The
JSON file is tiny — typically under 50 KB.

Importing

Click Tmport All' and select a previously exported JSON file. The system validates that it is an Event
Organizer's Pond state file, then restores all tabs. Everything ripples on import, so all downstream calculations

update immediately.

The Reminder

If you have made changes but have not exported in 15 minutes, a gentle toast notification appears: Your work

lives in this browser only. Export to keep it safe. The amber dot on the Files tab indicates unsaved changes.
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Keyboard Shortcuts

Ctrl/Cmd + 1 Event Concept tab
Ctrl/Cmd + 2 Venue & Capacity tab
Ctrl/Cmd + 3 Sponsorship & Tickets tab
Ctrl/Cmd + 4 Speaker Lineup tab
Ctrl/Cmd + 5 Marketing Budget tab
Ctrl/Cmd + 6 Operations Timeline tab
Ctrl/Cmd + 7 Dashboard tab
Ctrl/Cmd + 8 Profit & Satisfaction tab
Ctrl/Cmd + 9 Decision Log tab
Ctrl/Cmd + S Export full state

Escape Close modals
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REFERENCE

How to Think About Your Event Budget

A framework, not a formula.

Event budgets are peculiar. You are spending more money in a single day — or a single weekend — than most
small businesses spend in a month, on a combination of services you may never have purchased before, for an
outcome that evaporates the moment it is over. A conference is not a building. You cannot walk through it

afterwards and admire the brickwork. The only residue is the experience people carry away.

Here is a framework that might help.

The Three Layers

Layer 1: Non-negotiables. The things your event cannot happen without. The venue. Basic AV so people can
hear the speakers. Insurance. Permits. Whatever is needed to make the event legal, safe, and functional.

Allocate for these first.

Layer 2: Important-but-flexible. The things you want done well but where price points vary enormously.
Catering. Speaker fees. Marketing. Production design. A brilliant conference with buffet lunches might serve

your attendees better than a mediocre one with a three-course dinner.

Layer 3: Nice-to-have. The networking reception with a cocktail bar. The branded tote bags. The
live-streamed backup of every session. The step-and-repeat photo wall. These make the event special, but the

event would still be successful without them. Allocate for these last, from whatever is left after layers 1 and 2.

It is easy to spend hours choosing the perfect event swag and forget that the coffee budget costs more than the
tote bags. A good rule of thumb: never spend more on something attendees take home than on something

attendees consume at the event. Nobody remembers the branded pen. Everybody remembers the bad coffee.

The Event Organizer's Pond — User Manual — v1.0 — Offline.Ltd 20



The Event Calendar

What to do when.

4-6 months out Define concept. Research venues. Set budget. Build sponsor prospectus. Begin speaker
wishlist.

3-4 months Confirm venue. Launch sponsor outreach. Invite keynote speakers. Design branding.

2-3 months Open ticket sales. Launch marketing. Confirm full speaker lineup. Finalise programme.

4-6 weeks Push ticket sales. Chase sponsor deliverables. Brief AV team. Order catering. Print materials.

2 weeks Final headcount to venue. Print badges. Brief staff and volunteers. Rehearsal schedule.

Week of event Load-in. Tech check. Speaker rehearsal. Staff briefing. Final run-through.

Event day Doors open. Run of show. Manage live. Document everything. Breathe.

Post-event Survey attendees. Sponsor reports. Close P&L.; Decision Log. Thank-you emails.

That last row — post-event — deserves its own moment. You have spent months planning. You have tracked
every euro, confirmed every speaker, finalised every detail. And now the event is over. The single most
important thing you can do is capture what happened while it is fresh. Send the survey within 48 hours. Close
the P&L; within a week. Write the Decision Log while the memories are crisp, not three months later when

they have softened into a warm blur.
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The Art of Sponsor Conversations
What to offer, when to push, and when to walk away.

Selling sponsorship is unlike any other sales conversation. You are not selling a product with a spec sheet. You
are selling access to an audience that does not exist yet, at an event that has not happened yet, with outcomes

that cannot be guaranteed. And yet the best sponsors will tell you it is the most effective marketing they do.

The First Conversation

Before you talk money, talk audience. Who attends? What are their job titles, their purchasing authority, their
pain points? A sponsor who understands the audience will sell themselves on the value. A sponsor who does

not understand the audience will always think your prices are too high.

The Proposal

When the proposal arrives on their desk, three things should be immediately clear. First: what do they get?
Logo placement, speaking slot, booth, attendee data — be specific. Second: what does it cost? Tiered pricing
works because it gives them a choice, not a take-it-or-leave-it. Third: what is the deadline? Urgency creates

decisions. Open-ended proposals create inboxes.

The best sponsors want more than a logo on a banner. They want engagement — a workshop they host, a
networking session they sponsor, a problem-solving session where their product is the answer. The more
creative and integrated the sponsorship activation, the higher the renewal rate. A sponsor who runs a
workshop has a 70%+ renewal rate. A sponsor who gets a logo placement has a 30% renewal rate. Sell the

engagement, not the logo.
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The Event Day Emergency Kit

What to have on hand when the doors open.
Somewhere backstage — ideally in a clearly labelled box that does not get buried under cable cases — should be
the following collection of mundane but essential items.

A printed run of show. Not on your phone. Paper. Because when the AV desk needs to know whether the

panel or the keynote is next and your phone has died, paper does not need a charger.

Spare name badges. Blank ones, plus a marker. Because someone important will arrive whose registration was

lost, and you need to solve that problem in thirty seconds, not ten minutes.

Extension leads and multi-plug adapters. More than you think you need. Every speaker, every sponsor booth,

every registration desk needs power. The venue's power points are never where you need them.
A basic first aid kit. Not a novelty plaster box. A proper one with antiseptic, bandages, and paracetamol.

Gaffer tape, cable ties, and scissors. The holy trinity of event production. If you can tape it, tie it, or cut it, you

can fix 80% of on-site problems.

Your venue contact's mobile number. On paper. Because when the heating breaks down during the afternoon

keynote, you need to reach the building manager in minutes, not hours.

A notebook and pen. For on-site notes. Write down every last-minute change, every problem solved, every

idea for next year. The insight you have at 3 p.m. during the event will be gone by Tuesday.
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Lessons from Real Events

The things nobody tells you until afterwards.

Planning tools give you structure. Experience gives you wisdom. Here are the things that event organisers

consistently say they wish they had known earlier.

Everything Takes Longer Than You Think

Take whatever timeline you have. Add 30%. That is your realistic schedule. This is not cynicism — it is
arithmetic. Every event encounters delays: speakers who confirm late, sponsors who send logos in the wrong
format, venues that change the load-in time, printers who miss the deadline. Build the buffer in from the start,

and a four-month planning cycle that runs to five feels like a minor inconvenience, not a catastrophe.

The Cheapest Option Is Rarely the Best Value
If three AV companies quote 8,000, 9,000, and 5,000 for the same event, the right response to the 5,000 quote

is not excitement — it is curiosity. What have they excluded? Is the operator included, or is that extra? What
happens if a projector fails mid-keynote? The best value is usually the quote that is competitive, detailed, and

comes from a team that asked questions about your event before quoting.

Your Attendees Remember Three Things

After every event, attendees remember three things: the best speaker, the worst logistical frustration, and
whether the coffee was good. Invest accordingly. The keynote speaker's fee is not a cost — it is the headline of
every attendee's memory. The registration queue is not a detail — it is the first impression. And the coffee is

not a line item — it is a mood.

Before the event starts, agree with your team on the one thing that matters most. Not the thing you are
spending the most on — the thing that would make the event feel complete. For one organiser it might be the
keynote landing perfectly. For another it might be every attendee making three new connections. Protect that
thing in the budget and the schedule. Let the rest be flexible. If your one thing turns out the way you imagined,

the event was a success — regardless of what else went sideways.
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Data Flow — A Deeper Look

What happens when you change a number.

The ripple metaphor is intuitive, but understanding the specific mechanics helps you use the tool more

effectively. Here is what happens, step by step, when you change a key number.

Scenario: You Increase the Attendee Target from 300 to 500

The moment you change the number on the Concept tab, the ripple function fires.

Venue tab: Per-head cost recalculates downward (same venue cost divided by more people). Capacity

utilisation jumps — you may need a bigger space.

Sponsors tab: Your audience value proposition increases. A 500-person event commands higher sponsorship

fees than a 300-person event.

Marketing tab: Your CPA target changes. More attendees means more tickets to sell, which means more

marketing spend or more efficient channels.

Dashboard: Ticket sales percentage recalculates. The Oracle updates — the 'sell 20% more tickets' lever now

shows a larger absolute number.

P&L;: Revenue projections increase (more tickets). Costs may increase (more catering). Margin shifts.

Scenario: A Speaker Declines

You change a speaker's status from 'Confirmed' to 'Declined'. The ripple:
Speakers tab: Confirmed count drops. Total speaker cost decreases by that speaker's fee and travel.

Dashboard: The 'Speakers Confirmed' badge may shift from 'ALL SET' to 'IN PROGRESS'. The Oracle tips
may flag the gap.

P&L;: Costs decrease (lower speaker spend), but you now have a gap in your programme that may affect ticket

sales.

This is the power of interconnection. A single status change on one tab creates visible pressure on three others.
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Glossary

Term

CPA

Draw / Stage
Payment
Early Bird
Gantt Chart
Gross Yield
Load-in

NPS

Per-head Cost

Pipeline

Rider

Ripple

Run of Show

Scope Creep

Strike / Load-out

VIP Tier

Definition

Cost Per Acquisition. Marketing spend divided by tickets sold. The unit cost of finding each
attendee.

A staged payment released as work progresses. Common in venue and production contracts.

A discounted ticket tier available for a limited time. Creates urgency and early cash flow.
A bar chart showing task duration and overlap. Named after Henry Gantt, 1910.
Total revenue divided by total cost, expressed as a percentage.

The process of bringing equipment, staging, and materials into the venue before the event.

Net Promoter Score. Would attendees recommend? Range: -100 to +100. Above 50 is excellent.

Total costs divided by attendee count. The fundamental unit of event budgeting.

The progression of prospects (sponsors, speakers) through stages from initial contact to
confirmed.

A speaker or performer's technical and personal requirements. Ranges from sensible to
eccentric.

The cascade of downstream effects when a single number changes. Central to the Pond.

Minute-by-minute schedule for event day. The master document that keeps everything on
track.

The gradual expansion of event scope beyond the original plan. The reason your budget
evaporates.

Dismantling and removing everything after the event. The reverse of load-in.

A premium ticket tier with additional access, seating, or experiences.
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Disclaimer

All calculations, projections, and analyses generated by The Event Organizer's Pond are estimates for planning

purposes only. They do not constitute financial, legal, event management, or professional advice.

Event planning carries inherent uncertainties including but not limited to venue availability, speaker
cancellations, sponsor withdrawal, ticket sales volatility, weather, regulatory changes, force majeure events,
and the general unpredictability of gathering large numbers of humans in one place. Users should
independently verify all outputs and confirm details directly with venues, suppliers, legal advisors, and local

authorities before making commitments or entering into contracts.

The software is provided 'as is' without warranty of any kind, express or implied. Offline.Ltd's total liability

shall in no event exceed the purchase price paid for the software.

Offline.Ltd

"No cloud. No nonsense. Just tools."

The Event Organizer's Pond is part of the Offline.Ltd collection. Nine tools, zero dependencies, works forever.

Your event data stays on your machine — always.

Version 1.0 - April 2026
https://offline.ltd
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