
W
hen the chips are down, budgets are
cut, it is happening now, and meetings
are high on the list. This is exactly 

the sort of knee jerk reaction companies need
to avoid. 

At a time when competition is fierce and
customer loyalty is dwindling, the customer
hospitality event, the product launch or the
user conference are more important than
ever. Canceling team-building events, strate-
gy seminars, sales force kickoffs, incentives
and staff training courses when employees are
already feeling insecure about their futures
can be hugely counter productive. The one
thing you want to do in a recession is to 
keep your best staff motivated and on your
side, slashing your internal events budget
won’t do this. 

Managers are not stupid, they are smart –
that’s why they are managers. And in times of
recession they do smart things, that’s how
they keep their jobs.

If managers knew an event would make a
profit, or that increasing event spend would
yield far greater financial benefits, would they
cut the budget? Of course not. However,
many important management decisions are
based on estimates and confidence in plans
and budgets designed to achieve success.
Management build factories based on estimat-
ed future sales, they buy companies based on
estimated future performance and confidence
in the ability of their staff to make the acquired
company a success. 

So why don't they approve your event
budgets? Because they are not confident
your plans and budgets will make a profit.
It’s as simple as that.

The ROI Methodology is the cure
Measuring the return on investment (ROI) after
the event is not the answer. ROI is history. In 
a recession it is too late to find out afterwards
if your event made a profit. Instead, you need

With the global financial crisis

putting meetings and events

budgets under serious threat,

meetings professionals need 

to understand why it makes

sense for management to cut

costs and what they can do 

to change their minds. 

ROI is history
How to survive a recession
By Dr. Elling Hamso, Managing Partner, European Event ROI Institute



to apply the ROI Methodology as a planning
tool, like it is supposed to be. 

The ROI Methodology is a robust process
that enables you to set objectives and meas-
ure results at every level. It is a powerful tool
for ensuring your events achieve the highest
possible ROI, as well as establishing how big
your budget needs to be before diminishing
returns set in, the point when an increase in
the event budget would start to produce a
smaller increase in the results.

The first step – Level 4 in the ROI
Methodology (see Figure  on page 2 of this
document) – is to develop and explain the
Business Impact objectives; or how your
meeting or event will directly affect the
orgainsation’s bottom line. Will the meeting
increase sales and/or reduce costs? These are
the only two alternatives, the only way to cre-
ate profit. 

Once you have established these, you need
to set objectives for what delegates need to
actually DO after the meeting – not just what
they should think or feel – in order to increase
sales or reduce costs. This is Level 3.

The 5 levels of the ROI Methodology
Next, you need to set objectives for what
delegates need to learn at the event; what
cognitive change must take place before any
behavioural change is effected. This is Level
2. Learning in this context is quite broad.
You learn attitudes and values, to know
other people (trust and liking) as well as
information and skills. What needs to hap-
pen at Level 2 is also referred to as
Education, Networking and Motivation, or
Inform, Connect and Engage.

Finally, you need to set Satisfaction objec-
tives (Level 1) – this means satisfaction with
hospitality and content, the creation of a
good environment for learning.

Now you have a set of multi-level objectives
that logically connect one level with the next.

The Meeting Architect is the physician
From this you can design your meeting. As
a meeting planner, you design the form and
content of the meeting to achieve Level 3 –
Application objectives. You know what you
need participants to do after the event to
create the Business Impact, so how do you
make them do that?

This is the job of the Meeting Architect, a
person who designs form and content, finds
the right venue for the learning environment,
plans networking activities with explicit learn-
ing objectives, ensures that the right speakers
speak with excellence about the right topics
and engage the audience through discussions
and exercises to ensure they will not forget
the message.

The Meeting Architect understands how to
communicate using the five senses, he under-
stands the impact light, sound and even food
have when creating different atmospheres for
networking and learning. 

In good times, or if you have a proven
record for designing events which deliver
the highest possible ROI, you probably don't
need to present your form and content
design with the budget application, but
today you probably must. If you are not an
experienced meeting designer, find one!

Someone who has the broadest possible
knowledge and experience in subjects like
behavioural psychology, sociology, educa-
tion, presentation design, sound, light,
group dynamics, facilitation, networking
technology, webcasting, virtual meetings
and more. In short, someone who knows
how to create behaviour change through a
meeting experience.

If you say that applying the ROI
Methodology as a planning tool will take too
much time and is too difficult, or if this is
more than what you do for every meeting,
then I understand why your budgets are
being cut. As meeting and events profession-
als, this is exactly what we need to be doing
for every event, large or small, in order to
achieve the best possible ROI. Doing it today
is a matter of survival. Without a proper set of
objectives and a meeting design to achieve
them, you may not get the budget, and there
is no event, and maybe no longer a job. n

Dr. Elling Hamso is a Meeting Management
Consultant and Managing Partner of European
Event ROI Institute. He writes and speaks frequent-
ly on subjects like ROI, Meeting Architecture,
Supply Chain Management, virtual meetings and
meeting with the Millennium generation. You can
contact him on elling.hamso@eventroi.org.

European Event ROI Institute is a partnership of
consultants dedicated to the art and science of
making meetings and events achieve the objec-
tives of their stakeholders at the lowest possible
cost. Courses in the ROI Methodology are held
regularly in 16 major European cities. Go to
www.eventroi.org for more information.

The ROI Methodology has been developed by Dr.
Jack Phillips (www.roiinstitute.net) and the con-
cept of Meeting Architecture by Maarten Vanneste
(www.meetingarchitecture.org)

Fig 1: 5 levels of the ROI Methodology
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