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Unfair Advantage: 12 Tactics B2B Publishers
Use to Compete with Larger Events

How small publishers are outmaneuvering bigger events — and winning

Niche publishers with exclusive audiences almost always face competition — especially
in the event audience and revenue space. The publishers profiled in this report compete
successfully head-to-head with larger events, including association-backed
conferences. Here are the tactics they use to carve out a position, steal mindshare,
build loyal exhibitor bases, and post YOY growth.
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1 Cap exhibitors to sharpen the attendee-to-vendor ratio Parking Industry Expo
2 Geo-fence competing events Parking Industry Expo
3 Send a city guide — even for rivals' shows Parking Industry Expo
4 Make attendance free with a promo-code sponsor Parking Today / PIE
5 Guarantee one-on-one meetings at scale Builder Innovator Summit
6 Turn event video into a standard exhibitor deliverable Builder Innovator Summit
7 Beef up the reverse expo — and charge for it MD Publishing
8 Go regional and drivable American Business Media
9 Leverage compliance-driven attendance American Business Media
10  Go boutique: limit seats, raise intimacy T&E Summit
11 Turn attendees into the stars of the show LBM Journal
12  Get vendors out of the ballroom Niche Media Conference

1. Cap exhibitors to sharpen the attendee-to-vendor ratio



Rather than chasing headcount, compete on the attendee-to-vendor ratio. When Kevin
Uhlenhaker acquired Parking Today in 2023 and took over Parking Industry Expo (PIE),
he rebooted it around a single goal: make it a show worth attending.

a larger event. Free attendance removes that barrier entirely.

Video: Kevin Uhlenhaker explains how his show competes —

His two association-backed competitors drew 3,000 and 2,000 attendees, respectively.
PIE had about 400, and had been declining prior to the acquisition. Uhlenhaker
reframed the constraint as an advantage, capping exhibitors at 64 to create an 8-to-1
attendee-to-vendor ratio neither large show could match. Vendors lost among 300
booths at the larger shows could now have real conversations with real buyers. A
waitlist for exhibitor spots followed — and it's one of the most powerful sales tools in the
business (even if the list is capped at the number of vendors that publishers already
have).

Key takeaways

* A smaller footprint means lower production costs and a tighter, more energetic show
floor

» Capping exhibitors creates genuine scarcity — and FOMO drives demand
* A waitlist converts scarcity into a closing tool

s Kevin Uhlenhaker, CEO, Parking Industry Expo

2. Geo-fence competing events

PIE works with digital agency January Spring to geo-fence ads around both its own and
rival industry conferences. Attendees at competing shows see ads promoting PIE
while they're already in event mode and primed for industry messaging. Uhlenhaker
also sells the same tactic to non-exhibiting vendors, giving them reach into the
competing conference without the cost of a booth — two revenue streams from a single
tactic.

Key takeaways
* Geo-fencing targets buyers already in "event mode" and receptive to industry
messaging
* Non-exhibiting suppliers get exposure without booth costs — an easy pitch
» Competitors' events become a prospecting channel rather than just a threat

s® Kevin Uhlenhaker, CEOQ, Parking Industry Expo | Agency: January Spring
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3. Send a city guide — even for rivals' shows

PIE produces a "Conference Companion"—a curated email guide to restaurants and
activities in the host city —sent four times in the weeks leading up to each event. The
series hits a 37% open rate and 15% click-through rate. The four-email sponsorship
package sells for $12,000.

The unexpected move: PIE sends Conference Companions for the cities where
competing events are held, too. PIE's brand stays in front of parking industry
professionals at every major conference, not just its own — building goodwill and
staying top of mind at almost zero incremental cost (avoid using competitors' brand
names in the guide and send the promotion to a lawyer for review).

Key takeaways
* A sponsored email series converts useful content into recurring revenue
» 37% open rate gives a compelling data point for sponsor conversations

» Sending guides for rival events keeps the brand present year-round, not just on
show days

s® Kevin Uhlenhaker, CEO. Parking Industry Expo | Agency: January Spring

4. Make attendance free with a promo-code sponsor

PIE uses an application process to ensure only the right executives get into the show
free via a sponsor-supplied promo code. The promo-code sponsor receives the only full
attendee list, making the sponsorship package uniquely valuable.

Allowing multiple staff members per company to attend adds another edge: the
parking management industry typically has several decision influencers within each
organization. Free attendance helps encourage more attendance by this group.

Key takeaways

* An application process maintains quality while removing the price barrier

» The full attendee list, as an exclusive benefit, makes the sponsorship easy to price at
a premium

* Multi-attendee access per company unlocks a wider pool of decision-makers than
competitors can reach

® Kevin Uhlenhaker, CEOQ. Parking Industry Expo | Agency: January Spring

5. Guarantee one-on-one meetings at scale
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In a market with over 1,000 building and construction trade shows in the U.S. alone,
Builder Innovator Summit — produced by AE Ventures — competes by engineering
something the large shows can't easily replicate: guaranteed buyer meetings.

The event stages about 1,600 one-on-one meetings across 18 time blocks over
two days.

Watch building one-to-one packages that includes video here —

Exhibitor packages include a specified number of guaranteed meetings and small-group
boardroom presentations — not just a booth. Scheduling is handled algorithmically by
Grip Events, which matches preferences across all 1,600 slots, including 104
simultaneous boardroom meetings across 8 time blocks.

The operational complexity is the competitive moat. For marketing directors who control
exhibitor budgets, a guaranteed number of qualified buyer meetings is far easier to
justify to a CFO than a booth rental.

Key takeaways

e Guaranteed meetings shift the exhibitor pitch from exposure to
measurable ROI

e The operational complexity of 1,600+ meetings is a genuine
barrier to entry

e Grip Events handles algorithmic matching at scale, honouring
both exhibitor and attendee preferences

s® Ryan Mahoney. Executive Director, Builder Innovator Summit | AE Ventures |
Scheduling: Grip Events

6. Turn event video into a standard exhibitor deliverable

Builder Innovator Summit started selling video as an upsell — and eventually made it
standard in every exhibitor package. The original model offered two formats: a
short-form Quick Hit and a longer Product Spotlight Video at $4,000. For the April 2026
event, every exhibitor — around 100 — received a video shot on the show floor,
allowing them to demonstrate new products and convey their value proposition.

"We are blending the models into our new $1K non-delete package, to get a bit more
than a quick hit did historically, but not as much production as a product spotlight," said
Executive Director Ryan Mahoney.

To produce the videos, a roaming two-man team — a content editor and videographer
— visits every booth during the show. Music and professional editing are added
post-event, with a turnaround target of four weeks. Pittsburgh-based Three Rivers
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Entertainment travels with the team to shoot on-stage presentations, which become the
editorial content for the media company.

Key takeaways

+ Video started as an upsell; making it standard in every package increases perceived
value and stickiness

* Aroaming two-man team is a scalable, low-overhead production model for 100+
exhibitors

» Exhibitor videos extend the event's marketing value well beyond the show floor

» Third-party production of on-stage content creates reusable editorial for the media
company

® Ryan Mahoney, Executive Director, Builder Innovator Summit | AE Ventures

7. Beef up a reverse expo — and charge for it

MD Publishing — serving biomedical engineers, nurses, perioperative professionals,
and imaging directors — runs a reverse expo at its MDExpo and ICE conferences.
Rather than match-making one-to-one meetings, decision-makers sit at individual tables
while vendors rotate through timed 10-minute one-on-ones, ensuring every
exhibitor gets face time with every leader in the room. The format generates an
additional $40,000-$50,000 per event.

The secret is who's at those tables. MD Publishing recruits senior leaders through a
private Leadership Summit track — 1.5 days of exclusive education, networking, and
meals — where acceptance comes with a commitment to participate in the reverse
expo.

Key takeaways

e Equal vendor-to-leader ratios create scarcity and make a
sellout near-certain

e The combined purchasing power of buyers in the room is the
marketing headline for sponsors

e The reverse expo doesn't replace the show floor — it
turbocharges the conversations that happen on it

s# Jamie McKelvey, VP of Sales, MD Publishing | MDExpo | ICE

8. Go regional and drivable
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In the mortgage industry, American Business Media made a deliberate choice to make
most of its events drivable. The reason is structural: most loan officers are
commission-based and can't expense destination conferences.

"An awful lot of our audience can't really travel across the country. They don't have
anyone paying for them,” Vincent Valvo, CEO, American Business Media said.

ABM has launched roughly 30 regional events in 2026, free to attend via a
sponsor-supplied promo code and held in drivable markets. Most exhibitors buy
packages of 10-12 shows at a time. By meeting buyers where they are, ABM unlocks
audiences that national events simply can't reach — and exhibitors follow.

Key takeaways

e Drivable, free events unlock audiences that destination shows
leave behind

e Regional density creates a year-round presence no single large
event can replicate

e Multi-show exhibitor packages build committed revenue from a
single sales conversation

s Vincent Valvo, CEO. American Business Media

9. Leverage compliance-driven attendance

Mortgage professionals must complete continuing education to maintain their licences.
ABM turned this regulatory obligation into an attendance engine.

Attendees who collect a stamp from every vendor on the show floor on day one receive
a free pass to the certification course on day two. The result: exhibitors get genuine
booth engagement — not badge scans — because attendees are actively motivated to
visit every stand. The passport system aligns attendee and exhibitor incentives
perfectly.

Key takeaways

e Compliance removes the budget objection for individual
attendees — they have to be there anyway

e The passport system guarantees real booth engagement, not
just badge scans

e Applicable in any regulated industry: mortgage, healthcare,
legal, insurance, real estate

® Vincent Valvo, CEO. American Business Media



https://www.nichepublisher.biz/members-directory/4e64b529/
https://www.nichepublisher.biz/members-directory/4e64b529/

10. Go boutique: limit seats, raise intimacy

The corporate travel industry has a flagship association event drawing 8,000 attendees.
Jerry Allison, publisher of Travel Executive, launched the T&E Summit to do the
opposite: cap total attendance at 78 — 20 buyers, 20 speakers, 20 sponsors — and
create an experience the giant event structurally cannot replicate.

Attendees pay $800, covering hotel and meals, a significant discount against the larger
conference. The format centres on two-way dialogue rather than one-way
presentations, including a buyers-only session that surfaces real issues, followed by a
collaborative buyer-supplier problem-solving day. Sponsors pay $7,000-$25,000 for
intimate access to corporate travel managers controlling $25-$100 million in annual
travel spend each. The event turned a profit in its first year, 2025.

Key takeaways

e Boutique format commands premium sponsor pricing precisely
because of scarcity

e The $800 attendee fee is a competitive discount against the
larger event — an easy sell

e Structured buyer-supplier dialogue creates value no expo floor
can match

s Jerry Allison, Publisher, T&E Summit

11. Turn attendees into the stars of the show

LBM Journal — trade magazine for lumber and building materials dealers — was
published for 17 years before launching its first event in 2020. Publisher Rick
Schumacher noticed that two existing shows in the space were faltering as sponsor
counts outpaced attendee numbers. "It was like four kids fighting over one piece of
candy," he said. When one organiser shut down its event, Schumacher saw his
opening.

The LBM Strategies Conference is built around a single insight: in tight-knit trade
communities, the audience is the expertise. Most speakers on stage are members of
the audience, not outside keynoters. Signature awards — the LBM 40 Under 40,
Dealers of the Year, and the LBM Century Club (companies with 100+ years in the
industry) — give people a reason to attend, bring colleagues, and return the following
year. A hard cap on sponsorships protects the attendee experience. By its third year,
the event accounted for 16% of company revenues.


https://www.tesummit.com

Key takeaways

e Wait for the market gap — launching into an overcrowded
niche is a losing game

e A hard cap on sponsorships is a promise to attendees that their
experience won't be hijacked

e Peer speakers outperform outside keynoters in tight-knit trade
communities — your audience is the expertise

e Awards programmes give people a reason to attend, bring
colleagues, and come back next year

e A memorable venue moment — like a sold-out dinner at the
NASCAR Hall of Fame — becomes the story people tell, and
your best marketing asset

s® Rick Schumacher, Publisher, LBM Journal | LBM Strategies Conference

12. Get vendors out of the ballroom

Most events corral sponsors into an expo hall and hope attendees wander in. Ryan
Dohrn, producer of the Niche Media Conference, weaves sponsors into the event itself.
Booths go in the high-traffic hallways between sessions, where coffee runs all day.
Sponsors join the attendees to visit every booth in exchange for a chance to win a free
ticket to the next event. "Too often, sponsors are banished to the ballroom. The event
would not be possible without them,” Ryan Dohrn, Producer, Niche Media Conference,

said.

Key takeaways

* Placing booths in high-traffic hallways — not a separate expo hall — guarantees
passive footfall all day

* Speed-dating sessions give every sponsor face time without requiring attendees to
seek them out

+ Tech Talks on the main stage position sponsors as experts, not vendors

* Atour card contest turns sponsor visits into a game — and drives genuine booth
engagement

. o Ryan Dohrn, Producer, Niche Media Conference
More Resources

For individual intelligence reports on these initiatives, visit the Events Channel.
To find technology and services that support events, visit the Events category in the

MediaExecsTech referral directory.

For ready-to-use event forms — including a Producer's Day-of Checklist, Vendor Contract,
Vendor Day-of Packet, and Single Event P&L — visit Event Forms in the NichePublisher.biz

samples library.
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