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The live event industry is navigating a period of significant
change. Rising artist and production costs are pushing
break-even points higher. At the same time, fan behaviour
is becoming harder to predict, with audiences buying later
and becoming more selective about where they spend their
money. For organisers, this means that many of the models
and assumptions that worked in the past no longer work in
quite the same way.

Across our data and our work with event teams across
Europe, one thing stands out: adapting to this reality goes
far beyond operations alone. Organisers are rethinking how
they budget and plan, how they market and sell their events,
and how they build lasting relationships with their audiences.
Flexibility, year-round audience trust and genuine peer
advocacy are becoming increasingly important in navigating
this changing landscape.

At TicketSwap, we’re in a unique position to speak with
hundreds of organisers across different markets every year,
giving us a broad view of the challenges and shifts happening
across the industry. We wanted to use that position to bring
some of those perspectives together. Drawing on direct
insights from over 125 promoters, venue operators and
ticketing providers across Europe, this report explores the
challenges organisers are facing, how they are responding,
and what we can learn from one another to build more
resilient live event businesses for the future.

We are committed to contributing to a healthy and sustainable
live event ecosystem for the long term. We do this by offering
a fair and transparent resale marketplace that benefits both
fans and organisers, but our role goes beyond that. Sharing
knowledge, insights and learnings is another way we can
contribute to the wider industry.

| hope this report does exactly that, offering practical
takeaways that help organisers navigate the challenges and
opportunities ahead.
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Organisers

today face a
tough balance: rising
production and talent costs

are pushing break-even points

up, while fans have become far more
selective and slow to commit.

Faced with these dual pressures, the industry
is searching for clear
than surveying fans or relying on outside
commentary, we wanted to hear directly from
the peoplewho putonthe showswe love. This
report is grounded in the direct experiences

of organisers,

answers. Rather

promoters, venues, and

ticketing providers across Europe. We
asked the tough questions about budgeting,
pricing strategies, marketing shifts, brand
loyalty, and the value of sponsorships.

What emerges from the research is a clear

shift

in how successful

events operate.

Relying
solely on a

massive lineup drop to

fuel a sales campaignis nolongera
sustainable business model. The promoters
navigating today’s market with confidence
are those treating their events as year-round
cultural brands, building genuine community
long before and long after the doors open.

Designed by the industry for the industry,
this report delivers real data, field notes from
the ground, and practical takeaways to help
your organisation adapt and thrive in the
years ahead.
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Fordecades, the promoter model operated
on a comfortable, linear timeline: book
the talent, launch the campaign, drop the
lineup, and watch the ticket curve take
shape over a predictable multi-month
runway. Today, that operational baseline
is being challenged on two completely
separate fronts.

First, the cost of putting on a show has
skyrocketed. Across the board, rising
production and operational costs stand

EAKI
THEFORECAST

out as the #1 most impactful change over
the past three years, cited by 67% of event
organisers. Fixed overhead - staging,
technical production, staffing, and artist fees
— continues to escalate sharply, pushing
break-even points significantly higher.

Second, consumer behaviour has become
fundamentally more volatile. Ticket sales
are no longer following historical patterns:
71% of organisers report that ticket sales
predictability has dropped compared
to three years ago. A key driver of this

TABILITY
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unpredictability is how late audiences now
commit. 44% of event organisers say last-
minute buying behaviour has become a
major operational hurdle in recent years.

These twin pressures create a challenging
financial dynamic. Higher fixed production
costs demand larger upfront commitments,
yet the ticket revenue needed to cover those
expenses arrives later and less reliably than
ever. The core challenge facing organisers
today isn’t just selling tickets. It’'s managing
financial exposure when cost baselines rise
while revenue timing remains uncertain.
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MOST URGENT
SALES CHALLENGES
IN 2026

Generating
enough ticket
sales in general

Selling
enough tickets
early / early
commitment

Reaching new
audiences

Avoiding heavy
last-minute
sales pressure

Competing
with other
events

Setting the
right ticket
price

Retaining
existing
audiences

Competing
with other
leisure options

Reducing
no-shows
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STEERING USING THE
REAR-VIEW MIRROR

This gap between early expenses and late
ticket sales exposes a clear problem: the
live events industry is trying to navigate a
shifting market using unreliable data.

When asked how they estimate ticket
performance, 57% of event organisers cite
the sales performance of previous editions
as their primary benchmark. Another 32%
rely on the performance of similar events,
while 41% operate on informal gut feel.

N
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Beyond these metrics, a striking 47% of
organisers rely on social media engagement
(likes, comments, and shares) to forecast
ticket performance, making it their #2 most
used indicator. In an era where social media
algorithms prioritise passive entertainment
over active conversion, high engagement
frequently creates a false sense of security,
leading teams to misread audience interest
weeks before doors open.

Measuring today’s pacing against last
year’s timeline is a fast track to misreading
performance. When sales appear ‘behind,
the impulse is often to overspend on
marketing efforts, even though fans may
have simply delayed their purchase.

NAVIGATING UNPREDICTABILITY & BREAKING THE FORECASTING TRAP
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INDICATORS USED I
TO ESTIMATE OR 10
FORECAST TICKET
SALES

The real blind spot is how few teams
track active intent. Forward-looking
signals like pre-sale registrations (38%)
and secondary market activity (3%)
offer a much clearer view of real-time
demand, because they measure active
commitment rather than past habits or
passive online buzz. Yet these metrics
remain underutilised and underrated.

Navigating modern market volatility requires
a fundamental shift: moving away from static
historical benchmarks, relying onreal-time intent
signals, and building flexible cost structures that
don’t depend heavily on early sales.

I /0
/0
Our clients SEIES Sales

or we do not performance Pre-sale Early- Informal Artist / lineup performance
actively forecast Resale market Email Paid media of similar registrations bird sales market feeling announcement  Social media of previous

ticket sales activity engagement Website traffic performance events / sign-ups performance / gut feel response engagement editions
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ANGHOR YOUR
FORECAST
WITH PREMIUM
PRIGE TIERS

Lara,
Ancienne Belgique

LOWER VOUR
BREAK-EVEN
FLOOR WITH
MULTI-DAY SETUPS

Marius,
4PM Entertainment




As booking fees climb and sales
predictability drops, relying solely on
headliners to sell out a venue has become
a dangerous gamble. The organisers
navigating today’s market with the most
confidence are those who treat their
events not as isolated, calendar dates, but
as year-round cultural brands. They are
cultivating an identity and a peer network
that outlasts any single lineup drop.
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When asked what positions event organisers
best for future success, industry leaders
point to a clear recipe:

These pillars work hand-in-hand. For today’s
event creators, long-term stability starts by
carving out a defined niche. By narrowing
their focus and standing for something
specific, organisers build a recognisable
brand identity that naturally pulls dedicated
fans together into a resilient community.

This structural shift is equally clear when
examining what keeps audiences coming
back year after year.

D ticketswap

Together, these elements form a complete
loyalty loop. A compelling lineup and
seamless onsite execution create
memorable experiences, while clear brand
values and year-round community turn one-
off attendees into lifelong fans.

In a saturated market, artist lineups can
be copied and venues can be swapped.
But an active, engaged audience creates
a defensive moat that competitors cannot
easily replicate.

18
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OMMUNITY >
HEADLINERS

Fan allegiance in the live events
ecosystem is undergoing a fundamental
realignment. Audiences are increasingly
anchoring their loyalty in the collective
experience rather than the talent on
stage.

While headliners will always serve as an

initial hook, fan commitment is shifting
toward shared culture. Industry leaders

THE

Despite widespread consensus on the
power of community, day-to-day audience
communication reveals a clear operational
disconnect.

believe that attendees are twice as likely
to remain loyal to a community (34%) or an
event brand (24%) than to an individual artist
(16%).

For promoters, this marks a vital strategic
pivot: events that build a dedicated brand
universe lower their reliance on expensive
headliners to clear their break-even
thresholds.

ENGAGEMENT GAP

D ticketswap

COMMUNICATION
STRATEGIES IN

While 45% of organisers have successfully

adopted a year-round communication
strategy, the remaining 56% operate within
defined event cycles:

Treating fan engagement as a seasonal
light switch creates unnecessary friction.
When event organisers go silent for multiple
months of the year, they are forced to
rebuild audience attention and warm up
cold algorithms from scratch every time a
new campaign drops.

20
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FIELD NOTES:

THE 365-DAY EVENT
BRAND

Rather than clogging feeds between
events, leading organisers cultivate
lasting fan affinity by giving their
community a permanent home. Here is
how they are keeping the conversation
alive year-round.



https://www.instagram.com/p/DTNVfG9DPnu/?utm_source=ig_web_copy_link&igsi=MzRlODBiNWFlZA==
https://www.instagram.com/blackworksclub/
https://www.instagram.com/gotec_club/
https://www.instagram.com/reel/DQqyFQ7iLTo/?utm_source=ig_web_copy_link&igsi=MzRlODBiNWFlZA==
https://www.instagram.com/p/DUqiSJ9DVoY/?utm_source=ig_web_copy_link&igsi=MzRlODBiNWFlZA==

SATION

Monetisation is no longer just about
raising the baseline ticket price or adding
a markup to F&B menus. Instead, today’s
organisers are building diversified
ecosystems where financial stability
comes from deeper brand integration,
strategic merchandising, secondary
market control, and flexible payment
structures. The path forward is about
monetising smartly through authentic
value creation.

QYARTER MONETH
OL}
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Brand partnerships have officially stepped out
of the background. Today, sponsorships and
brand partnerships rank as the second-largest
revenue stream (58%) for event organisers,
trailing only food and beverage sales.

With production budgets stretched, the
commercial trajectory is clear. 69% of
organisers expect sponsorships to become
even more important over the next three

years, the highest expected growth of any
revenue stream in the industry.

Unsurprisingly, financial return remains the
primary driver. Currently, 76% of organisers
measure sponsorship success purely by
financial contribution. But maximising that
revenue doesn’t mean settling for passive
logo placements. When asked what
sponsorship formats land best with their
audiences, organisers point overwhelmingly
to active integration over passive branding:

SPONSORSHIP
APPROACHES

Long-term
partnerships
integrated into
the event

Interactive brand
activations

Useful services
and practical
solutions

Brand visibility
and awareness

Community-driven
initiatives

Sponsored stages
or experiences

Product sampling
or giveaways

Sponsored

content and
storytelling
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For organisers working on tight margins, the
takeaway is to recognise that brand partners
will pay a premium when their presence
genuinely enhances the guest experience.
Designing thoughtful activations isn’'t just
good for fans; it’s the most effective way to
protect sponsorship yields year after year.

Organisers are also shifting ho
merchandise. While selling ap
traditionally treated as a simple p
booster, today’s organisers view
through the lens of community bu 1

Over seven in ten organisers rep
merchandise as a tool to foster b

THE NEW RULES
OF PRICING

As consumer buying habits shift toward Looking across the next three years,
late commitment, how organisers organisers expect revenue strategies to
structure and package tickets is changing Iean heavily into value-add structures:
rapidly. Rather than relying on traditional

early-bird discounts to force early

conversions, they are adopting models

built on flexibility and fan fairness.

Loya)
ty-
prici.,:: baseq

By giving fans more adaptable ways to pay and
bundling extra value into ticket tiers, organisers
can maintain baseline pricing integrity while
accommodating modern purchasing habits.

26
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BEVOND L0GOS.

3 SMART WAYS BRANDS
BUILT REAL VALUE AT
FESTIVALS

ONE

EXPERIENGE
ENHANGEMENT.

TURNING A PAIN POINT
INTO A HIGH POINT

Kruidvat turned a real festival frustration into
a fun brand moment. Instead of queuing for
a cold, boring shower, campers at Down the
Rabbit Hole could sing their favourite hits
in the Meezingdouche (sing-along shower).
To top it off, Het Kruidvatje — the smallest
Kruidvat in the world — provided visitors with
essential campsite products like sunscreen,
painkillers, and condoms. By pairing playful
entertainment with practical utility, Kruidvat
seamlessly integrated itself into festival life,
boosting brand affinity.

PERGEPTION SHIFT.

MAKING AN ESTABLISHED
BRAND RELEVANT AGAIN

Festivals are a great opportunity to put your
brand in front of new audiences. Leveraging
pauses between sets at Pinkpop and Down
The Rabbit Hole, Denksport transformed
quiet moments into interactive mental
fitness challenges. By handing out custom
festival puzzle booklets, they brought friend
groups together and re-energised their
brand perception, proving to a younger
demographic that puzzles are a social,
entertaining leisure activity and not just
something reserved for rainy days at home.

THREE
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PRACTICAL UTILITY:

DEMONSTRATING REAL-
WORLD PRODUCT VALUE

The festival journey starts long before the
main act hits the stage, and every touchpoint
matters. Taking this into consideration,
HORNBACH identified a major logistical
friction point and provided a practical,
high-visibility solution. The brand offered
hundreds of its orange wheelbarrows for
free for visitors to haul their camping gear
across the terrain to the campsite. It solved a
real problem for the crowd and showed the
product as useful, practical and even fun,
seamlessly embedding itself into the festival
experience at Lowlands, Zwarte Cross, and
Solar Weekend.

What do they all have in common?
None of them hits like an ad.
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As paid social performance declines and
digital ad fatigue sets in, traditional event
marketing is hitting a wall. Organisers
face a double-edged marketing
bottleneck: 53% struggle to stand out in
a crowded market, while 51% struggle to
convert interest into actual ticket sales.

Throwing more budget at legacy ad
networks won’t solve this conversion gap.
Instead, today’s successful promoters are

shifting their reliance away from corporate
display ads and toward peer-to-peer trust
by leveraging artist endorsement, attendee-
generated content, and direct word-of-
mouth recommendations.

When asked which content types actually
move the needle, organisers report a clear
preference for raw, human content over
corporate storytelling or polished content.

30
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CONTENT THAT
DRIVES TICKET
SALES

Artist / Performer
content

User-generated
content

(e.g., fan videos,
testimonials, reviews)

Behind-the-scenes /
promotional content
produced by your
own team

Influencer /
Creator content

News and editorial
content

(e.g., press
releases, reviews,
interviews)

Event
recommendations
and listings
content

3l

The contrast is striking: raw footage shot by
performing artists or fans is perceived as
nearly twice as effective as paid influencer
content (40%) and three times more effective
than traditional news or PR coverage (26%).

For years, event teams allocated heavy
budgets to high-production recap movies

and agency-driven PR campaigns. Today,
those assets function as post-event ego
metrics rather than conversion engines.
Modern event-goers view polished brand
videos as curated ads, whereas raw,
handheld crowd footage serves as verifiable
proof of atmosphere.

32
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ALGORITHMS V.
PEER VALIDATION

The channels driving actual ticket sales
reflect a massive shift away from legacy
digital and out-of-home advertising
toward video-first platforms and

community word-of-mouth.

Meanwhile, legacy channels are falling by
the wayside. Digital out-of-home advertising
(25%), Facebook (18%), LinkedIn (13%), and
X (2%) have seen their relative importance
drop significantly over the past three
years. Audiences have migrated to video-
first,  community-driven environments,
leaving traditional display ads behind.

The rise of word-of-mouth alongside TikTok
highlights that event discovery is social-

33

first and conversational. When Facebook
and legacy display channels drop to under
a quarter of their former impact, continuing
to spend heavily on traditional marketing
tactics when their impact has dropped so
sharply simply drains marketing budgets for
smaller returns.

To bridge the conversion gap, smart marketing
teams are reallocating their media spend:

D ticketswap

When fans and artists take ownership of your
narrative, conversion naturally follows.

34
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EVE

TARGETING DOE
HEAUY LIFTING,
GREAT CREATIVES ARE A
NIGE-T0-HAUE.

MVTH TWO

BETTER ADS REQUIRE
ABIGGER PRODUCTION
BUDGET.

MYTH THRE

GREAT MUSIC MAKES A
GREAT EVENT AD.
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UNDERPERFORMANGE
IS USUALLY A CONGEPT
PROBLEM, NOT A
CAMERA PROBLEM.

Algorithms have automated
manual interest tags, age
brackets, and genre tweaks
away. The creative asset
itself is now the primary lever
h . )
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Take the hours you usually
spend tweaking campaign
settings and invest them
into producing and testing
creative variations. That

is....where.....performan

(LA

S. REALITY

— INSIGHT —— YOUR NEXTMOUE

YOUR NEXT

Review every video draft
in complete silence. If the
atmosphere and value
proposition don’t land
without audio, the asset
isn’t finished.

TRUST, UGC, AND THE DECLINE OF TRADITIONAL AD SPEND
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NT.

NEXT MOVE

‘META IS A DEFAULT HABIT, Algorithms have automatee burs you usually

manual interest tags, age . aking campaign

NoTAGUARANIEED WlN. brackets, and genre tweaks settings and invest them
SR o creative asset into producing and testing
e primary lever creative variations. That
algorithm on is where performance

lives now.

T == YOUR NEXT MOVE

ovies often Scroll your feed until you
they lack hityour ad. If itimmediately
city. On a looks like an ad, rebuild it.
eed, a raw

a strong

expensive,
mmercial.

WETRIED TIKTOK AN/
DIDN'T WORK FOR US:

ITIONAL AD SPEND

MYTHSIX —= REAlI

PAST ATTENDEES ARE ALL RELVING SOLELY
YOU NEEDT0 SELLOUT BUVERS CREAT
THE NEXT EDITION. SENSE OF SECU
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Promoters today operate in a completely
different financial environment than they did five
years ago. Compressed booking windows, rising
production overheads, and digital ad fatigue
mean that traditional event marketing playbooks
are delivering smaller returns for more effort.

Yet, across our survey data, one trend stands out:
promoters who consistently sell out their events
aren’t necessarily playing with the largest budgets.

They win by building strong brand trust, maintaining
tight financial flexibility, and adapting their marketing
channels in real time. Future-proofing an event
requires moving past reactive firefighting toward a
more resilient business model.
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cultivating authentic

year-round relationships with fans and artists, and

Instead, they are locking in lean
foundations,

return.

operational
asset. In an overcrowded landscape, the events

that endure won’'t be the ones shouting the
loudest, but the ones people trust enough to

return to year after year.
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HEY, YOU'VE
REACHED THE END
OF THE REPORT.
THANK YOU FOR
READING.

For more on events visit:
www.ticketswap.com
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