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PART II

AND THE CROWD
GOES WILD

"A great venue does not start at the gate. It starts the moment

someone decides to go."

ANGIENT ROME

The Colosseum seats
50,000 — Romans
understood that a
spectacle binds a
civilization together

20TH CENTURY

Mass media, rail lines, and
highways turn stadiums
and concert halls into
destinations at national
scale

VIP ERA

Premium suites, tiered
ticketing, and hospitality
zones become the primary
revenue growth lever for
venues

TODAY

Mobile-first, frictionless,
and personalized — guests
expect every touchpoint
to be seamless



ARENAS CREATE MOMENTS AT SCALE

Nobody attends a stadium event for the seat. They go for
the roar of a crowd at peak volume, for the feeling of
40,000 strangers becoming one for three hours, for the

story they'll still be telling twenty years from now.

Major venues and live events are not simply places where
things happen. They are grandious systems built around
crowds, emotion, and shared moments. Every element —
the parking lot, the gate, the concession stand, the
scoreboard, the exit — is part of a single continuous
experience that either delivers on the promise of the ticket
or quietly destroys it.

The stadium, the arena, the festival grounds, the
amphitheater — these spaces evolved because human
beings have always craved collective experiences that feel
bigger than ordinary life. Ancient Rome built the
Colosseum not because it needed a venue, but because it
understood that shared spectacle is one of the most
powerful tools for binding people together. That instinct

has not changed. The infrastructure around it has.

THE INVISIBLE PRODUCT

Every ticket buyer is purchasing two things: the event
itself, and AND THE CROWD attending it. How long the line
is. Whether the app works. Whether the food arrives before
halftime or the intermission. Whether the exit feels like a
relief or an afterthought. That second purchase is where

operators win or lose loyalty permanently.

Crowds do not just gather —
they arrive, move, wait, celebrate, and leave as one unit.
The operator's job is to make every one of those stages
feel effortless. When any stage fails, it water downs the
memory of the whole night.
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TWO TICKETS, ONE PURCHASE

Fans don't just buy the event—they buy the

crowd. The schedule sets one. The operator
sets the other—and that's what brings them
back.

Individual guest journeys happening
simultaneously at a major stadium event
— 40,000 opportunities to win or lose
loyalty

Venue operations industry benchmark

Events create life long memories
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12%

Of fans cite the overall experience — not
the event outcome — as their primary
reason for returning to a venue

Sports Business Journal fan experience research
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THE HISTORY OF VENUES

FROM THE COLOSSEUM TO THE SMART ARENA

ANCIENT ROME @ SHARED SPECTACLE AS SOCIAL INFRASTRUCTURE

Greek theaters, Roman amphitheaters, and traveling fairgrounds understood something
modern operators still reach for: shared experience creates shared identity. The
Colosseum wasn't just entertainment — it was crowd management, political theater, and
a community ritual for 50,000-people. The physical design — sightlines, entry tunnels,
tiered seating — was engineered to make the crowd feel like one. That architecture still

governs every arena built today.

1900S-1960S @ STADIUMS SCALE WITH SOCIETY

Radio, then television, turned local sports teams into national brands and live
attendance into a premium product. Rail networks and then highways made the stadium
a destination rather than a neighborhood fixture. Professional sports leagues, touring
concert acts, and world's fairs turned the 20th century into the golden era of large scale
events. The bigger the broadcast footprint, the more valuable the in-person
experience became — a dynamic that holds today with streaming.

1970S-2000S @ THE SUITE, THE VIP ZONE, AND THE SPONSORSHIP ERA

The modern venue business model was invented when owners realized that selling more
general admission tickets was less profitable than selling fewer premium experiences at
dramatically higher margins. Corporate suites, club-level seating, backstage passes, and
festival VIP packages created a layered revenue model where the guest's willingness to
pay premium prices for the quality of their experience — and the operator's role
shifted to managing tiered access; while maintaining the quality and experience of all

areas.

TODAY @ MOBILE-FIRST, FRICTION-LAST

Digital ticketing, mobile ordering, cashless payments, app-based wayfinding, and real-
time wait time data have moved the venue experience into a guest's pocket before they
ever reach the parking lot. Fans now arrive with expectations shaped by smart
logistics — they expect the same speed and personalization from a stadium
concession stand that they get from Amazon. The venues closing this gap are growing.

Venues that don't are failing to secure repeat engagement.

The venue format changes with every era. The guest's need to feel part of something larger never does.
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WHAT THE DATA IS ACTUALLY TELLING YOU

The modern venue's revenue ceiling is not set by ticket prices or attendance capacity. It's set by how

seamless the operator makes every guest touchpoint coincide with every purchase they WANT to make.

PREMIUM

The #1factor fans cite for
choosing to attend in person
over watching from home

Deloitte Sports Fan Insights, 2023 venue revenue

THE REAL COST OF FRICTION

Event attendance decisions are made and unmade by
friction. When the parking process is a nightmare, the
ticket scanning queue doesn't move, or the concession line
eats a full quarter of the game — guests don't just
complain. Negative experience drives a switch to the
couch on future visits. Every operational failure has a
compounding loyalty cost that never appears on a
single-night P&L.

The venues growing fastest right now share one
characteristic: they have mapped every stage of the guest
journey and attacked friction at each one. Not just the
obvious friction — the 20-minute beer line — but the
invisible friction: the app that requires three taps to order,
the parking instructions buried in an email, the exit that
turns a great night into a 45-minute crawl. Invisible
friction is the most dangerous kind because it doesn't
generate complaints — it silently drives disengagement

right out of your arena.

The guest who paid the most for
their seat has the highest expectations and the lowest
tolerance for friction. A VIP experience that fails at the
food service level doesn't just cost the F&B sale — it
destroys the entire premium positioning. And premium
people tell all their premium friends.

VIP packages, suites, and club-
level seating now account for a
disproportionate share of total

PwC Sports Industry Outlook, 2022

Fans expect mobile ticketing,
ordering, and guest flow —
venues without it are already
behind

Eventbrite State of Live Events, 2023

THE PERSONALIZATION GAP

Fans now arrive with expectations shaped by
streaming platforms and e-commerce. They
want their preferences remembered, their
orders fast, and their experience to feel
tailored — not generic. The gap between that
expectation and most venues' current reality

is the single biggest opportunity in live events
today.

Ticketing friction

Parking & entry #1complaint

F&B wait time Revenue killer

Exit experience

The fan doesn't separate "the event" from
"the experience." To them, it's one thing.
Every friction point is part of the game.
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THE GUEST JOURNEY

EIGHT STAGES. ONE EXPERIENCE. ZERO TOLERANCE FOR FAILURE.

‘l DISCOVERY
The guest's experience begins the moment they
consider attending — before a ticket is purchased.
Social media, word of mouth, and digital ads shape
the expectation. A confusing or uninspiring
discovery experience kills intent before the
journey starts. The impression at this stage sets
the standard for everything that follows.

3 PARKING & TRANSIT
Guests arrive at the high of anticipation. A chaotic
parking experience is the fastest way to replace
that feeling with frustration before they've set foot
inside. Clear pre-event communication, digital
parking passes, and real-time traffic guidance are
now baseline expectations — not differentiators.

F&B is the largest controllable revenue category
inside any live event. It is also the most friction-
prone. A guest who misses part of the action
waiting in line doesn't just lose the purchase
window — they lose the moment. Mobile ordering,
in-seat delivery, and self-checkout stations
directly convert wait-time frustration into
captured revenue.

7 EXIT

The exit is the last thing the guest experiences —
and therefore the last thing they remember. A 45-
minute parking lot crawl after a great game doesn't
just create a frustrating ending. It becomes the
dominant memory. Staggered release strategies,
post-event parking communication, and transit

partnerships exist for this reason.

Checkout friction is the single largest driver of
abandoned ticket purchases. A slow platform,
unclear seating map, or unexpected fee at the final
screen loses the sale entirely — and often the
guest.

ENTRY

Gate entry is the first physical promise the venue
makes. A 15-minute scan queue at capacity is not
a minor inconvenience — it is a systemic failure
broadcast to every person in line simultaneously.
Mobile ticketing, express lanes, and staff-to-guest
ratios at peak entry are the controllable variables
that separate good entry from damaging ones.

SEAT / STANDING AREA

This is the product the guest paid for. Sightlines,
comfort, proximity, and the energy of the crowd
around them are the peak of the experience arc.
Everything the operator does before and after this
moment reflects in the bottom line and guest
sentiment of the experience.

The experience doesn't end at the parking lot. A
timely post-event email, a personalized offer for
the next game, or a push notification with a
highlight recap can convert a satisfied attendee
into a season ticket holder.
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THEN & NOW

THE 20TH-CENTURY STADIUM VS. THE CONNECTED ARENA

THE CLASSIC STADIUM — 20TH
CENTURY

® Paper tickets and box offices: purchase
friction was assumed — long lines were part
of the ritual

® Cash-only concessions: limited menu, fixed
stands, peak-hour gridlock was universal and
accepted

® One-tier seating: general admission or
assigned — premium was a velvet rope, not
an experience layer

® No post-event relationship: the night ended
at the parking lot — there was no follow-up,
no capture, no loop

® Friction as tradition: "that's just how it goes”
was the acceptable standard — alternatives
didn't exist

® Revenue ceiling: gate revenue + F&B +
merchandise — limited by physical
throughput and no personalization

purchase to entry in
one tap — the expectation is zero friction
from screen to gate

F&B
captured during the action, not sacrificed for
it — wait time converted to revenue

general, club,
suite, VIP — each tier priced and delivered as
a distinct, complete experience

push notifications,
highlight recaps, renewal offers — the
relationship continues after the final buzzer

guests now
have alternatives — the couch, streaming, or
the other venue across town

data,
personalization, and pre/post-event
commerce multiply the value of each
attendance

The gap between these two columns is where the modern venue operator either wins the next decade or loses it.
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WHAT OPERATORS, FANS, AND THE DATA ALL AGREE ON

Different venues, different scales, different verticals — but the same fundamental truth keeps re-surfacing
Jfrom every direction.

ON THE JOURNEY ON FRICTION
The gate is not the beginning of the guest A 20-minute concession line doesn't just cost you
experience. The parking lot is not the end of it. the sale. It costs you the moment. And in live
Every operator who has mapped the full journey events, the moment is everything. Guests often pay
end-to-end has found revenue they didn't know $7 per minute when they're in your building. Once
they were leaving behind. it's gone, no amount of post-event apology brings
it back.
Seamlessly
Ct Mastery — Venues & Events
Seamlessly

Chaos Mastery — Venues & Events

The guest in the suite paid a premium for a
reason. That reason was not the seat. It was the
expectation that every single thing around that
seat — the food, the service, the view, the exit —
would be as elevated as the price. One failure

breaks the entire argument for the upgrade.

Seamlessly
Chaos Mastery — Venues & Events

Across every type of live event — whether a 200-seat club or a 70,000-seat stadium — the
THE same pattern holds:

PATTERN Friction at any stage breaks that arc. Removing it

compounds it.

4-7 Chaos Mastery — And The Crowd Goes Wild
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WHAT EVERY VENUE NEEDS T0 GET RIGHT

Whether you run a 300-seat club or a 60,000-seat stadium, the same principles govern how guests decide to

come back. These are the five that matter most.

THE GUEST EXPERIENCE BEGINS BEFORE THE GATE AND ENDS AFTER THE PARKING LOT

Discovery, purchase, arrival, entry, F&B, the event, exit, and post-event follow-up are not separate
departments. They are one seamless guest experience. A failure at any stage contaminates the
memory as a whole.

2 FRICTION IS A REVENUE PROBLEM, NOT JUST AN EXPERIENCE PROBLEM
Every guest who abandons a concession line is a lost sale. Every guest whose first-time experience
feels chaotic is lost revenue. Friction has a dollar value — and it compounds across every event, every
season, every year the problem goes unfixed.

3 PREMIUM EXPERIENCGES MUST DELIVER END-TO-END — NOT JUST AT THE SEAT
A guest in a VIP suite paid for a complete experience, not a better view. One failure — slow service, a
broken app, a chaotic exit — destroys the premium argument entirely and ends the conversation
before it starts.

THE POST-EVENT WINDOW IS UNTAPPED REVENUE FOR MOST VENUES

The 24-48 hours after a great event are the highest-value marketing window a venue has. Most waste
it with silence or generic messaging. A personalized, timely follow-up in that window converts single-
event buyers into multi-year loyalists at a fraction of acquiring a new customer.

5 THE COMPETITION IS NO LONGER THE VENUE ACROSS TOWN — IT'S THE COUCH
Fans have a high-quality, frictionless alternative to attending in person. Every operational failure is an
argument for staying home next time. Making the live experience worth the effort — every time — is the
whole competitive strategy.

NEXT - CHAPTER 5

THE RESTAURANT AND BAR VERTICAL

How America's most competitive hospitality vertical rewards operators who master AND THE CROWD
gap — and what the highest-volume restaurants do differently at every table turn.
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CHAPTER 4 WORKBOOK EXERCISE

Before you can fix the guest experience, you have to see it the way your guest does — as one continuous journey, not a series of operational

departments. Map it honestly before you turn the page.

THE CORE EXERCISE

MAP THE FULL EVENT JOURNEY

Walk every stage of your guest's journey and score the current friction level. Be honest — not aspirational. Rate each stage 1(severe friction) to
5 (seamless). Then identify the single highest-impact fix for the two lowest-scoring stages.

STAGE 1 — DISCOVERY: HOW DOES A FIRST-TIME GUEST FIND OUT STAGE 2 — TICKET PURCHASE: WHAT DOES THE CHECKOUT
ABOUT YOUR EVENTS? SCORE: _ _ _ EXPERIENCE FEEL LIKE? SCORE: __ _

Where does the awareness path break down? What's missing? How many taps, clicks, or steps to confirm a ticket?

STAGE 3 — PARKING & TRANSIT: WHAT DOES ARRIVAL LOOK LIKE STAGE 4 — ENTRY: WHAT IS THE AVERAGE GATE WAIT AT 80%+
AT CAPACITY? SCORE: __ _ CAPACITY? SCORE: _ _ _

When's the last time you actually drove in during peak arrival? What does the scan queue look like 20 minutes before start?

STAGE 5 — FOOD & BEVERAGE: WHAT % OF GUESTS MISS ACTION YOUR 2 LOWEST-SCORING STAGES — AND THE SINGLE HIGHEST-
TO ORDER? SCORE: _ IMPACT FIX FOR EACH:

Peak wait time at your busiest stand during a sellout event?
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REFLECTION 1 — THE EXIT TEST

Describe the last 20 minutes of your guest's experience in detail — from the final buzzer or last song to when they leave the
parking lot. What emotion does a typical guest carry out? What creates it?

REFLECTION 2 — THE POST-EVENT WINDOW

What does your venue do in the 24 hours after an event to extend the guest's emotional high? If the answer is "nothing” or "a
generic email blast" — what would a personalized, timely follow-up look like instead?

REFLECTION 3 — THE REVENUE YOU'RE NOT CAPTURING

If every guest who abandoned a concession line had ordered instead, what would the revenue impact be per event? Estimate
it honestly. Then ask: what services do | need to eliminate that wait?
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YOUR FRICTION PRIORITY LIST — IN ORDER

Rank the eight journey stages from your exercise on page 49 — highest friction to lowest. This is your operational roadmap. The
sequence in which you eliminate friction will have a direct, measurable impact on per-event revenue and year-over-year renewal

rates.

#1HIGHEST FRICTION STAGE: #2:

#3: #4:

#5: #6 THROUGH #8 (LOWER PRIORITY — ADDRESS AFTER TOP 5):

REFLECTION 4 — THE HONEST ONE

If a first-time guest attended your largest event next weekend, with no prior knowledge of your venue — what would make
them feel that attending in person was genuinely worth it over watching from home? Be specific.

YOUR 90-DAY SEAMLESS COMMITMENT

Name the single highest-impact friction point you are committing to fix in the next 90 days — and the measurable outcome you
expect when it's resolved.



SEAMLESSLY CHAOS MASTERY

REFLECTION 5 — SCALE IT DOWN TO ONE NIGHT
If a first-time guest attended your largest event next weekend, with no prior knowledge of your venue — what would make
them feel that attending in person was worth it over watching from home? Be specific.

YOUR VENUE'S SEAMLESS COMMITMENT
In one sentence, state the single most impactful friction point you are committing to eliminate in the next 90 days — and the

measurable outcome you expect from removing it.

The venue operators who win the next decade will not be the ones with the best teams or the biggest stages.

They will be the ones who make — and more

KEY
INSIGHT

worth it. That gap is an operational problem. It has an operational solution.




