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Abstract. Events are becoming more and more important for companies as an
instrument of marketing communication. Event management is an inter-
disciplinary task field, addressed in the most diverse fields in practice and in
research establishments. Because careful preliminary planning and precise exe-
cution are extremely important for events, modeling languages can contribute
greatly to the systematic design of event management systems. Accordingly,
this article will make recommendations for application system and organiza-
tion-design in the form of a reference process model for event management.
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1 Events as a Trend

In the last years, events have been given more and more attention in research and
practice. As a result, a separate, special branch of service geared to events has devel-
oped in which event agencies, trade fair constructors, talent agencies and sound and
light engineers, etc. are involved in the organization and creation of events. Numerous
studies attest a high potential to events as communication instruments and forecast not
only quantitative, but also qualitative growth for the event market [1; 9; 12].

Due to the high significance of events in practice, it does not come as a surprise
that the scientific world has begun to address the phenomenon of the “event”. Note-
worthy results have particularly been achieved in marketing and tourism-management
[8; 10]. One of the most important insights gained by the research done since the end
of the 1980ies is that the management of events must be seen as an interdisciplinary
task field requiring effective and efficient cooperation between diverse partners. The
strategic preparation, as well as the planning and coordination of the execution of an
event require professional handling in order to guarantee the optimal interplay be-
tween all participants. Support from modern information and communication systems
for this process, summarized here under the term “event management”, is a good idea
and offers many starting points [16].

Although for several years now, an established approach for the support of a
systematic procedure for the analysis, improvement, implementation and control of
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business processes using information modeling [17; 19; 25] exists, up to now, the
design of event management processes, as well as the systematic development of
supportive information systems have not occurred. It therefore appears wise to make
recommendations for application system and organization-design in the form of a
reference process model. The construction of such a model is the topic of this article.

The article is structured in the following manner: Section 2 lays a terminological
foundation by differentiating between the terms “event”, “event marketing” and
“event management”. A study of the event management process, as well as the model-
based development of supportive information systems is the topic of Sections 3 and 4.
Following this, in Section 5, the fields “event management” and “reference modeling”
are brought together, the requirements for a reference model for event management
are defined and the procedure necessary for the creation of such a reference model is
determined (construction process). The construction of this reference process model
then takes place in Section 6 (construction results). The article closes with a conclu-
sion in Section 7.

2 From Event to Event Management

The every-day and scientific uses of the term “event” do not coincide with each other.
Different terms and definitions for “event” have developed in various areas of life and
research. In research, this especially leads to communication and comprehension
problems. In a first approach, one can understand events as “temporary occurrences,
either planned or unplanned” [8, p.4]. In order to emphasize the difference between
planned and unplanned occurrences, the term “special” is added to “event”. A special
event is understood to be a “one-time or infrequently occurring event outside a normal
program” [8, p.4]. Often events are classified, in order to better deal with the term.
Thus for example, a one-dimensional classification in “hallmark events” (traditional
events that take place at a certain location, such as e.g. Mardi Gras in New Orleans)
and “mega events” (e.g. the Olympic Games) is possible [8, pp.3—4].

The activities connected with the planning and control of events are generally
summarized under the terms ‘“event marketing” or “event management”. When
differentiating between these terms literature on the field argues that event marketing
deals with the marketing-theoretical foundations of the phenomenon “event” and in
doing so, observes aspects such as visitor motivation and perception or effects on
image. Event management on the other hand, emphasizes questions of planning, as
well as the quality, personnel and risk management for the event [10, p.311].

It slowly becomes clear in the search for a definition of the term “event manage-
ment”, that there is no consensus about the term and the activities connected with it in
literature. Often, only the organizational and controlling measures necessary for the
ultimate execution of an event are understood as event management [6; 11]. This
however, neglects the strategic alignment of management with its integrative tasks
and contradicts the established term “management”, which grants extraordinary
decision-making possibilities to those responsible.

In addition, it is important to mention that, as a rule, schemes for the planning and
execution of events exhibit two typical characteristics. First, they begin with the
definition of requirements for an event and end with its conclusion. They are thus
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limited in time and have a clear start and finish point. And second, these ventures are
often one-time initiatives in which various internal and external organizations partici-
pate. Due to these two characteristics, it is generally said that the processes for the
planning and execution of events possess project character. This interpretation of
events as projects is based on established definitions of the term “project”. Most
authors see the time limitation (clearly defined start and finish points), as well as the
singularity of an event as distinct project characteristics. These project-characteristics
of events are often neglected in the search for a definition in literature.

As a result of these considerations, the following working definition will be used
here: event management comprises the coordination of all of the tasks and activities
necessary for the execution of an event regarding its strategy, planning, implementa-
tion and control, based on the principles of event marketing and the methods of
project management.

3 Event Management Systems

In addition to general planning activities, it is important to observe aspects regarding
information transparency, documentation and controlling possibilities and the ex-
change and storage of information in order to guarantee comprehensive support for all
of the activities and participants in the entire event management process. Proprietary
software solutions for word processing, spreadsheets, project management or e-mail-
communication do not provide an integrated approach for event management. In
addition to the established standard applications, there are application systems geared
to special domains, such as for example, gastronomy or ticket systems. These how-
ever only provide special functionalities, such as calendars, solutions for the schedul-
ing of rooms, possibilities for storing additional information or solutions for visitor
registration [16]. Up to now, no comprehensive IT-support exists for the entire event
management process, from the initial idea to its integration in corporate strategy and
the conclusion of the event supporting the workflow from strategic planning to event
controlling.

The potential of such a software solution lies in the fact that it provides the highest
possible information and cost transparency. The increase in efficiency and effective-
ness, which would result from the use of such a tool for planning, carrying out and
controlling an event can be seen analogue to the use of corresponding systems in
supply chain management. Thus, in addition to improved coordination and communi-
cation among the participants involved in the process, for example, event agencies
and service providers, the customer — respectively the sponsor of the event — also
profits from improved transparency. Decisions regarding possible changes can be
made more quickly and cost efficiently, because the channels of communication are
much shorter which allows information to be exchanged more quickly.

In addition, topics such as controlling or risk management are becoming increasingly
interesting for the planning of events. Existing approaches have concentrated on the
economic evaluation of an event after its conclusion [4, pp.2f.]. Often however, it is
required that controlling measures can be carried out in all phases of the event manage-
ment process, in order to guarantee the sustainability of an event. Thus, adequate
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alternatives for the documentation and provision of appropriate controlling methods are
needed and these can only be guaranteed with the appropriate tool-support.

Event management systems, understood here as information systems used for the
support of managing events, must function as an intermediary between the business
frameworks of event marketing, management and information technology. Because
event management systems work on both a business and a technical level, they are —
as are generally all information systems — very complex. With the help of a model,
we will attempt to create manageable artifacts that make the complexity of these
information systems controllable.

4 Modeling Event Management Systems

Information models have established themselves as a medium for bridging the gap
between business problems and the realization of an application system. The applica-
tion possibilities of information models range from software design and the introduc-
tion and configuration of standard software to business process reengineering.

Due to the possibility of their reutilization, in many cases the construction of mod-
els is connected to the demand to abstract from enterprise-specific characteristics.
One must thus differentiate between enterprise-specific information models and
reference models. The term “enterprise-specific” characterizes only the individual
character of the corresponding model; there is no restriction to legally independent
companies connected with it. Thus, due to reasons of linguistic clarity, one must
speak of specific models in order to allow for the fact that the specificity of models
does not only result from a enterprise-context alone, but rather, for example, also
from a project-context. To emphasize this context one can also speak of project-
specific models.

In contrast to this, a reference model for the development of specific models con-
stitutes a point of reference, because it represents a class of applications [23]. On the
one hand, the possibility of orienting oneself on the technical content of such refer-
ence models promises the model-users savings in time and costs, while on the other,
the quality of the model to be constructed, and thus the quality of the software based
on this model, can be increased by the use of a reference model. The fundamental idea
in reference modeling to save process knowledge in models in order to use it at a later
point in time, has currently been recognized by event management literature. Thus for
example, SCHWANDNER states that “it is almost always better to adopt good ideas
from others, follow their tips and then optimize them for your individual needs” [22,
p-27]. Nevertheless, at present there are no reference model-based design recommen-
dations for event management systems. This shortcoming is the result of the following
problems:

1. Lack of process orientation: Business research in the field of event marketing and
event management continues to neglect process management aspects for events:
“Less research has been focused on special events operational management” [10,
p-322]. Research has primarily dealt with questions regarding the cultural, social
and economic effects of events. A perspective integrating all of the aspects of event
management is lacking [18, p.86].
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2. Lack of standardized forms of representation: Marketing-oriented research concen-
trates on explaining interdependencies, which are compiled, as a rule, by way of
market research studies. In addition, exemplary descriptions and suggestions for
the management of events dominate in literature. The forms of representation used
here are hardly standardized and limit the significance of the introduced concepts
which makes an application-specific adaptation difficult [15, pp.219f.]. There are
only a few cases where generally accepted methods for example, from project
management, were deductively transferred to the field of event management [18].

3. Lack of models: 1t is primarily practice-oriented analyses, dealing with the plan-
ning and organization of events, which focus on additional benefits in the form of
check lists, tables, forms and road maps [6; 11]. Demonstrative, exemplary repre-
sentations, customary in the field of information modeling, are quite rare.

The following analyses will attempt to solve these problems by way of reference
model-based design recommendations for event management.

5 Requirements for Reference Models in Event Management

5.1 Existing Reference Models in Research and Practice

There are many reference models in literature for many different fields of application
— for a current tabular overview cp. [7, p.46f.]. While early approaches oriented
themselves on the representation of aspects from all possible enterprises, the authors
of current constructions often assign their reference models to concrete economic
branches. Prominent examples of this are the reference model for industrial business
processes from SCHEER [20] and the Retail Information Systems from BECKER,
SCHUTTE [3], which both come from the research field.

In practice, reference models can be found by providers of modeling tools and con-
sulting firms. Thus, for example, the IDS SCHEER, Inc. [www.ids-scheer.com] offers
diverse reference models. These are reference models for the service sector (financial
services, commercial enterprises, local governments, hospitals, mail-order businesses,
municipal utility companies and insurance companies), product-oriented manufactur-
ing (plant construction, automobile suppliers, mechanical engineering, the consumer
goods industry and the furniture industry) and process-oriented manufacturing (the
chemical industry and the paper industry). On the other hand, comprehensive docu-
mentation on established ERP systems exists in the form of reference models, such as
for example, the SAP R/3 reference model [5]. A reference model assigned to the
field of event management is however, unknown to the authors.

5.2 The Necessity of Constructing a Framework

In order to satisfy the claim for reusability in the construction of models, reference
models must describe a wide range of company conditions and their interdependen-
cies. They are, in addition, seen from different perspectives, which makes a survey-
like graphic representation of reference models very complicated. The data model for
the SAP R/3-reference model, for example, contains more than 4000 types of entities
and the corresponding reference process model more than 1,000 business processes
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[5]. The use of a framework for comprehensive reference models has shown itself to
be well proven in research and practice [3; 20]. Reference model frameworks provide
a directory, whose domains refer to detailed models of the reference model. The
following creation of an event management reference model will therefore be divided
up into the design of the framework and the construction of the reference model itself.

In contrast to the creation of detail models, modeling languages are usually not
used for the construction of frameworks. Using freely defined graphic symbols model
developers can illustrate the wide variety of contextual aspects of a reference model.
These can also help to emphasize the trademark character of a reference model
framework. Nevertheless, in addition to “established” languages (e.g. ERM, EPC),
there are “simple” modeling languages in the language portfolios of the modeling
tools from a few providers and these are especially geared to the construction of a
framework. In the ARIS-Toolset for example, a Y-diagram is used for the function-
oriented entrance into complex reference models. The simplicity of these languages
refers to the low number of language elements and the constructible relationships
between these language elements, as well as the graphic representation of the lan-
guage elements using elementary geometric structures, such as lines or polygons.

By assigning the parts of a reference model to an index of the framework, the re-
spective elements of the model are grouped according to contextual criteria. The
model object upon which the construction of the reference model framework is based
is the reference model. Thus, framework and reference model have a macro-micro-
relationship. In this spirit, a framework is always on a “higher” aggregation level than
the reference model it represents. The disaggregation of macro models can also be
pursued “within” a reference model over several aggregation levels. This is especially
practical for comprehensive reference models. It, however, assumes that the possibil-
ity for disaggregation in the modeling language used is embedded as a supported
construction technology.

5.3 Modeling Languages for the Representation of a Reference Process Model

Although the first ideas concerning the reusability of information models date back to
more than three decades, up to now, very few modeling languages have been con-
ceived for the creation and use of reference models alone. Two of the few exceptions
are the reference process modules from LANG, TAUMANN, BODENDORF [14] and the
reference model component diagram from VOM BROCKE [24, pp.235ff.]. Most of the
research in the field of reference modeling concentrates on an application or domain-
specific selection of established languages for information modeling. The spectrum of
reasons for the selection of these languages ranges from the basic orientation on
paradigms (e.g. object-oriented or non-object-oriented) or modeling methods (e.g.
ARIS or UML) to the completely uncritical und unreflected use of these languages.
Occasionally, the selected modeling languages are extended.

Since the end of the 1970ies, a multitude of modeling languages has been devel-
oped to describe process models [2]. The event-driven process chain (EPC) [13; 21]
has especially established itself for the construction of reference process models on a
conceptual level [7]. It will be used in the following for the construction of the refer-
ence model for event management.
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6 Construction of a Reference Model for Event Management

The models discussed in the following were developed at the Institute for Information
Systems at DFKI, Saarland University, Saarbruecken (Germany), over a period of six
months. They were created with the help of interviews and workshops in cooperation
with three large German event agencies, a representative from the marketing depart-
ment of an automobile company, as well as employees in an internationally active
trade fair service provider. In addition to this inductive procedure for extracting
knowledge, during which a multitude of actually observed process structures were
described, ordered and compared, knowledge was gained from the generally accepted
principles and models of the event management “theory” dealt with in business
management literature — in compliance with a deductive course of action.

Event Strategy Event Planning Event Realization
Situation Rough | Subtle | Detailed Pre Main Post
Analysis Planning | Planning | Planning| Event Event Event

Target Event Controlling
Definition
Premiss Realization Result Final

Controlling Controlling Controlling Controlling

Target Group
Definition
Project Management
General Project Project Project
Conditions Planning Monitoring Controlling

Fig. 1. Event-E — reference model framework for event management



450 O. Thomas, B. Hermes, and P. Loos

6.1 The Construction of a Reference Model Framework

The framework for event management represented in Figure 1 and named Event-E
due to its form, structures the activities necessary for the planning and execution of
events in a coherent sequence. The framework is divided up into five domains: “Event
Strategy”, “Event Planning”, “Event Realization”, “Event Controlling” and ‘“Project
Management”. It emphasizes the equality of the sub-processes for the management of
events through its design. Each domain is assigned special functions (also called
activities). The five levels should not be understood as independent processes. Rela-
tionships of interchange und interdependencies exist between all functions. According
to the chronological sequence of the event management process, we will start with the
domain “Event Strategy”. In this phase, all of the basic problems regarding the event
are solved in coordination with the company and marketing strategy. In the planning
phase, the chronological and spatial coordination of all of the activities and partici-
pants for the event is worked out. The “Event Realization” phase comprises the actual
execution of the event at the venue. The “Event Controlling” phase provides the event
management team with all of the controlling methods and measures at any possible
time. It plays a special role because it takes ongoing functions into account, which
support the planning and execution of the event and serve the evolution of the tasks to
be achieved. This phase is therefore set in the middle of the framework. The “Project
Management” phase forms the knowledge basis for the planning of the entire event
management process and thus, forms the foundation for the execution of all types of
events along all phases of the event management [18].

With the help of the areas and functions identified by it, the framework makes a
recommendation for a procedure for projects where events are planned and/or carried
out. Because this procedure can vary in practice, the framework must be adapted to
the respective project. The event management framework could then be referred to as
a reference model due to its reusability.

6.2 The Construction of Detail-Models

A strategy describes a precisely planned course of action for a project, i.e. it serves as
a foundation for further planning. Complete, strategic preparatory work is highly
important for the event manager. An EPC-reference model for the event strategy is
represented in Figure 2. The two start-events represented in the model illustrate the
fact that the event management process can begin within a company or be assigned by
a customer to a service provider, e.g. an event agency.

Within the framework of a comprehensive situation analysis, the goals and target
groups of the event are defined. In order to carry out an evaluation of the event at a
later point in time, the measurability of the goals must be guaranteed. To do so, the
goals can be divided up into in strategic and operative goals. Economic goals are also
formulated to make financial success measurable. This can comprise increases in
sales, increases in market shares or an increase in buying intensity, in addition to the
revenues directly relevant for the event. Contact goals can, for example, be operation-
alized through the number of registrations or participants.

Event goals are connected to a company‘s communication politics via the event-
marketing strategy and thus, directly connected with the superordinate corporate
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strategy. The derivation of an event‘s target structure must be compared with the
corporate strategy ‘s guidelines. If discrepancies arise, they must be revised.

The narrowing down of the target group is also closely connected with the defini-
tion of goals. As a rule, primary and secondary target groups are defined for events
(cp. Figure 2). The primary target group is seen as all groups of persons taking part in
an event directly. The secondary target group is integrated into the event through
media or other forms of communication. Usually, the secondary target group consists
of the public not directly taking part in the event. Additional information is collected

Execute
event

strategy

L

(Xx

Need for

Customer
request
received

Determine
dimension of
event

Select event
location

even
identified

Location for
eventis

N selected
N 1 (o4 1 Event is Event is
exclusive public
Specif Specify Specify Determine Merge
wmgm a.ym s communi- economic corporate individual
cation aims aims target group Determine results
Determine possible
L L L L participants groups of
. Communi- Economic Corporate participants Individual
g:’;?z‘:}gg cation aims aims are target group results are
P are specified specified is determined, earticioant Group of merged
articipants
o participants
determined

Specific
correspond-
i

Narrow determined

down event

g
target group requirements

Specify
maximum
number of
participants

Event target
group is
narrowed

Require-
ments are
specified

Record
results
Results are
recorded
Review
objectives

Maximum
number is
defined

Revise
results for
target group

Identify Identify

primary secondary
target group target group
for event for event

Specify
of

event
Primary Secondary Results are Results are
target group target group fitting for not fitting for
8 is identified is identified target group target group
Timeframe is
specified
Objectives Objectives Concretize Adjust event
are coherent are not primary
coherent target group

At t ype
Select event Make une even
place or budgeting for ‘%g&’rﬂm{e
reaen event cation

y, .
Budget is Eventis
fixed attuned

Write
briefing

Initiate
revision

Primary
target group
is concretized,

are made

Formulate
event
objectives
Event place

or region is
selected

Event
objectives Revision is
i Work out Identify
determined
strece:\ﬁs of experiences possibie
target group of target event
group locations

Possible

Experiences

Structure of

for target event
target group group are locations are
is defined worked out identified

Briefing is
written

Execute
event
planning

Merge
results

Target group
of event is
determined

&

Fig. 2. Reference process model for the event strategy



452 O. Thomas, B. Hermes, and P. Loos

within the function “concretize primary target group”. This information allows one to
derive the structure of the target group, as well as experience values about the target
group. The definition of the target group-structure extends beyond the registration of
age, residence and purchasing power. In fact, more differentiated methods must be
consulted, such as for example, lifestyle-groupings or scene marketing. Detailed
knowledge about the target group-structure guarantees a high degree of individuality
and thus, high contact intensity.

The concretion of the event type and the general conditions for the event follow the
definition of the goals and target groups for the event (cp. Figure 2). First, the size of
the event is defined. A decision is then made about whether the event is exclusive or
open to the public. If a decision is made for an exclusive event, then the number of
participants must be determined. This number may tend to vary more strongly for
public events than for exclusive events. Therefore, all possible participant groups
must be determined for public events. In addition, one must also narrow down the
maximum number of participants. All of the following planning, such as the selection
of the venue or catering, is oriented on this information. Following this, the exact
timeframe for the event must be defined. Here the first dates are set. Events can be
held for a day (e.g. a gala or anniversary), several days (e.g. Olympic Games or
conferences) or in cycles (e.g. concerts or shows). The location is then selected based
on this data. While for example, a concert hall is understood as a venue, the term
“location” refers to the geographic area where the event takes place, for example, “the
city of Berlin and its surrounding area”.

The individual results regarding the size, timeframe and location of the event are
then combined (cp. Figure 2). Requirements for the event are then made based on this
data. These requirements then serve, in turn, as a basis for further planning. A com-
parison of this data with the goals and target groups for the event should secure the
consistency of the coming event. If a “non-fit” occurs (e.g. a gym was selected as the
venue for an anniversary with senior managers of a company), then the process for the
specification of the event-type and the general conditions must be run through again,
in order to achieve a match (cp. the loop in Figure 2). In the case of a “fit”, the sub-
process is concluded. The results from the event strategy phase are then recorded in a
briefing after a final tuning with the superordinate strategic requirements and an
initial budget for the event.

7 Conclusion

The topic of this article was the construction of a reference process model for event
management. The reference model makes recommendations for the design of process-
oriented information systems, which serve to support event management. The merg-
ing of the two separately developed fields of research intended here — on the one
hand, event marketing resp.event management as a discipline of business economics
and on the other, reference modeling as a discipline of information systems research
— is new for two reasons: first, up to now, there have been no noteworthy research
results on the modeling of event management systems. And second, the construction
results in this article are a reaction to the often-criticized lack of reusable domain
models in the field of reference modeling.
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The construction of the reference model was — as is customary in reference mod-
eling — divided up into the creation of a framework, the Event-E, and the modeling
of detail models assigned to the domains of this framework. While the construction of
the detail model with the EPC was based on an established domain-independent
process modeling language, the motivations for the structure of Event-E showed that
thoughts with symbolic character dominate in the construction of the reference model
framework. This results in a symbolization of the relationships described by the
model for the observer. The train of thought is geared towards the respective subject
area and can therefore not be expressed using application domain-independent model-
ing languages. In addition to their purpose of structuring models, frameworks also
serve as trademarks for the reference models assigned to them.
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