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MANAGEMENT SUMMARY

The exhibition industry is undergoing a radical and permanent transformation. The future of 
trade fairs and expo is not virtual reality, metaverse halls, or forced “365-day social portals”. 
The future is the Agentic Fair — powered by an autonomous digital workforce of AI Agents. By 
transitioning from passive space rental to active, data-driven community orchestration, trade 
fairs are unlocking entirely new business models. 

This white paper outlines how Agentic AI transforms the traditional physical event into a 
continuous, 365-day Go-to Market engine. Through the deployment of Intelligent Matchmaking 
and the concept of a “Corporate AI DNA”, organizers can now conduct full-market analyses, 
map multi-dimensional interests, and deliver hyper-personalized, 100% GDPR-compliant B2B 
connections. The result is a paradigm shift: up to 70% faster sales cycles, exponential growth 
in addressable markets, and a future where the trade fair is the indisputable, proprietary data 
moat of its respective industry.	

The Agentic Fair
Orchestrating the Future  

of B2B Commerce and Knowledge Ecosystems 
with Autonomous AI 

 
by Ralf Strauss and Sebastian Denef
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AI AND DATA-DRIVEN COMMUNITIES  
AS THE NEW TRADE FAIR PARADIGM

The trade fair industry is undergoing a fundamental and irreversible metamorphosis. Driven 
by shifting expectations from a new generation of B2B buyers, intensifying global competition, 
and the rapid, exponential advancement of digital technologies, traditional event models are 
facing unprecedented pressure. Exhibitors are no longer willing to accept vague metrics like 
“brand awareness” or “footfall”; their CFOs demand highly transparent, quantifiable returns 
on every marketing budget spent. Simultaneously, alternative digital marketing channels and 
hyper-targeted B2B SaaS platforms are aggressively competing for those same budgets on 
the side of exhibitors and visitors alike, forcing organizers to radically rethink their core value 
proposition. From selling square meters to generating guaranteed leads and ROI — mirroring 
expectations across other channels for B2B customer interaction.

From Passive Space Rental to Active Sales Orchestration

Trade fairs have evolved from traditional marketplaces focused on product presentation and 
face-to-face sales into global business platforms for innovation, networking, and knowledge 
exchange. While exhibitions were once primarily annual events where buyers and sellers met 
for a few days, today’s fairs are increasingly expected to support continuous engagement 
before, during, and after the event.

As a result, the role of the trade fair organizer has fundamentally changed. Beyond providing 
exhibition space and logistics, organizers now act as ecosystem orchestrators, connecting 
exhibitors, visitors, partners, and digital communities. Their success increasingly depends 
on delivering data-driven services, intelligent matchmaking, personalized experiences, digital 
content, and AI-enabled business networking. The trade fair organizer of the future is no longer 
simply an event manager, but a platform operator that enables year-round collaboration, 
generates business opportunities, and creates measurable value across the entire customer 
journey. Organizers must proactively orchestrate the entire ecosystem, utilizing predictive 
data analytics to prove tangible ROI to exhibitors long before the exhibition doors even open. 
Instead of merely selling a generic 20-square-meter footprint, modern sales teams must sell 
a guaranteed pipeline of qualified leads, backed by hard data.

From Physical Booth Space to 365-day Data-Driven Communities

Consequently, the focus of the trade fair product is no longer confined to the physical booth 
space alone. A three-day event cannot adequately service a modern B2B procurement cycle 
that spans months or even years. The strategic imperative is pivoting toward data-driven 
platforms and vibrant, interconnected communities designed to generate continuous, year-

FROM … TO … STRATEGIC RELEVANCE

Exhibition Centre Platform and 
community providers

Connecting customers all year round, rather 
than just during the exhibition.

Stand space sales Customer benefits & 
measurable ROI

Focus on lead generation, networking 
and exhibitors’ business success.

In-person events 
(analogue)

Hybrid & data-driven 
trade fair experience

Digital services, AI and data to deliver added 
value before, during and after the trade fair.

One-off revenue 
from stand space

Diversified business models Additional revenue through digital services, data 
products, sponsorship and subscriptions.

Operational management Leaders in innovation 
& sustainability

Continuous innovation, ESG and an excellent 
customer experience as key competitive factors.

Passive sales thanks to 
‘leading international 
trade fairs’

Active & systematic go-
to-market approach 
365 days/year

Active lead qualification and systematic contact and 
lead management for exhibitors and visitors

Table 1: Changes in the Business Model of Trade Fairs1

1: Interviews February-June 2026; AUMA: Messen im Zeitalter von KI: An der Schwelle zwischen Experiment und Integration, 2025; 
UFI: Data with a voice: economic impact studies as advocacy tools for exhibitions globally, March 2026; Sarmento, M., Simões, 
C.; The evolving role of trade fairs in business: A systematic literature review and a research agenda, in: Industrial Marketing 
Management, Vol. 73, August 2018, p. 154-170; Pesce, D.; Aimonino, G.; Franzè. C.; From temporary events to phygital market 
ecosystems: Platformization and business model innovation in trade fairs, in: Journal of Hospitality and Tourism Management, 
June 2026.
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round value for both buyers and sellers as knowledge ecosystems. However, as highlighted 
in recent benchmark industry reports, technology must not replace the physical event; rather, 
it must amplify it. The ultimate, defensible core assets of a trade fair remain trust, human 
connection, and curated physical aggregation. The magic still happens when people meet 
face-to-face, but the data-driven community ensures those meetings are highly targeted, 
pre-qualified, and mutually profitable.

The 2030 Paradigm: Invisible Orchestration (Routing, Not Engagement)

Crucially, however, the key to unlocking this year-round community is not making the mistake 
of the early 2020s: forcing the industry to log into a closed, proprietary software portal 
alongside clunky registration procedures. App fatigue and login exhaustion have proven that 
busy B2B professionals will not adopt new platforms without immediate necessity. Therefore, 
the 2030 paradigm is defined by a fundamentally different concept: Invisible Orchestration.

This paradigm completely abandons the consumer-software mindset of demanding user 
“engagement”. Gone are the days of measuring success by arbitrary metrics like clicks, page 
views, or time-in-app. Instead, the entire model shifts toward frictionless routing. Advanced 
AI technology works silently in the background, continuously monitoring and analyzing 
massive streams of global data. It acts as an autonomous digital workforce, facilitating B2B 
connections exactly when a structural buying trigger occurs in the market. Rather than asking 
a buyer to remember a password and search a portal, the AI delivers hyper-curated, high-
value supplier introductions directly into their standard corporate email inbox, precisely at the 
moment of highest commercial intent.

INTELLIGENT MATCHMAKING:  
THE ENGINE BEHIND DATA-DRIVEN FAIRS 

As trade fairs evolve from physical events into year-round business platforms, intelligent 
matchmaking is becoming their central value proposition. Rather than relying on chance 
encounters, AI and data analytics enable organizers to proactively connect exhibitors, buyers, 
partners, investors, and experts based on business objectives, interests, purchasing intent, 
expertise, and behavioral signals:

	O For exhibitors: It means higher-quality leads and greater return on investment.

	O For visitors: It delivers more relevant meetings, personalized agendas, and increased 
productivity.

	O For organizers: Intelligent matchmaking creates measurable value, strengthens customer 
loyalty, and generates data that continuously improves future recommendations and 
event experiences.

Ultimately, the modern trade fair is no longer defined by the exhibition hall itself, but by the 
quality of the business connections it enables. Intelligent matchmaking transforms trade fairs 
from places where people simply meet into platforms where the right people meet — making 
it the foundation of a truly data-driven, AI-powered event ecosystem.

The Root Cause: In the high-stakes B2B sector, purchasing is never impulsive; it is highly 
complex, cyclical, strictly regulated, and driven by specific operational mandates. A 
procurement officer at a Tier-1 automotive manufacturer does not casually browse digital 
supplier lists or walk exhibition aisles looking for general inspiration. Instead, they execute 
highly targeted, risk-averse searches for niche capabilities — such as an ISO 9001-certified, 
ESG-compliant component manufacturer — precisely when a supply chain fractures, a vendor 
contract expires, or a new electric vehicle product line is officially funded. 

Historically, discovering the perfect supplier required immense manual effort, and buyers 
and sellers were often ships passing in the night due to fragmented data. Without intelligent 
orchestration, a physical trade fair is fundamentally reliant on serendipity — the precarious 
hope that the right buyer, holding a specific multi-million-euro budget, happens to walk 
down the correct aisle and stop at the right booth at the exact right moment. In sprawling 
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exhibition halls spanning hundreds of thousands of square meters, relying on this “happy 
accident” is no longer a viable commercial strategy.

With intelligent matchmaking, serendipity is entirely replaced by deterministic mathematics 
and predictive data science. It transforms the exhibitor’s financial commitment from a leap 
of faith into a calculated investment. It guarantees that the amount an exhibitor spends on 
physical booth space is no longer a speculative marketing expense, but a measurable customer 
acquisition cost that yields a guaranteed pipeline of curated, hyper-relevant meetings with 
buyers who possess an active, funded mandate. Ultimately, it elevates the trade fair from a 
temporary networking event into the ultimate, fail-safe ROI engine for the entire industrial 
ecosystem.

THE PITFALLS OF INTELLIGENT MATCHMAKING  
AT FAIRS UNTIL TODAY

So far, attempts at intelligent matchmaking at trade fairs have not met with lasting success 
due to several systemic flaws2: 

	O Friction of User Adoption: Both visitors and exhibitors are reluctant to complete mostly 
form-based data collection processes, leading to low uptake and usage. Previous platforms 
were not as successful as expected because they were built on a consumer-software 
premise that demanded busy enterprise users fundamentally alter their daily workflows. 
These platforms required buyers to create new profiles, manage new passwords, and 
routinely log into an isolated destination just to “stay connected” or browse virtual booths. 
By trying to force a social media paradigm onto enterprise procurement, tech vendors 
created massive user friction, resulting in abysmal adoption rates and negative ROI.

	O Severe Limitations of Static Drop-Down Menus: Legacy matchmaking algorithms were 
remarkably primitive, relying almost entirely on static taxonomies and manual user 
inputs. Exhibitors and visitors were forced to define their highly complex businesses by 
checking generic boxes on a web registration form (e.g., selecting broad categories like 
“Medical Devices”, “Logistics”, or “Packaging”).

	O Low Quality Matches: This rudimentary architecture inevitably led to shallow, low-quality 
matches. Under this system, a multi-national conglomerate with global manufacturing 
capabilities and a three-person startup operating out of a local co-working space might 
select the exact same tags. For a corporate procurement officer looking to source a high-
volume, strictly regulated supply chain partner, this lack of nuance rendered the resulting 
algorithmic matches completely useless. The system lacked the depth to account for 
scale, ISO compliance, price elasticity, and geographical constraints. Therefore, individual 
keywords are usually of little help; rather, the entire context of a company must be 
considered, i.e., the ‘DNA’ of its business model. Only this ‘Contextual DNA’ provides 
insight into the semantic meaning of individual subject areas.

	O “Cold Start” Dilemma: New users have no history, so legacy systems initially “know” 
nothing about them.

	O The GDPR Minefield and the Flaw of Behavioral Profiling: Previous technological 
approaches attempted to facilitate matches based on tracking the individual person. They 
relied heavily on “Behavioral Profiling” — monitoring digital vanity metrics such as “Who 
clicked what link?” In a B2B environment, buying centers dominate, not individuals. By 
focusing on tracking the private individual’s superficial digital footprint, legacy systems 
completely missed the structural, operational needs of the company itself.

	O Preference Elicitation: People often do not know exactly who they should meet, rendering 
manual search inputs ineffective.

	O Asymmetrical Optimization: Matching is not a standard recommendation problem 
(such as the ‘Amazon Recommender’); rather, it is a two-sided, asymmetric optimization 
problem. At a trade fair, both sides must benefit and be profiled simultaneously, in a 
mirror-image fashion, and asymmetrically.

2: Hlee, S.; Lee, J.; Moon, D.; Yoo, C.: The acceptance of ‘intelligent trade shows’: Visitors’ evaluations of IS innovation, Seoul 2017; 
Vitali, V.; Bazzani, C.; Gimigliano, A.; Cristani, M.; Begalli, D.; Menegaz, G.: Trade show visitors and key technological trends: from 
a literature review to a conceptual framework, in: Journal of Business & Industrial Marketing, Volume 37, Issue 13, 28 November 
2022, p. 142-166; Zhang, R.; Rahman, A.; Aziz, Y.; Sidek, S.: Unpacking technological and interpersonal interaction on value co-
creation and outcomes in trade show: A dyadic examining view, in: Journal of Hospitality and Tourism Management, Vol. 55, June 
2023, p. 334-343.
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	O Syntax vs. Semantics: The same terms (syntax) are sometimes used differently and 
thus take on a different meaning (semantics). As a result, very general terms such as 
‘automotive’ or ‘data’ are hardly sufficient for precise recommendations. Conversation-
based recommendation systems therefore actively seek to elicit further information, 
rather than merely evaluating static forms.

The Antidote: A Frictionless, Data-Driven Paradigm in the Agentic Fair

The Agentic Fair approach systematically reverses these historical pitfalls. It operates on three 
unyielding principles: 

	O Zero friction: Requiring absolutely no logins, app downloads, or new platform adoption 
from the buyer.

	O Deep-capability analysis: Replacing generic drop-down menus with AI-driven ingestion 
of actual, verified supply-chain data.

	O Structural role-matching: Ensuring 100% GDPR compliance by matching corporate 
operational mandates rather than tracking personal digital behavior.

AI AGENTS BUILDING THE FUTURE OF  
DATA-DRIVEN (AGENTIC) FAIRS 

AI agents are designed to carry out specific tasks and can work independently or in 
collaboration with humans. They can learn from experience, adapt to new situations, and 
gradually improve their performance. 

“Intelligent agents in AI are goal-driven software entities that use AI techniques to 
complete tasks and achieve goals. They do not require explicit inputs and do not pro-
duce predetermined outputs. Instead, they can receive instructions, create a plan, and use 
tools to complete tasks, producing dynamic outputs. Examples include AI agents, machine 
customers and multi-agent systems.” – Gartner3 

While GenAI applications such as ChatGPT primarily function like chatbots that generate text 
responses, AI agents use LLMs to perform complex tasks autonomously (Figure 1).
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Figure 1: Stages of evolution from process automation via GenAI to Agentic AI3, 4

3: Coshow, T.: Intelligent Agents in AI Really Can Work Alone. Here’s How, in: Gartner, October 1, 2024; Subramanian, H. S.: The Rise 
of AI Agents: Revolutionizing Productivity and Automation, in: Level Up Coding, October 3, 2024. 

4: Biswas, D.: Agentic AI Inference Sizing. Understanding Pricing for AI Agents, in: AI Advances, March 3, 2025. 4: Marketing Tech 
Monitor 2025
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Compared with the most widely used prompt engineering tools or robotic process automation 
currently in use, AI agents are making massive strides towards true autonomy:

	O Flexibility, autonomy, logical thinking: They can draw complex conclusions and make 
context-based decisions. They can adapt to unforeseen situations, react to changing data, 
and adjust in real time, whereas prompt engineering is geared towards predefined rules 
and workflows with limited flexibility.

	O Adaptive learning capability: AI agents can learn from new data and experiences, 
enabling them to improve autonomously, in contrast to conventional Robotic Process 
Automation (which is based on pre-set rules and a static, predefined context, without 
any learning capability).

	O Dynamic task decomposition: They can dynamically break down complex tasks into 
smaller, manageable subtasks and adapt these based on real-time feedback. Prompt 
chaining generally follows a linear, fixed sequence of tasks.

	O Goal-oriented behavior: They work towards overarching goals and can change their 
approach as required, whereas automation scripts are designed to perform specific tasks 
without an overarching objective.

	O Dynamic adaptability to unforeseen scenarios: They can adapt to new and unknown 
scenarios by utilizing machine learning and contextual understanding, enabling them to 
make decisions even in cases for which they have not been explicitly trained.

AI agents offer benefits across all data-driven customer interactions for exhibitors as well as 
visitors, such as:

	O Automation: Managing repetitive and routine tasks.

	O Improved productivity: Faster and more accurate data processing, right through to the 
democratization of software development via autonomously generated programs and 
automated exhibitor and visitor activation.

	O Improved decision-making: Analysis of large volumes of data, with decisions based on 
complex patterns and trends.

	O Improved customer experience: Personalized customer service with bespoke 
recommendations in real time (Next Best Offer, NBO).

	O Cost savings: Reduction in manual tasks, minimization of errors, and optimization of 
resource allocation.

Agent-as-a-Service allows for rapid deployment and provides AI agents for standardized, 
scalable services via platforms or cloud infrastructures. Multi-agents plan multi-stage actions 
on demand and use tools, APIs, and workflows autonomously. Contextualization is achieved 
through access to company-specific data and context engineering. 

THE AGENTIC FAIR ARCHITECTURE:  
TURNING UNKNOWN DATA POINTS INTO 
MEANINGFUL CONNECTIONS AND BUSINESS

To achieve this level of autonomous matchmaking, the Agentic Fair relies on an Enterprise 
AI Orchestration Layer. This architecture acts as the conductor, deploying swarms of micro-
specialized AI agents to perform full-market profiling of both exhibitors and visitors.

Deep-Capability Matching and Full Market Profiling

Instead of relying on existing databases, AI agents scan the open web, patent registries, 
ESG reports, and public supply chain footprints. They analyze the actual, unexaggerated 
capabilities of millions of companies worldwide.
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The Corporate AI DNA (The Double Helix Match)

To avoid the GDPR pitfalls of personal profiling, the architecture utilizes the Corporate AI DNA 
principle. The AI matches two digital DNAs:

	O Exhibitor DNA (DNA 1): The verified, deep-tier structural capabilities of the supplier (e.g., 
ISO certifications, manufacturing capacity).

	O Visitor DNA (DNA 2): The procurement mandate of the role, not the individual (e.g., 
“Head of IT at a Tier 1 Hospital”).

When DNA 1 meets DNA 2, the AI triggers the match. This enables the mapping of multi-
dimensional (asymmetrical) interest profiles and contexts (Figure 2).

On-the-Fly Personalization

Once a match is identified, the architecture’s Marketing Agents dynamically generate hyper-
personalized value propositions and messaging tailored explicitly to the identified company or 
role, creating an immediate, compelling business case for connection.
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Figure 2: Intelligent Matchmaking as a mapping of multi-dimensional interest contexts and DNA (example for a fair in  
the digital health segment, schematic)
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BENEFITS OF INTELLIGENT MATCHMAKING  
IN THE AGENTIC FAIR OF THE FUTURE

By deploying this architecture, trade fair organizers unlock a suite of unparalleled benefits:

	O 100% GDPR Compliance: By eliminating individual behavioral tracking and focusing on 
corporate DNA and positional mandates, data privacy risks are completely mitigated.

	O Total Market Analysis (“Outside-In”): Moving beyond the organizer’s existing CRM, 
agents analyze the entire global market, identifying highly relevant prospects previously 
unknown to the organizer.

	O Deep-Capability Matching: Replacing superficial tag-lists with verified, AI-analyzed 
operational truths.

	O Automated Search Nomenclatures: The AI dynamically builds and updates the search 
taxonomy based on the latest industry trends, ensuring the fair is always relevant.

	O Predictive Lead Scoring: Objective, data-backed prioritization of outreach, allowing sales 
teams to focus solely on high-probability targets.

	O Scalable Hyper-Personalization: The autonomous generation of company-specific, 
persuasive messaging across thousands of accounts simultaneously.

	O Content Automation: The ability to auto-generate supporting materials, such as 
customized white papers or pitch decks, tailored precisely to the buyer’s niche.

	O Seamless Onsite Experience: Enabling role-personalized chatbots and onsite 
recommendations (via apps like Airship), perfectly translating digital matching into 
physical handshakes.

HOW AI AGENTS WILL TURN TRADE FAIRS INTO  
INTELLIGENT GO-TO-MARKET ENGINES

Intelligent Matchmaking is not just a technical feature, nor is it a temporary gimmick confined 
to a three-day event app; it is the cornerstone of a broader, highly lucrative Go-to-Market 
(GTM) strategy for the modern organizer. Historically, trade fair organizers suffered from 
extreme revenue seasonality — generating the vast majority of their income during the brief 
window of the physical event and fading into the commercial background for the remaining 
362 days of the year.

By embedding AI-driven matchmaking directly into the creation of year-round industry 
communities, organizers can seamlessly insert themselves into the daily operational workflows 
of their stakeholders. This transforms the organizer from an occasional venue host into an 
indispensable, continuous commercial orchestrator for the entire sector (Figure 3).

The Subscription-Based Exhibitor (Monetizing the 365 Day Pipeline)

For decades, the financial growth of a trade fair was strictly limited by physics: an organizer 
could only sell as many square meters as the exhibition hall could hold. The Agentic Fair 
shatters this physical ceiling, allowing organizers to transition from one-off real estate 
vendors to continuous, year-round lead-generation partners.

In this new commercial reality, exhibitors still purchase their anchor physical booths to 
showcase complex products and build trust through vital face-to-face interactions. However, 
the core sales narrative fundamentally shifts. Rather than merely renting concrete floor space, 
exhibitors are up-sold onto a 365-day Matchmaking Subscription. This model guarantees 
the exhibitor a predictable, fixed quota of AI-orchestrated, hyper-qualified B2B introductions 
routed directly to their sales teams throughout the entire year.

For example, an exhibitor might pay a baseline for their physical stand but add a €5,000/
year “Premium Agentic Subscription”. This ensures that even during the “lean months” 
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between trade fairs, if a corporate buyer triggers a relevant purchasing mandate, the AI 
agent autonomously routes that lead directly to the exhibitor’s inbox. This strategy drastically 
increases the Average Revenue Per Exhibitor (ARPE) without requiring a single additional 
square meter of hall space. More importantly, it generates highly predictable Annual Recurring 
Revenue (ARR), which fundamentally improves the financial stability, investor appeal, and 
overall market valuation multiples of the organizer.

The Proprietary Industry Graph (The Ultimate Moat)

In the digital economy, data is the ultimate competitive advantage, yet the exhibition industry 
has historically surrendered this territory to pure-play software companies. However, standard 
enterprise SaaS CRMs (such as Salesforce or HubSpot) are inherently limited: they cannot 
legally commingle, share, or cross-reference data between their different enterprise clients 
due to strict, walled-off data silos. A standalone software platform cannot legally inform 
Supplier A that Buyer B is suddenly looking for a new vendor.

Trade fair organizers, on the other hand, possess a unique, highly privileged legal and physical 
position. Annually or biennially, they legally aggregate entire global industries under one 
roof. When exhibitors and visitors register, they explicitly opt into an ecosystem designed 
specifically to facilitate connections, share intent, and drive commerce.

By layering autonomous AI agents over this massive, legally compliant physical convergence, 
the organizer builds a living Proprietary Industry Graph. This graph continuously maps 
millions of interconnected nodes — supplier capabilities, buyer mandates, regulatory shifts, 
and purchasing triggers — creating a real-time digital twin of the entire industry’s supply 
and demand. It establishes an undisputed, highly defensible data moat. No standalone tech 
startup, generalized search engine, or digital B2B marketplace can replicate this asset, 
because they lack the physical anchor of human trust and the explicit, event-based opt-in. 
Ultimately, the organizer becomes the sole proprietor of the most accurate, real-time map 
of industry intent, securing their dominance against digital disruptors for decades to come.
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CASE STUDY: MESSE MÜNCHEN —  
AI-DRIVEN EXHIBITOR SEARCH & MESSAGING

Founded in 1964, Messe München has grown into one of the world’s leading trade fair 
organizers. Headquartered in Munich, Germany, the company operates one of Europe’s largest 
exhibition centers and organizes more than 80 trade fairs, conferences, and corporate events 
worldwide. Its flagship events — including bauma, electronica, IFAT, transport logistic, and 
EXPO REAL — have become global industry platforms that connect innovation, business, and 
international markets.

Messe München serves a diverse customer base of exhibitors, professional visitors, industry 
associations, startups, investors, policymakers, and corporate partners across sectors such 
as construction, mobility, electronics, environmental technologies, logistics, real estate, 
healthcare, and manufacturing. Its events attract participants from more than 100 countries, 
making the company a key facilitator of international business and knowledge exchange.

Looking ahead, Messe München is transforming from a traditional event organizer into a 
larger business platform. Its strategy focuses on expanding digital services, AI-powered 
matchmaking, data-driven customer experiences, community building beyond event dates. By 
leveraging data, artificial intelligence, and digital ecosystems, Messe München aims to create 
continuous value for exhibitors and visitors, enabling business networking, lead generation, 
market intelligence, and collaboration throughout the entire customer journey — beyond the 
days of the physical exhibition.

To validate the Agentic Go-to-Market model, a pilot was launched to identify and qualify 
potential exhibitors and partners jointly with industry associations. The results delivered by 
the AI Agents were highly promising:

	O Broad-Scale Discovery: The AI autonomously identified 	 potential partners and 
exhibitors within highly specific industry contexts.

	O Targeted Regional Focus: The search conducted an outside-in market analysis focused 
on the defined markets and regions

	O Predictive Lead Scoring: Companies were evaluated and assigned a probability score 
indicating their likelihood of conversion based on thematic alignment.

	O Automated Value Propositions: The AI did not just find names; it analyzed why each 
company should attend, proposing individual focus areas tailored to their unique business 
model.

IMAGE SOURCE: MESSE MÜNCHEN
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	O Personalized Messaging: The agents drafted customized outreach copy for each prospect. 
This messaging was synced directly with Messe München’s Data Warehouse (DWH).

	O Self-Service Export & Deduplication: The AI cross-referenced findings against existing 
Messe München data to prevent duplicates. Furthermore, the infrastructure was handed 
over as a “Self-Service” platform, allowing the organizer to initiate future automated 
searches at the push of a button.

Strategic Achievements & Organizational Impact

Beyond the immediate technical output, the pilot project generated important structural 
benefits for Messe München, proving that the adoption of AI agents acts as a catalyst for 
broader organizational transformation:

	O Robust Data Foundation for Data-Driven Marketing: The project established a 
comprehensive and resilient data foundation encompassing both exhibitor and visitor 
profiles, creating a basis for scalable personalization.

	O Enhanced Segmentation & Audience Intelligence: The AI-driven approach gave Messe 
München a deeper understanding of its target audiences, enabling more granular market 
segmentation.

	O Unlocking Net-New Potential: The agents identified new companies and additional 
market potential that had not previously been addressed through traditional sales 
methods.

	O Cross-Departmental Collaboration: The deployment connected sales, marketing and IT 
more closely, supporting more effective collaboration across departments.

	O Agile Process Innovation: The initiative enabled new internal processes to be developed 
and tested quickly, creating a foundation for more agile and scalable ways of working.

Key Learnings & Best Practices for Scaling

Through the pilot, Messe München identified several key lessons that can inform future, 
larger-scale deployments:

	O Start Small and Specific: Rather than attempting a massive, broad-market launch, 
initial AI deployments should begin with a clearly defined use case to ensure control and 
measurable success.

	O Clear Upfront Briefings & Exclusion Criteria: AI agents require sufficient contextual 
alignment. It is important to define the relevant target groups and content, as well as 
excluded segments (negative targeting), from the outset to reduce the risk of algorithmic 
drift.

	O Define KPIs from Day One: Success metrics and KPIs should be specified and agreed 
upon before the agents are deployed to enable an objective evaluation of the campaign’s 
ROI.

	O Optimize Intelligent Scoring: While the initial predictive lead scoring delivered promising 
results, the organization recognized the need to continuously calibrate and expand these 
scoring models based on real-world sales feedback.

	O Structure the Feedback Loops: Although AI agents operate autonomously, human 
oversight during the setup phase is important. Organizations should establish structured 
feedback processes and allocate sufficient time for iterative human-in-the-loop feedback 
before scaling up outreach activities.

	O Audience-Sensitive Content Formatting: The format of the outreach should be tailored 
to the specific target audience. For example, the team found that standard AI-generated 
white papers may not always be the most suitable format for critical or scientifically 
sensitive audiences, such as those in digital health. Content and format should therefore 
be carefully aligned with the expectations and level of scrutiny of the respective target 
group.
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ADVANTAGES OF AGENTIC FAIRS LEVERAGING 
INTELLIGENT MATCHMAKING 

The operational benefits of setting up an Agentic Fair for organizers and project teams 
include:

	O Significant time savings (up to 70%): Traditional sales teams often spend considerable 
time researching prospects, sourcing data, and drafting outreach messages. AI agents 
can reduce the time required for prospecting and drafting by up to 70%, enabling sales 
teams to focus more on closing deals and building relationships.

	O Broader total addressable market (TAM): Existing CRM systems often cover only part 
of the relevant market. AI agents can identify and qualify additional potential exhibitors 
beyond existing databases, thereby expanding the addressable market.

	O Higher conversion rates: Because outreach is based on more precise matching and 
personalized value propositions, open rates and meeting-acceptance rates can improve 
compared with generic industry outreach.

	O Operational scalability: Once the AI infrastructure has been established for one trade 
fair, key components can be adapted for other events and portfolios, reducing the effort 
required for future deployments.

The Cost of Inaction (The Strategic Risk of Falling Behind)

While the operational and financial advantages of the Agentic Fair are significant, the urgency 
of this technology is best illustrated by considering the costs associated with delayed adoption. 
In a macroeconomic climate where corporate marketing budgets are under greater scrutiny, 
it is becoming increasingly difficult to sell vague concepts such as “brand awareness” or “hall 
footfall” to CFOs who demand measurable ROI.

Organizers who do not adopt intelligent, data-driven matchmaking solutions may experience 
higher exhibitor churn over time. Without reliable, AI-supported lead generation, exhibitors 
may increasingly reallocate their trade fair budgets toward hyper-targeted digital software-
as-a-service (SaaS) channels, B2B marketplaces, or rival exhibition organizers that can offer 
a 365-day pipeline.

Furthermore, the opportunity to establish a proprietary industry graph is limited. If traditional 
organizers hesitate, agile event-tech disruptors may move into this area, weakening their 
role. Once a competitor successfully sequences the corporate AI DNA of a specific sector and 
establishes strong year-round matchmaking relationships, it can gain a significant competitive 
advantage within the ecosystem. Late adopters risk being reduced to a more operational role 
as venue providers, with less commercial influence and fewer opportunities for recurring 
digital revenue, leaving them in a weaker position compared with tech-enabled competitors 
shaping the future of industry commerce..
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OUTLOOK: AGENTIC FAIR OF THE FUTURE

As we look toward the horizon of 2030, the trajectory of the exhibition industry is unequivocally 
clear, and it demands a fundamental shift in corporate identity. The trade fair organizer will 
no longer be viewed — or valued by the market — merely as a logistics and venue provider, 
historically relegated to managing floor plans, contracting security, and renting out square 
meters of concrete. Instead, the most successful organizers will completely transcend this 
transactional legacy. They will be universally recognized as the central data and connectivity 
brokers for global industries and knowledge ecosystems. By orchestrating the continuous flow 
of commercial intent, these organizers will sit at the very epicenter of their respective sectors, 
acting as indispensable intelligence hubs that predict supply chain shifts, map technological 
innovations, and actively drive the macroeconomic growth of the markets they serve.

In this tech-enabled future, the physical event will not diminish in importance; rather, its value 
will be exponentially magnified. Despite the misplaced hype of the early 2020s, virtual reality 
avatars and metaverse exhibition halls will never replace the profound psychological necessity 
of face-to-face B2B commerce. The physical event will remain the glorious, irreplaceable apex 
of the industry — the singular, high-stakes arena where complex prototypes are physically 
examined, nuanced partnerships are negotiated, and ultimate human trust is solidified over 
a handshake.

But physical events can no longer exist in a vacuum. The connective tissue before the doors 
open, during the chaotic hours on the show floor, and long after the final booth is dismantled 
will be driven entirely by autonomous AI. This digital workforce will bridge the 362-day gap 
between physical shows, ensuring that the commercial momentum generated on the trade 
fair floor compounds rather than dissipates.

The Agentic Fair of the future will operate silently and continuously in the background, 
entirely devoid of the user friction that plagued earlier event-tech platforms. By sequencing 
the Corporate AI DNA of both buyers and sellers, this autonomous architecture will deeply 
understand the structural capabilities and operational mandates of every participant. It will 
act as a tireless sentinel, constantly reading the pulse of global market triggers — from 
geopolitical supply chain disruptions and new regulatory frameworks to sudden surges in 
venture capital funding.

When these real-world triggers align with an exhibitor’s DNA, the AI will autonomously draft 
and route millions of euros of highly qualified B2B pipeline directly into the standard corporate 
email inboxes of its participants, precisely when their propensity to buy is at its peak. The 
organizers who recognize this paradigm shift and embrace this invisible orchestration 
today are not merely upgrading their IT infrastructure; they are making a decisive strategic 
maneuver. By locking in their participants through continuous, AI-driven value delivery, they 
will secure an undisputed, insurmountable monopoly over their industry’s data tomorrow, 
permanently safeguarding their market leadership in the decades to come.

Image Source: House of Switzerland, 2025 World Exposition
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