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X's, O's, and the real production system behind 330+ B2B and B2C
webinars, from topic call to closed-won pipeline.
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HACKING DEMAND THE B2B WEBINAR PLAYBOOK

HOW TO READ THIS PLAYBOOK

The notation, the field, and the league averages you are playing against.
In this playbook, X is your side: senior operators calling plays and Al agents doing the sprint work. O is your market: the

registrants, attendees, and buyers you are moving down the field. Solid routes are owned motion (things you control: email,
landing pages, the live room). Dashed routes are assisted motion (partners, paid, replays) that you trigger but do not fully
control. The field is your funnel: your own 20-yard line is a cold audience, the end zone is closed-won revenue. Every play in
this book moves the ball some number of yards; the season (a recurring series) is how you score every month.

The three numbers this playbook is built to move

1k+ 30% $100k+

REGISTRATIONS / MONTH, MATURE PROGRAM SHOW-UP RATE BENCHMARK MONTHLY PIPELINE CREATED

Registrations, attendance, pipeline. In that order. Registrations come first because in this system every registrant gets worked
from the moment they sign up, not just the ones who show. A 30% show-up rate is the benchmark to beat (Tuesday sessions
and a three-reminder ladder, day before, hour before, five minutes before, are the cheapest levers). And pipeline is the
scoreboard: a mature monthly program produces 10-15 opportunities per webinar and $100k+ in monthly pipeline. The
average program never gets there because it runs one-off events and waits until after the show to follow up. This playbook
exists to make you not average.

The two-platoon system

Platoon Who Oowns

Offense Senior operators Topic strategy, panelist relationships, paid budgets, live moderation, sales handoff.
(judgment)

Engine room Al agents Landing pages, email copy and ladders, workflows, social drafts, slides, recording
(grind) processing, CRM sync.

Rule of thumb: if a task produces words, assets, or data entry, an agent drafts it and a human approves it. If a task involves a
relationship or a budget, a human owns it. That split is what makes a 40-task cycle repeatable every single month.
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HACKING DEMAND THE B2B WEBINAR PLAYBOOK

THE FORMATIONS

Six webinar types. Each one is a different play call with a different job.

FORMATION 01 : THOUGHT-LEADERSHIP PANEL
© 0 OO The Deep Ball

WHEN TO CALL IT
Top of funnel, new ICP segments, or when you need reach and authority fast. 2-3
outside experts, a sharp moderator, zero pitching.

EXPECTED OUTCOME

Biggest audiences and cheapest registrations (panelists co-promote). Educational
x x x formats return ~53% more ROI than demos. This is your bread-and-butter first

down.

FORMATION 02 - EXPERT WORKSHOP
The Ground Game

4 WHEN TO CALL IT
Mid-funnel, when the audience knows the problem and wants the how. Hands-on,
build-along, one instructor, working session energy.

@)
NP
@)

\
\

EXPECTED OUTCOME
Fewer registrations but the highest engagement minutes and intent signals.
Attendees self-qualify by doing the work.

X—

FORMATION 03 - CUSTOMER STORY
© O The Play-Action

WHEN TO CALL IT
Mid-to-late funnel. A real customer walks through what they did and what
happened, with your product in a supporting role.

/
[
,’ EXPECTED OUTCOME
4 A live testimonial that out-converts any case study PDF. Prospects hear risk
x O removed in a peer's voice.
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HACKING DEMAND THE B2B WEBINAR PLAYBOOK

FORMATION 04 - PRODUCT DEMO
0O 0O The Red Zone

WHEN TO CALL IT
Bottom of funnel only, for an audience already problem-aware and
solution-shopping. Short, scripted, objection-driven.

EXPECTED OUTCOME
x Lower attendance, highest per-attendee conversion. Call it when the ball is already
inside the 20, not to open a drive.

FORMATION 05 - PARTNER CO-MARKETING
o 0 O O The Lateral

WHEN TO CALL IT
Any funnel stage where your list has plateaued. You and an adjacent
(non-competing) brand co-host and cross-promote.

EXPECTED OUTCOME
x _________ >)( Two lists, one production cost. Every panelist and partner is distribution: their
audience becomes your retargeting pool.

FORMATION 06 - FLAGSHIP RECURRING SERIES
The Season

WHEN TO CALL IT
The meta-play: run the same branded show monthly with rotating topics and

xi2 panelists. This is the format everything above plugs into.

EXPECTED OUTCOME

Compounding: an on-demand library, a warm audience that re-registers, panelist
X alumni who keep promoting, and a pipeline rhythm sales can plan around.

Coach's call: most programs should open with The Deep Ball on a monthly Season cadence, mix in The Lateral every second or
third episode, and only run The Red Zone against retargeting audiences built by the other plays.

= hackingdemand.com/hacks/webinar-in-a-box PLAY SHEET 03



HACKING DEMAND THE B2B WEBINAR PLAYBOOK

THE GAME PLAN

One episode = a 5-week drive plus the week after, around 40 tasks end to end.

5 WKS 4-5 WKS 4 WKS 2-3 WKS FINAL LIVE WEEK
ouT ouT ouT ouT WEEK DAY AFTER
\ 4 A4 \ 4 A4 \ 4 \ 4
Lock the Build the Launch Build Last call Show time Replay, repurpose
foundation machine promotion momentum + dry run + convert + follow through

Every episode runs the same drive, and the season is planned long before any single drive starts: topics are mapped up to 12
months out and panelists and moderators are booked months in advance. Five weeks out locks the foundation: topic,
panelists, date, goals, outline. Four to five weeks out builds the machine: registration page, webinar hub, thank-you page with
a down-funnel CTA and form, confirmation and reminder ladders, registration-point follow-up sequences, and the event itself.
Four weeks out launches promotion: the first marketing email, warm-up emails, social, and paid campaigns. Two to three
weeks out builds momentum: marketing emails two and three, mid-cycle ad optimization, polls and slides. The final week is
the push: last-call email, session branding, CTA callouts, and the dry run. Live day converts: the moderated session, same-day
replay page, thank-you email, and CRM sync while the room is still warm. The week after keeps possession: repurposing,
segmented follow-up, and pipeline review.

Why a fixed drive beats improvising

The failure mode of webinar programs is not bad content, it is missed blocking: the reminder that never got scheduled, the
recording that never got armed, the follow-up that went out nine days late. A fixed 40-task drive with named owners means
nothing depends on anyone's memory. Agents execute the checklist; operators make the calls that need judgment. The full
checklist is on the next two sheets.

What each week ships
Week Shipped by end of week
5 weeks out Locked topic + title variants, confirmed panelists and moderator, goals, outline, and panel questions.
4-5 weeks Live registration page, webinar hub, thank-you page with down-funnel CTA + form, confirmation + reminder
out ladder, registration-point follow-up sequences, the event itself, CRM campaign.
4 weeks out Marketing email 1 out, warm-up emails running, social scheduled, paid campaigns live.
2-3 weeks Marketing emails 2-3 out, ads optimized mid-cycle, polls written, slides designed.
out
Final week Last-call email, branded live session, scripted CTA callouts, dry run passed.
Live day The session, trimmed recording, on-demand page in the hub, thank-you email, data synced, hand-raisers with
sales.
Week after Clips + recap published, segmented follow-up tracks running, pipeline review with sales.

Do not skip the dry run a week out. Recording failures and un-branded wait screens are the two most common self-inflicted
wounds in webinar programs. Both get checked a week before, never on live day.
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HACKING DEMAND THE B2B WEBINAR PLAYBOOK

THE MASTER CHECKLIST, FIRST HALF

5 weeks out through 4 weeks out: foundation, build, launch. Owner: A = agent-drafted, human-approved. O = operator-owned.

Days before Task Owner
live

35 Finalize topic (panelists + moderator were booked months ago) O
35 Confirm moderator, date, and panelists (@)
34 Create title multi-variant tests A
34 Write promo copy A
34 Define goals: registrations, attendees, demos (@)
34 Build initial outline, flow, and panel questions A
33 Create CRM campaign A
33 Promo images A
33 Registration page + form A
33 Webinar hub entry + thank-you page with down-funnel CTA + form A
33 Create the webinar event in your platform A
33 Registration workflows and lists A
33 Confirmation email + calendar invite A
33 Panelist invites + calendar holds (@)
33 Reminder email set A
33 Send outline to panelists O
31 Registration-point follow-up sequences (BDR-style, agent-drafted) A
31 Email segments + warm-up email program A
31 Launch paid social campaigns (LinkedIn or similar) (@)
31 Launch paid content campaigns (Taboola or similar) O
28 Build + schedule marketing email 1 A
26 Schedule social posts A

hackingdemand.com/hacks/webinar-in-a-box PLAY SHEET 05
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THE MASTER CHECKLIST, SECOND HALF

Three weeks out through the week after: momentum, live day, convert.

THE B2B WEBINAR PLAYBOOK

Days before Task Owner
live

21 Build + schedule marketing email 2 A
14 Build + schedule marketing email 3 A
14 Mid-cycle paid social optimization O
14 Mid-cycle paid content optimization O
14 Create poll questions A
14 Create + design slides A
7 Build + schedule marketing email 4 (last call) A
7 Brand live session: wait screens, backgrounds A
7 Add live-session CTA callouts (@)
7 Dry run: functionality + recording check O
Live day Live session (moderated) O
Live day Trim recording A
Live day Convert page to on-demand + add to hub A
Live day Thank-you email: recording, slides, next webinar, demo CTA A
Live day Pull survey data A
Live day Pass live hand-raisers to sales (0]
Live day Sync polls, survey, attendee data to CRM A
Week after Cut clips, publish recap, feed retargeting pools A
Week after Segmented follow-up tracks: attended / no-show / replay A
Week after Pipeline review with sales + next-episode handoffs O

Scorekeeping: of the ~40 tasks per episode, roughly 30 are agent-executed. That is the difference between a webinar program
that needs a hire and one that needs a green light.

hackingdemand.com/hacks/webinar-in-a-box
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THE B2B WEBINAR PLAYBOOK

SPECIAL TEAMS: CHANNELS

Five routes to the same end zone. Owned first, assisted second, paid last.

REGISTRATION
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MARKETING + WARM-UP EMAILS PANELISTS + PARTNERS

4 sends + reminders

list swaps

PAID SOCIAL
LinkedIn + others

PAID CONTENT
Taboola + others

ON-DEMAND HUB
past episodes

Channel Benchmark How to run it

Marketing ~$0 marginal Four sends (announce, problem, proof, last call) + confirmation + day-before,

emails hour-before, 5-minute reminders. The 3-reminder set alone lifts attendance ~27%.
Warm-up ~$0 marginal Deliverability and engagement warm-up running between episodes so the promo sends
emails actually land in the inbox, not the spam folder.

Panelists + ~$0 marginal Every panelist promotes to their list; partner episodes double reach. The cheapest
partners registrations in the sport.

Paid social e.g. ~$52 / reg on Precise title + company targeting for high-ACV audiences. Launch a month out, optimize

Paid content

On-demand hub

LinkedIn

e.g. ~$13 /regon
Taboola

Compounds

mid-cycle. Layer in only after email validates the topic. LinkedIn is one option, not the
only one.

Volume channels, broader audience. Watch attendee quality mid-cycle; cut what does
not convert to attendees.

Every past episode carries a registration CTA for the next one. The library becomes a
permanent registration source.

Trick play that works: professional-development credit. We pre-approved one client's series for SHRM credits; every episode
became a reason for HR leaders to attend live. Find the credit, community, or certification angle your ICP already cares about.

hackingdemand.com/hacks/webinar-in-a-box
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LIVE DAY: RUN OF SHOW

A 45-60 minute panel. The moderator owns the clock; CTAs are scripted, never improvised.

Min Segment Notes

-30 Green room Panelists in, audio and camera check, recording armed, branded wait screen live.
0-3 Welcome + housekeeping Recording notice, where questions go, what attendees get afterward.

3-7 Panelist intros Short, credibility-first. Moderator frames the problem statement.

7-15 Poll 1 + opening question An early poll builds the participation habit. Read results on air.

15-35 Core discussion 3-4 prepared questions; the moderator follows the energy, not the script.
35-40 CTA moment 1 Scripted: the offer, the link on screen and in chat, why it matters today.

40-50 Audience Q+A Pre-seeded with 2 questions in case the room is quiet. Poll 2 runs here.

50-55 Lightning takeaways Each panelist: one action the audience should take this week.

55-60 CTA moment 2 + close Demo CTA + next-episode registration. Thank panelists by name.

The production stack that runs it

Layer Tooling Why

Event platform Zuddl, Zoom, or yours Branded rooms, wait screens, polls, reliable recording. We run whatever platform you
have, or stand one up for you.

CRM + Your stack Registration pages, webinar hub, thank-you pages with down-funnel CTAs and forms,
automation workflows, reminder ladders, segments, follow-up sequences. Built in the tools you
already run, or we set them up. Yours to keep either way.

Engagement Native polls + Q&A; Two scripted polls per session. Poll answers are intent data your SDRs quote in
follow-up.
Measurement CRM campaign + UTMs Every registration sourced to a channel, every opp attributed back to an episode.

The single biggest unlock we have found: capture demo requests at registration, not just post-event. One "Want a demo while
you wait?" option on the confirmation page consistently out-converts every post-webinar ask.

hackingdemand.com/hacks/webinar-in-a-box PLAY SHEET 08
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THE FOLLOW-UP DRIVE

Follow-up starts at registration, not after the show. That is the whole play.

Day 0 10 yrs Always on

OUTREACH BEGINS AT REGISTRATION OF DATA BEHIND THE APPROACH A CONSTANT STREAM OF WORKED LEADS

Most teams wait until after the webinar to follow up. We arm Al agents and BDR-style sequences that start working every
registrant the moment they register, for three reasons. One: ten years of program data shows a much higher correlation to
pipeline when outreach starts at the point of registration, while the topic that pulled them in still has their interest piqued.
Two: registration-point outreach means a constant stream of leads being worked across the whole cycle instead of one burst
after the event. Three: no-shows stop being lost revenue; they are already in a conversation, so down-funnel conversion no
longer depends on whether they attended.

The full possession, registration through the week after

When Move Detail

At Sequences fire Al-drafted, BDR-style outreach begins; demo capture sits on the thank-you page with
registration a down-funnel CTA and form.

Pre-event Warm the room Reminder ladder (day before, hour before, five minutes before) + warm-up emails

keep engagement and deliverability healthy.

Live day Hand-raisers to sales Live demo requests and poll-flagged intent routed to SDRs before end of day;
thank-you + replay same day.

Days 1-3 Value follow-up The one resource the Q+A asked for. No pitch. Keeps the thread alive.

Week after Segmented tracks + ask Attendees, no-shows, and replay-watchers get different tracks; the direct ask
references the poll answer or question they gave.

Repurposing: one game, a week of highlights

Each episode becomes an on-demand page in the hub, 3-5 short clips for social and paid retargeting, a recap post for the blog
and newsletter, pull-quotes for the next episode's promotion, and poll data your sales team quotes in outreach. Agents cut all
of it from the recording within 48 hours; nothing waits on an editor.

Off-month play: in months with no live webinar, run a re-engagement sprint against past registrants. In our enterprise rebuild it
kept qualified conversations moving between episodes.

hackingdemand.com/hacks/webinar-in-a-box PLAY SHEET 09
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THE SEASON: HOW IT COMPOUNDS

One real program, month by month. This is why you run a series, not events.

REAL PROGRAM - 75+ EPISODES AND COU{IBU&+
9’

680+

145

REGISTRATIONS / MONTH

M1 M2 M3 M4 M5 M6 M7 M8

A global remote-work brand started at 145 registrations in month one. By month six the same engine drew 680+, and by
month eight it crossed 1,000 registrations a month, with 10-15 opportunities per webinar, $100k+ in monthly pipeline by
month six, and 3-5 closed deals a month once fully ramped. That program is now 75+ episodes and counting. Nothing about
the individual episodes got dramatically better; the assets compounded:

Compounding asset What it does by month 6

On-demand library Dozens of episodes, each carrying a registration CTA for the next. A permanent, growing registration
source.

Warm audience Past registrants re-register at high rates; the reminder ladder does the selling.

Panelist network Every guest becomes an alum who promotes future episodes and refers new panelists.

Retargeting pools Every attendee and clip-viewer feeds paid audiences that convert far cheaper than cold.

Sales rhythm A predictable monthly wave of hand-raisers, poll data, and warm accounts for SDRs to run.

hackingdemand.com/hacks/webinar-in-a-box PLAY SHEET 10
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THE SCOREBOARD

The funnel math of a mature month, and a real mid-season turnaround.

4 3\
1,000 ~300 10-15 $100k+
REGISTRATIONS = LIVE ATTENDEES = OPPORTUNITIES = MO. PIPELINE
all worked from day 0 30% benchmark per webinar by month 6
\ J

An enterprise rebuild, month by month

A data-services enterprise came to us averaging 191 registrations and 2 qualified conversations per webinar. Same company,
same product, new plays:

Month Regs Qualified Wins What changed

M1 494 9 3 (incl. $25k) Email + funnels rebuilt, demo capture at registration.
M2 581 9 4 LinkedIn Ads layered in at ~$52 / registration.

M3 892 15 [¢) Taboola added at ~$13 / registration.

M4 off-month moving moving No live event: re-engagement sprint on past registrants.
M5 712 14 6 (incl. $32k) Full stack humming; mid-cycle optimization only.

Read the tape: the jump from 191 to 494 registrations happened before any ad spend. Funnels, follow-up, and demo capture at
registration did it. Paid multiplied a working system; it did not fix a broken one.
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FINAL WHISTLE

Run the plays, or have them run for you_

Everything in this playbook is the actual system behind 330+ B2B and B2C webinars: the same checklist, the same email
ladders, the same paid sequencing, the same follow-up drives. You can absolutely run it yourself; that is why we published it.

Or we run it for you. Webinar-in-a-Box is the done-for-you version: Al agents execute the ~30 grind tasks per episode, senior
operators own strategy, moderation, and your sales handoff, and everything is built in the stack you already run, or we stand
the tools up for you. Either way it is yours to keep. Programs start at $5k/month; a single-webinar pilot ($5k, credited toward
your first program month) lets you watch one full 5-week drive before committing to a season; and if you would rather own it
in-house, ask about the team training program, where we build the system with your team and coach them through their first
cycles.

5 wks ~30/40 $5k 100%

TO YOUR FIRST WEBINAR TASKS RUN BY AGENTS SINGLE-WEBINAR PILOT YOURS TO KEEP, IN YOUR STACK

Next step: hackingdemand.com/hacks/webinar-in-a-box, or email charles@hackingdemand.com with the subject line "webinar
pilot" and your target ICP. We will map your first drive on a free scope call.

Sources for league averages: aggregated 2025-26 webinar benchmark studies (Contrast, Cvent, MarketingProfs, Demand Sage) plus Hacking Demand
production data across 330+ webinars.
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