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Here’s the thing nobody tells 
you when you start a 
company: meetings are not 
the work. Meetings are where 
you decide what the work is. 
This is where most founders 
need help.


Not because they don’t care. 
Because nobody gave them a 
system. So decisions get made 
verbally and then re-litigated. 
Alignment feels solid in the 
room and evaporates by 
Friday. Investors think you’re 
further along than you are. 
Customers feel like they 
explained their problem three 
times and nothing changed.


The founders who do it well 
show up with a decision 
framed, not just a topic. They 
close loops the same day. 
They track what was 
promised. They pull language 
from customer calls and use it 
in their pitch. None of it takes 
more time. It just takes a 
system.


This is that system.
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The data

Executives spend an 
average of 23 hours a 
week in meetings

Around 70% of meetings 
are considered 
unproductive by the people 
in them

65% of employees say 
they could do their actual 
work without most of the 
meetings they attend

Fewer than 15% of 
companies regularly ask 
whether their meetings are 
working



Step 1: Get Clear Before 
You Get on the Call

Most meetings go sideways before anyone 
joins the call. There’s a topic, but no one has 
defined what a decision looks like, so the 
conversation circles until time runs out and 
people leave with different versions of  
what happened.

Before any meeting, answer three 
questions:

What is the one decision this meeting needs to 
make? If you can’t name it, cancel the meeting.

Who in the room actually has authority to 
make it? If someone doesn’t need to be there 
to make the decision, they probably don’t need 
to be there.

What does each person need to know 
beforehand to decide?


One founder I know sends those three questions 
to attendees the night before every investor call. 
Not an agenda. Just the questions. She says it 
cuts the meeting time by a third because people 
show up having already thought it through.


Otter tip

Connect Otter to your Google or Outlook 
calendar and configure it to auto-join every 
meeting from then on. Before you get on, ask 
Otter AI Chat “What did we last discuss with 
[investor name]?” and you get a summary 
grounded in your past conversations in 
seconds.
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Step 2: Capture What 
Actually Matters

Everyone takes notes. Almost nobody 
captures the right things. Notes that say 
“discussed roadmap priorities” are useless.  
You need to know what was decided, why, 
what changes, and who’s on it.

Write down four things after every 
meeting:

The decision. One sentence. “We decided to 
hold pricing at $299 until we hit 500 
customers.” Not “we discussed pricing.”


The reasoning. Why you made it. This is what 
stops the same argument happening again in 
three weeks.


What changes. What stops, starts, or shifts  
as a result.


Who owns what. A name, not a team. 
“Product” owns nothing. Sarah owns it.


That last point is where most teams lose 
accountability. When ownership belongs to a role 
instead of a person, it quietly becomes nobody’s 
problem. You find out three weeks later when the 
thing just didn’t happen.


Otter tip

Otter pulls action items straight from the 
transcript and tags them to whoever said them. 
You assign inside Otter, and if your team uses 
Slack, it pings the owner with the full 
conversation context automatically. The loop 
closes without you chasing anyone.
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Step 3: Close the 
Meeting Like You  
Mean It
You know how every meeting ends?  
“Great, let’s find time to sync on next steps.” 
And then nothing happens for a week. By the 
time someone follows up, three people 
remember three different outcomes.

Block the last five minutes of every 
meeting. Use them for:

State the decision in one sentence and have 
someone else confirm it back. If they repeat it 
differently, you haven’t aligned yet.


Confirm who owns each action item by name, 
with a specific date. Not “soon” or “EOW.”


Name anything still unresolved and identify 
who is going to resolve it before the next 
meeting.


Book the next meeting before anyone leaves. 
Scheduling after the fact loses days.


Then send a recap within two hours. Not a 
document. Three sentences: what we decided, 
who owns what, and when. Investors notice when 
founders do this consistently.


Otter tip

Otter generates a structured summary the 
moment your call ends. Your recap is done 
without you writing a word.
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Step 4: Track 
Commitments

Verbal commitments don’t survive a full 
calendar. Someone says “I’ll send that over by 
Friday” and everyone nods. Friday comes and 
goes and nobody follows up because nobody 
wrote it down. It’s not that people don’t care. 
There’s just no system holding it.

Keep a simple log for every 
commitment out of every meeting:

What was committed to, written out 
specifically. “Will send the intro to Marcus”  
not “will follow up.”


Who owns it. One person.


When it’s due. An actual date, not “EOW.”


Status. On track, at risk, or done. Review this  
at the top of every follow-up call.


For board and investor calls this is non-negotiable. 
Board members remember every single thing they 
asked for. When it doesn’t show up, they don’t say 
anything. They just quietly update how they think 
about you. Start every board update by reviewing 
what you committed to last time and where each 
item stands. It takes two minutes and signals you 
run a tight operation.


Otter tip

Otter tracks action items across every call and 
links them to whoever said them. Before your 
next board or investor meeting, ask Otter AI 
Chat: “What did I commit to in my last meeting 
with [name]?” You get the full list in seconds 
with transcript context attached. No 
spreadsheet, no digging through old notes.
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Step 5: Turn Customer 
Conversations into  
an Edge
Most founders treat customer calls as  
check-ins. The best ones treat them as the 
most valuable research they’ll do all week.  
The difference is what you capture.

From every customer call,  
you want four things:
What is actually frustrating them, not the polished 
version. Ask follow-up questions. Customers 
often soften their answer the first time. The real 
signal is usually in the second or third sentence.


What they’re doing today to work around the 
problem. A spreadsheet, a manual process, a 
workaround tool. This tells you what they value 
enough to put up with friction for, which is 
your strongest pricing signal.


Why they’re looking now. Something changed 
— a hire, a failed tool, a new goal. That trigger 
tells you when to reach out to similar 
customers and what to lead with.


The exact words they use to describe the 
problem. Not your paraphrase. Their words. 
That language belongs in your pitch deck, your 
website, and your sales emails.


Ask Otter AI Chat: “What pain points came up 
across my last 10 customer calls?” It searches 
your entire history and gives you a synthesized 
answer. Pull exact phrases from the transcripts 
and paste them straight into your pitch. No 
paraphrasing, their actual words.
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Step 6: Set Otter Up 
Once, Let It Run 

Connect your calendar and Otter handles the rest.

Connect your calendar.

Google or Outlook. Otter joins every Zoom, Google Meet, or 
Teams call automatically from that point on. Nothing to 
remember before each meeting.

Set up your Slack channel.

Pick which meetings post summaries where. Board update 
goes to your leadership channel. Customer call goes to 
product. Investor call goes to your co-founder. Set it once, 
runs forever.

Needs Timeline Budget Authority

ROI Pain Points Urgency & Priorities Scalability

Build your meeting templates.

One for each call type: investor update, board meeting, 
customer discovery, 1:1, or something totally custom. 
Different calls need different structure. Otter applies the 
right one automatically.

Ask Otter anything about your conversations

Add your custom vocabulary.

Product names, competitor names, investor names, internal 
acronyms. Otter learns your language fast. Transcripts 
come back accurate from day one.

Search Salesforce for opportunities with Acme and use recent 
meetings to surface deal risks.

Connect your CRM.

Salesforce or HubSpot. Call notes and action items push 
directly into the contact record after every investor or 
customer call. Your CRM stays current without anyone 
touching it manually.
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One more thing: MCP
If you use AI tools outside of Otter, MCP (Model 
Context Protocol) is worth knowing about. It’s the 
layer that lets AI agents share context across 
tools. Otter’s MCP Server securely makes your 
meeting intelligence available to other AI tools so 
can actually use it.


In practice: an AI agent can pull from your Otter 
meeting history to draft a follow-up email, update 
a project doc, prep a board memo, or create a 
Jira ticket without you copying anything over 
manually. The context from your meetings is 
already there and available to whatever tool  
needs it.


For a lean founding team, this removes a lot of 
manual busywork. Instead of copying notes into 
other tools or re-explaining context to every AI 
you use, it’s already there.


A Note Before You Close This
The investor who gets a clean recap two hours 
after your call updates their read on you. The 
customer who feels heard comes back. The team 
that knows every meeting ends with a named 
owner and a real deadline stops relitigating the 
same topics.

Start Tomorrow
Pick one meeting on your calendar 
tomorrow. Just one.


Go in knowing the one decision it needs 
to produce. Close it properly. Send the 
recap within two hours. See what’s 
different a week from now.


Then do it again.
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