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What this resource is
This resource helps managers turn meetings into usable decisions and actions.

It is designed for people who leave meetings with scattered notes, unclear ownership or too many follow-up

messages. The goal is not to run more meetings. The goal is to make the meetings you already run more

useful.

Before the meeting
Define the purpose of the meeting.

Decide whether the meeting is for updates, decisions, problem-solving or planning.

Prepare the agenda before inviting people.

Decide who owns the notes.

Tell attendees if AI will be used to help summarise the meeting.

Follow your company policy on recording, consent and data privacy.

Remove sensitive personal or commercial information before using AI tools.
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Meeting setup worksheet
Meeting title:

Date:

Meeting owner:

Attendees:

Meeting purpose:

Decision needed:

Desired outcome:

Time available:
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Prompt 1 - Build the agenda
Prompt - Act as a meeting operations assistant. Create a clear agenda for this meeting. The purpose is

[purpose]. The attendees are [attendees]. The meeting length is [minutes]. Include sections for objective,

context, discussion items, decisions needed, action review and close. Keep the agenda practical.

Prompt 2 - Prepare better questions
Prompt - Review this meeting objective and create five questions that will help the group make progress.

Separate questions into facts, risks, options, decisions and next steps.

Prompt 3 - Convert rough notes into structure
Prompt - Turn these rough meeting notes into a clean summary. Use headings for context, decisions, actions,

owners, deadlines, risks and unresolved questions. Do not invent information. If something is unclear, mark it

as unclear.

Prompt 4 - Extract actions
Prompt - Extract every action from these notes. Put them in a table with action, owner, deadline, priority and

status. If the owner or deadline is missing, mark it as missing.

Action Owner Deadline Priority Status

Prompt 5 - Identify decisions
Prompt - Review these notes and list every decision made. For each decision, include the reason, who is

affected, what changes now and what follow-up is required.
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Prompt 6 - Find unresolved questions
Prompt - Review these meeting notes and identify unresolved questions, missing information and risks that

still need attention. Group them by owner.

Prompt 7 - Create a follow-up message
Prompt - Draft a concise follow-up message for attendees. Include decisions made, actions, owners,

deadlines and next meeting date if relevant. Keep the tone clear, calm and accountable.

Prompt 8 - Review meeting quality
Prompt - Review this meeting summary and tell me whether the meeting produced clear decisions, clear

actions and clear ownership. Suggest how the next meeting could be improved.

During the meeting
Start by confirming the outcome needed.

Keep notes in one place.

Capture decisions as they happen.

Say the action owner out loud.

Confirm deadlines before moving on.

Park unrelated topics.

Close by reading back decisions and actions.
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After the meeting
Generate a clean summary.

Check the summary against your memory and notes.

Remove anything inaccurate or sensitive.

Send actions to owners quickly.

Put deadlines into the right system.

Review open actions before the next meeting.
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Meeting summary template
Meeting:

Date:

Purpose:

Decisions made:

Actions:

Risks:

Unresolved questions:

Owner follow-up:

Next review date:
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Accountability checklist
Every action has one owner.

Every action has a deadline.

Every decision is written clearly.

No sensitive information is included unnecessarily.

The summary has been checked by a human.

The follow-up has been sent within 24 hours.

Outstanding actions have been added to the team workflow.

Common meeting problems AI can help with
Too many notes and no summary.

Actions hidden inside long discussion.

Decisions not recorded clearly.

Repeated conversations across meetings.

Unclear ownership.

Long follow-up messages.

No record of what changed.
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Continue Exploring
Scaling Hospitality

Why Better Systems Build Better Businesses

Why Better Systems Build Better Businesses

Resources Library

rickyrecalcati.com

https://www.rickyrecalcati.com/books/scaling-hospitality
https://www.rickyrecalcati.com/articles/why-better-systems-build-better-businesses
https://www.rickyrecalcati.com/articles/why-better-systems-build-better-businesses
https://www.rickyrecalcati.com/resources
https://www.rickyrecalcati.com

