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The 5-Element Frame

Element Detail
Role Acting PMM — building the GTM from scratch as if Fathom Al were my product

Fathom has the best free tier in the Al notetaker category, the highest user ratings, and HubSpot's "Most Used App
Challenge of 2025" — but it competes against Otter (brand legacy), Fireflies (integration depth), and Zoom's built-in Al
Companion (platform bundling). The challenge is positioning Fathom so it wins on jts terms, not theirs

Full GTM: ICP definition, positioning doc, messaging framework, competitive battlecard, 3-email onboarding

Approach
sequence, and a 90-day plan

Work

This document — a complete PMM GTM deliverable
sample



Element Detail

Impact / A positioning shift from "free Al notetaker" to "the summary-first notetaker that respects your privacy" — a wedge
insight that Otter and Fireflies can't follow without abandoning their own positioning

1. Market Context — The Category in 2026

The AI meeting notetaker category has matured from a novelty to a standard tool in B2B SaaS workflows. Three players dominate,

each with a distinct orientation [1][2]:

Player Positioning Strength Weakness
Ott . "Conversational Live transcription, real-time collaboration, Free tier limited (300 min/mo), no
er.ai
Knowledge Engine" cross-meeting retrieval advanced Al on free, bot always present

. . ) . o _ Summary quality lower than Fathom,
"Meeting Intelligence Widest integration list, CRM sync, conversation

Platform" analytics, SOC 2 + HIPAA

Fireflies.ai heavier interface, team-focused (not solo-

friendly)

Best summary quality, most generous free tier,
Fathom "Free Al Notetaker" highest user ratings, bot-free option, privacy-
first

Smaller integration list than Fireflies, less
brand recognition than Otter



The threat: Zoom, Google Meet, and Microsoft Teams are all shipping built-in Al companions. The question every notetaker faces in
2026 is: "Why pay for a third-party notetaker when the platform has one built in?" [3]

The opportunity: The built-in companions are generic and platform-locked. Fathom is cross-platform, privacy-first, and produces
better summaries. The category is shifting from "does it transcribe?" to "what does it do with the transcript?" — and Fathom's
summary quality is its defensible edge.

2. ICP Definition

Fathom's free tier attracts a broad audience, but the GTM should focus on three segments where Fathom's specific strengths create
the highest conversion and expansion.

Primary ICP — The Solo Sales Professional

Attribute Detail

wh Individual sales reps, account executives, SDRs, consultants, coaches — people who run 15-30 meetings/
o

week and need to be present, not note-taking

After every call: 10 minutes of note cleanup, action items scattered, follow-up emails to write, CRM to
update. The post-call work is where time leaks

Pain

Tri They've tried Otter or Fireflies, found the summaries bloated or the free tier too limited, and are looking
rigger
99 for something cleaner



Attribute Detail

What they need to "This gives me tight, usable summaries instantly — not a wall of text — and I don't have to pay to find out
believe if it works"

Best summary quality in the category [4], generous free tier, 15+ summary templates (BANT, Sandler) that

Why Fathom wins
map to sales workflows [5]

Willingness to pay Low individually. High when the sales team standardises. Individual is the wedge; team is the revenue

Expansion ICP — The Sales Team Lead / RevOps

Attribute Detail
Who Sales managers and RevOps leaders at 10-100 seat sales teams

Pai No visibility into call quality, no coaching data, CRM fields empty, reps using 3 different notetakers (shadow
ain

IT)
Triager They notice multiple reps already using Fathom individually — the shadow-IT signal. Or they're paying for
i
99 Fireflies/Otter team plans and getting low adoption
What they need "Standardising on Fathom gives me call coaching, CRM sync, and deal visibility — and my reps will actually
to believe use it because they already love the free version"

Why Fathom wins



Attribute Detail

The free tier creates organic adoption before the team sale. Reps are already using it. The team plan is an
upgrade, not a mandate. Business tier ($25/user/mo annual) includes coaching scorecards and CRM field
sync [6]

Willingness to pay High. Team/Business tiers are where revenue compounds

Secondary ICP — The Privacy-Conscious Buyer

Attribute Detail
Who Founders, executives, lawyers, therapists, anyone in regulated industries who records sensitive calls

Pai They need meeting notes but are uncomfortable with tools that train third-party models on their
ain
conversations

Tri A compliance requirement, a client asking "is that bot legally allowed in the room?", or a personal
rigger
99 discomfort with data practices [3]

What they need to

beli "This tool doesn't train on my data, doesn't sell my transcripts, and gives me control over what's retained"
elieve

. Privacy-first positioning — no third-party model training, de-identified data only, opt-out available [7]. Bot-
Why Fathom wins ) ) i o
free option (in beta) reduces the "there's a bot in my call" friction [8]

Willingness to pay Medium-High. Privacy is a willingness-to-pay accelerator



3. Positioning Document

Positioning Statement
For solo sales professionals and sales teams who need meeting notes that don't require cleanup,
Fathom is the summary-first AI notetaker

that delivers tight, signal-heavy summaries instantly after every call, with a free tier that's genuinely usable forever and a privacy
stance that doesn't train on your conversations.

Unlike Otter (which prioritises live transcription and limits its free tier) or Fireflies (which prioritises integrations and produces
bloated summaries),

Fathom wins on the thing that actually matters: the quality of the summary you get the moment the call ends.

The Positioning Shift

Current Positioning Recommended Positioning
Category frame "Free AI Notetaker" "Summary-first Al notetaker™
Primary claim "Never take notes again" "The summary you'll actually use"

Differentiator Free tier Summary quality + privacy



Current Positioning Recommended Positioning
What it competes with Other notetakers Post-call cleanup time

Emotional promise Convenience Respect (for your time AND your data)

Why this shift matters: "Free" is an acquisition lever, not a positioning moat. Competitors can match free. They can't match
summary quality without rebuilding their Al, and they can't match the privacy stance without changing their data practices.
"Summary-first" is a wedge Otter and Fireflies can't follow without abandoning their own positioning (Otter = live transcription;
Fireflies = integration platform).

The Category Reframe
Don't compete on "Al notetaker." Compete on "what happens after the call.”

The category conversation in 2026 is shifting from "does it transcribe?" to "what does it do with the transcript?" Fathom's answer —
tight, structured, usable summaries — is the right answer for the buyer who values their time. The built-in platform companions
transcribe; Fathom summarises. That's the distinction.




4. Messaging Framework

Primary Value Proposition

Fathom turns every meeting into a summary you'll actually use — tight, structured, and in your inbox before you've left the
call.

Three Messaging Pillars

Pillar 1: Summary Quality

"Summaries that respect your time, not summaries that waste it."

+ Instant AI call summaries — delivered to your inbox, not buried in an app
+ 15+ expert templates (BANT, Sandler, general notes, retrospective) — structured for how you actually work [5]
+ Al action items extracted automatically — not a wall of text, but the decisions and next steps that matter

+ "Shockingly accurate transcripts" — the foundation of good summaries [8]

Proof point: Widely regarded as producing the most concise, signal-heavy summaries in the category [4][9]

Pillar 2: The Free Tier That's Actually Free

"Start free. Stay free. Upgrade when your team needs it."

+ Unlimited recordings and transcriptions on the free plan — no storage caps, no minute limits [10]



+ 38 languages supported [11]
+ Bot or bot-free capture (your choice) [8]

* Advanced Al summaries on your first 5 calls each month — free forever [12]

Proof point: Fathom's free tier does more than Otter's or Fireflies' entry paid plans [10]

Pillar 3: Privacy by Default

"Your conversations aren't training data."”

* No third-party model training on your conversations [7]
* De-identified data only for model improvement, with opt-out [7]
* Bot-free option (in beta) — capture notes without a visible bot in the call [8]

* Enterprise tier with SSO, SCIM, and custom data retention [6]

Proof point: Named HubSpot's Most Used App of 2025 — trust at scale [2]

Persona-Specific Messaging

Persona Primary message Proof point

"Get tight, BANT-formatted summaries in your inbox before

Solo sales rep
you've left the call — free"

15+ sales templates, instant summaries

Sales team lead



Persona Primary message
"Your reps are already using Fathom. Standardise and get

coaching scorecards + CRM sync"

Privacy-conscious ) )
"The notetaker that doesn't train on your conversations"

Proof point

Business tier: coaching metrics, deal
view, CRM field sync

No third-party training, bot-free option,

buyer opt-out

RevOps "Stop paying for 3'not‘etakers nobody uses. Fathom's free tier Free tier drives organic adoption before
already has adoption in your team" team sale

Words to Use / Words to Avoid

0 Use 0 Avoid Why

Summary-first Transcription tool Transcription is table stakes; summary is the value

Tight, signal-heavy Comprehensive, detailed "Comprehensive" = bloated. Sales reps want signal, not volume

Free forever Free trial "Trial" implies it ends. "Forever" reduces upgrade anxiety

Privacy by default Secure, compliant "Secure" is generic. "Privacy by default" is a stance

Bot-free option Bot recording Lead with the option that removes friction

Structured summaries Al notes "Notes" is generic. "Structured summaries" implies craft




5. Competitive Battlecard

Fathom vs. Otter.ai

Dimension Fathom
Positioning Summary-first notetaker

Unlimited recordings + transcriptions; advanced Al on

Free tier i
first 5 calls/mo

Summary . .

. Concise, signal-heavy, structured (15+ templates)
quality
Bot Bot or bot-free (beta)
Privacy No third-party training; opt-out
Best for Individuals who want great summaries free

Otter.ai

"Conversational Knowledge Engine" — live
transcription focus

300 min/mo transcription; no advanced Al on free
[10]

Chronological recaps, less structured

Bot always present
Trains on data (standard practice)

Teams who want live collaboration during the
meeting

When we win: Buyer values summary quality and free tier = Fathom When we lose: Buyer needs real-time collaborative note-
taking during the call = Otter Landmine: "Otter has been around longer / is more established." = Response: "Established doesn't
mean better. Fathom was named HubSpot's Most Used App of 2025 — that's adoption, not just longevity."



Fathom vs. Fireflies.ai

Dimension

Positioning

Free tier

Summary
quality

Integrations

Privacy

Best for

Fathom

Summary-first notetaker

Unlimited recordings + transcriptions

Concise, tight, signal-heavy

Major tools (Slack, Salesforce, HubSpot, Notion,
Asana)

No third-party training

Individuals and small teams who want clean
summaries

Fireflies.ai

"Meeting Intelligence Platform" — integration + analytics
focus

800 minutes storage cap; Al summaries on paid only [10]

Broader but less concise [4]

Widest integration list in category [1]

SOC 2 Type II, HIPAA with BAA [7]

Enterprise teams who need CRM sync and conversation
analytics

When we win: Buyer values summary quality and simplicity = Fathom When we lose: Buyer needs deep CRM workflow automation

and conversation analytics at enterprise scale — Fireflies Landmine: "Fireflies has more integrations." — Response: "More

integrations don't mean better summaries. If your team actually reads the summaries, quality matters more than the integration

count."



Fathom vs. Built-in Al (Zoom, Google Meet, Teams)

Dimension Fathom Built-in AI Companions
Platform Cross-platform (works on Zoom, Meet, Teams) Platform-locked
Summary ) ) )

. Structured, template-based, signal-heavy Generic, chronological
quality
Privacy No third-party training; opt-out Platform data practices vary
Cost Free tier genuinely usable Included in platform subscription

Best Anyone who uses multiple platforms or wants better Anyone who only uses one platform and wants "good
est for
summaries enough"

When we win: Buyer uses multiple platforms or needs structured summaries = Fathom When we lose: Buyer uses one platform
and is satisfied with "good enough" — Built-in Landmine: "Zoom already has Al built in." — Response: "Built-in means platform-
locked. Fathom works on every platform — and the summaries are actually structured for your workflow, not a generic recap."

6. 3-Email Onboarding Sequence

This sequence is designed for the solo sales professional who just signed up for Fathom's free tier. The goal: get them to their first Al
summary, feel the "aha" moment, and plant the seed for team expansion.



Email 1: The First Summary (Sent immediately after signup)
Subject: Your next meeting, summarized before you leave the call

Preview text: Here's what happens the moment your next call ends.

Hi [First Name],

You just signed up for Fathom. Here's what that means for your next meeting:

Before the call: Nothing. Fathom joins automatically (or runs bot-free — your choice).
During the call: You focus on the conversation. No typing, no scrambling.

After the call: A tight, structured summary lands in your inbox — with action items extracted, decisions captured, and next steps
flagged. Before you've even left the Zoom window.

Most notetakers give you a wall of text. Fathom gives you the 5 things that actually matter from a 45-minute call.
Your next step: Join your next meeting with Fathom connected. That's it. The summary will come to you.
[See how it works — 60-second video]

Talk soon, The Fathom Team

Behavioural principle: Cognitive Load — one action (join your next meeting). No setup steps, no feature tour. The product
demonstrates itself through the next natural behaviour.



Email 2: The Template Moment (Sent 2 days after first call summary)
Subject: You just got a BANT summary. Here's what else Fathom can do.

Preview text: 15 templates. One for every kind of meeting.

Hi [First Name],
You've seen your first Fathom summary. Now let's make it work harder.
Fathom doesn't just summarise — it structures. You can choose from 15+ expert templates:
* BANT — for sales calls (Budget, Authority, Need, Timeline)
+ Sandler — for consultative sales
* General meeting notes — for internal syncs
* Retrospective — for post-mortems
* And 11 more
The right template turns a 45-minute call into a 30-second skim.
Try it now: Go to your next meeting's summary — click "Change template" — pick the one that fits.
[Explore all templates]

One more thing: if you're on a team where 2+ people are already using Fathom, you can set up a shared workspace — see everyone's
call insights in one place.

[Set up a team workspace]



The Fathom Team

Behavioural principle: Anchoring — the first summary anchors them to the product; this email expands the frame. Also plants the
team expansion seed using social proof ("2+ people on your team").

Email 3: The Team Seed (Sent 7 days after signup, if user has had 3+ summarized calls)
Subject: [First Name], your team might already be here

Preview text: When everyone uses their own notetaker, nobody wins.

Hi [First Name],

You've been using Fathom for a week. Your summaries are landing. Your action items are captured. Your post-call cleanup time is
down.

Now imagine your whole sales team had this.

Here's what changes when you standardise on Fathom:

+ Call coaching scorecards — see how every rep runs discovery, handles objections, and moves deals forward

CRM field sync — meeting notes flow into Salesforce/HubSpot automatically. No more empty "Meeting Notes" fields
+ Deal View — see call insights summarised by deal, not by rep
+ Shared playlists — highlight reels of great calls for onboarding new reps

The best part: your reps are probably already using Fathom's free tier. Standardising isn't a mandate — it's an upgrade to what they
already chose.



[See team plans — starting at $15/user/mo]

Or if you just want to keep using it solo, that's fine too. The free tier is free forever.

The Fathom Team

Behavioural principle: Social Proof + Reciprocity — "your reps are already using it" (social proof) + "the free tier is free
forever" (reciprocity, no pressure). The team expansion is framed as an upgrade to organic behaviour, not a top-down mandate.

7. The 90-Day Plan

Days 1-30: Positioning & Messaging Foundation

Week

Week 1

Week 2

Week 3

Week 4

Deliverable

Finalise positioning doc + messaging framework

Build competitive battlecards (Otter, Fireflies, built-in AI)
Rewrite homepage + pricing page copy

Launch the 3-email onboarding sequence

Goal

Lock the "summary-first" positioning shift

Arm sales/customer-facing teams with differentiation
Shift from "free notetaker" to "summary-first notetaker"

Improve activation (signup — first summarized call)



Days 31-60: Activation & Expansion

Week

Week 5-
6

Week 7

Week 8

Deliverable

Build team discovery detection (domain clustering)

Create sales team enablement deck (for the team/ Business
tier sale)

Launch persona-based landing pages (sales, privacy,
RevOps)

Days 61-90: Measurement & Iteration

Week

Week 9-
10

Week 11

Week 12

Deliverable

Instrument metrics: activation rate, free—paid conversion, team expansion velocity,

cap retention

A/B test the Al cap reframing (additive vs. subtractive)

Review and iterate on positioning based on conversion data

Goal

Identify when 3+ users on same domain — trigger
team nudge

Enable the expansion motion with RevOps buyers

Match messaging to ICP segment

Goal

Establish baselines

Reduce churn-at-cap

Refine the "summary-first"
message



Success Metrics

Metric Baseline assumption
Signup — first summarized call (activation) TBD
Free — paid conversion TBD
Individual — team workspace expansion TBD
Free-tier Al cap retention (users who hit cap) TBD
Win rate vs. Otter in competitive deals TBD

90-day target
+15%

+10%

+20%

+15% (fewer churn)

+10%

8. The Transferable Insight

This mock GTM isn't just about Fathom. The framework applies to any Al SaaS competing in a category with built-in platform

competitors:

1. Don't compete on category. Compete on the sub-skill. "Al notetaker" is the category. "Summary-first" is the sub-skill. The

sub-skill is where you can own a position the category leaders can't follow.

2. Free tier is acquisition, not positioning. "Free" gets people in the door. It doesn't keep them or differentiate you. Lead with the

thing competitors can't copy (summary quality, privacy stance).



3. The built-in platform threat is real — answer it with cross-platform + quality. Built-in Al is "good enough" for casual users.

Your edge is being better and platform-agnostic.

4. Expansion should ride organic adoption, not override it. When reps are already using the free tier, the team sale is an

upgrade to their choice — not a mandate. Frame it that way.

5. Privacy is a willingness-to-pay accelerator. In 2026, data practices are a buying criterion. Making privacy a positioning pillar

(not a footnote) expands the addressable market into requlated industries.

Sources
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Fathom pricing comparison (4 tiers)

Fathom review 2026 (Enterprise tier details)
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Fathom vs Fireflies vs Otter (privacy positioning)
Fathom vs Fireflies (summary quality comparison)

Otter vs Fireflies vs Fathom (category summary)

Citation
[12]

[1]

[2]

[15]

[3]

[7]

[4]

[9]

Rimpi Malik - Independent PMM Work - Strategic Sabbatical 2026 This mock GTM is an independent analysis. Fathom Al is not affiliated with

this work.



Sources

[1] Otter.ai vs Fireflies.ai vs Fathom: Best Al Meeting Assistant in 2026 (We... (saascompared.io)

[2] Fireflies vs Otter.ai vs Fathom: The Best Al Meeting Assistant in 2026 | S... (similarlabs.com)

[3] Al Meeting Notetakers 2026: Fathom vs. Otter vs. Fireflies - Al Learning G... (ailearningguides.com)

[4] Fathom vs Fireflies: Which AI Notetaker in 20267 (usecarly.com)

[5] Fathom Pricing in 2026: Free vs Premium vs Team vs Business | MeetingCompa... (meetingcompare.com)

[6] Fathom Review 2026 — Pricing, Features & Alternatives (officebook.dev)

[7] Fathom vs Fireflies.ai vs Otter.ai - A Complete Guide for Marketing Leader... (genesysgrowth.com)

[8] Fathom AI Notetaker - Never Take Notes Again (fathom.ai)
[9] Otter Vs Fireflies Vs Fathom: AI Notetakers (sitebard.com)

[10] Fathom Review (2026): Pricing, Features & Honest Verdict - MakerStack (makerstack.co)

[11] Fathom Review (2026): Pricing, Features & Verdict - Litmus (litmustools.com)

[12] Release Notes (help.fathom.video)

[13] Fathom Pricing: Free Al Notetaker + Team Plans (fathom.ai)
[14] Fathom Pricing: How Much Does Fathom Really Cost in 2026 « Sonix (sonix.ai)

[15] Fireflies vs Otter vs Fathom: Best AI Meeting Notetaker (2026) | SuperDupr (superdupr.com)



https://saascompared.io/blog/otter-vs-fireflies-vs-fathom/
https://similarlabs.com/blog/fireflies-vs-otter-vs-fathom
https://ailearningguides.com/product/ai-meeting-notetakers-2026-fathom-vs-otter-vs-fireflies/
https://www.usecarly.com/blog/fathom-vs-fireflies/
https://meetingcompare.com/pricing/fathom-pricing/
https://officebook.dev/tools/fathom/
https://genesysgrowth.com/blog/fathom-vs-fireflies-ai-vs-otter-ai
https://www.fathom.ai/
https://www.sitebard.com/otter-vs-fireflies-vs-fathom/
https://makerstack.co/reviews/fathom-review/
https://litmustools.com/review/fathom/
https://help.fathom.video/en/articles/6220097
https://www.fathom.ai/pricing
https://sonix.ai/resources/fathom-pricing/
https://superdupr.com/blog/fireflies-vs-otter-vs-fathom

	Mock GTM: Fathom AI
	If I Were Their PMM — A 90-Day Go-To-Market Plan
	The 5-Element Frame
	1. Market Context — The Category in 2026
	2. ICP Definition
	Primary ICP — The Solo Sales Professional
	Expansion ICP — The Sales Team Lead / RevOps
	Secondary ICP — The Privacy-Conscious Buyer

	3. Positioning Document
	Positioning Statement
	The Positioning Shift
	The Category Reframe

	4. Messaging Framework
	Primary Value Proposition
	Three Messaging Pillars
	Pillar 1: Summary Quality
	Pillar 2: The Free Tier That's Actually Free
	Pillar 3: Privacy by Default

	Persona-Specific Messaging
	Words to Use / Words to Avoid

	5. Competitive Battlecard
	Fathom vs. Otter.ai
	Fathom vs. Fireflies.ai
	Fathom vs. Built-in AI (Zoom, Google Meet, Teams)

	6. 3-Email Onboarding Sequence
	Email 1: The First Summary (Sent immediately after signup)
	Email 2: The Template Moment (Sent 2 days after first call summary)
	Email 3: The Team Seed (Sent 7 days after signup, if user has had 3+ summarized calls)

	7. The 90-Day Plan
	Days 1–30: Positioning & Messaging Foundation
	Days 31–60: Activation & Expansion
	Days 61–90: Measurement & Iteration
	Success Metrics

	8. The Transferable Insight
	Sources
	Sources


