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TapeOff

A local-first meeting recorder + Al summariser desktop app. Recording, transcription,
summary all happen on the user's machine; nothing leaves. $49 one-time purchase, sold
via Product Hunt + HN + SEO + word-of-mouth.

Category Set 4 - 12-mo Cash

Customer Privacy-conscious knowledge workers, consultants, executives whose meetings cannot or
should not be uploaded to cloud-based meeting Al

Monetisation $49 one-time purchase (Standard) - $79 (Pro with team-sharing) - $19/year optional cloud sync
subscription

Build effort Low

Plan version v1.0 — 2026-05

Executive Summary

TapeOff is a desktop application (macOS + Windows) for recording meetings and generating Al summaries
entirely on the user's local machine — no cloud upload of audio or transcripts. The wedge addresses a
meaningful underserved segment: professionals whose meetings cannot be uploaded to cloud-based Al
services (Otter, Fireflies, Granola, Fathom, Notta) because of attorney-client privilege, confidential
commercial negotiations, sensitive HR discussions, medical consultations, or simply privacy preference. The
category exists; the local-first answer has been thin.

Pricing model: $49 one-time purchase for Standard, $79 for Pro with team-sharing features, $19/year
optional cloud sync subscription for users who do want some form of cross-device sync (encrypted
client-side; provider cannot read). The one-time model produces immediate cash-flow positive economics —
no subscription churn to manage, single Product Hunt + HN + SEO launch can produce $20-50k in
first-month revenue from concentrated audience attention.

Year-1 target: 1,800 paying customers (~85% Standard, 12% Pro, 3% with cloud sync subscription),
generating m 78 lakh year-1 revenue against m 14 lakh costs. Cash-positive month 1 if Product Hunt launch
goes well; founder-shippable in 6-10 weeks with one engineer.
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The Problem

Knowledge workers in many professional contexts cannot use cloud-based meeting Al tools. Lawyers
(attorney-client privilege concerns), management consultants (confidential client engagements), M&A;
advisors (deal-sensitive discussions), HR professionals (employee discussions), therapists and medical
professionals (patient confidentiality), executives discussing competitive strategy or personnel matters. The
cloud-based tools (Otter, Fireflies, Granola, Fathom, Notta, Read) all require uploading audio to cloud
services for transcription and Al processing.

Even for professionals where confidentiality isn't formally regulated, many simply prefer not to have their
meetings uploaded to a vendor that's training models on the data, that's a breach surface, that's subject to
subpoena or government request. The privacy-conscious segment is meaningful and growing.

Existing local-first options are thin. Some users hack together Whisper running locally + ChatGPT clipboard
workflow for transcription + summary, but the friction is high. A few local-first tools exist (Hyprnote, Aiko) but
are early-stage with minimal polish. The professionalised local-first meeting recorder + summariser, with the
workflow ergonomics of cloud tools, has not been built.

The Solution

TapeOff is a desktop app that records meetings (in-person via microphone, virtual via system audio capture
for Zoom / Meet / Teams), transcribes locally using Whisper running on the user's machine (CPU-only for
older hardware; GPU-accelerated for newer Macs / Windows machines with capable GPU), and produces Al
summaries locally using small-model LLMs (Llama 3.1 8B, Phi-3 Mini, or similar — running in the 4-8 GB
RAM envelope that consumer machines support).

The product is intentionally simple. Click 'record' in the menu bar. Recording starts. When meeting ends,
click 'stop'. App produces transcript + summary + action items within 2-5 minutes (depending on meeting
length and machine). User reviews, optionally edits, optionally saves to local notebook (Obsidian,
Notion-local, plain markdown), optionally shares (export to PDF or markdown, or share to other TapeOff
users via direct peer-to-peer transfer for Pro tier).

Three structural differences from cloud-based meeting Al define the wedge. First, true local-first: nothing
leaves the user's machine. Audio file, transcript, summary all stay on disk. No cloud upload, no third-party
processing, no provider-side model training. Second, one-time price: $49 vs. $20-30/month subscription.
Third, ownership: the user owns the artefacts (transcripts as files in their filesystem) rather than renting
access from a vendor.

Optional cloud sync subscription ($19/year): for users who want cross-device sync without abandoning
local-first privacy posture. Sync is end-to-end encrypted; provider cannot read content. Useful for users with
multiple work machines.

Pro tier ($79 one-time): adds team-sharing capability (peer-to-peer transfer with consent for sharing meeting
artefacts with named teammates), team-wide shared templates for summary structure, multi-language
support (Spanish, French, German, Portuguese, Japanese for the international Pro tier).
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Market Opportunity

Addressable buyers: estimated 12-18 million knowledge workers globally who have a meaningful privacy
concern with cloud-based meeting Al (lawyers + consultants + therapists + HR + medical +
privacy-conscious executives). At 0.05% capture per year = 6,000-9,000 paying customers/year, $300-450k
annual revenue at $49 average ticket. Compounding via word of mouth and referrals.

The 'one-time purchase desktop app' market has demonstrated patterns through 2020-2025: BBEdit ($59),
Tot ($24), Things 3 ($50-80), Hyperkey ($25), Cleanshot ($29), Bartender ($16). Multiple of these have
generated $1-10M annual revenue from focused desktop-app product strategy. TapeOff fits the pattern.

Adjacent expansion opportunities. Year 2: industry-specific variants (TapeOff for Lawyers, TapeOff for
Therapists with HIPAA-aligned posture). Cloud sync subscription growth (initially niche, may grow as users
want cross-device flexibility). Enterprise team-licensing for organisations wanting standardised local-first
meeting capture.

Target Customer

Primary persona: a 45-year-old M&A; advisor at a 30-person boutique investment bank. Records 8-15
confidential client meetings per week. Cannot use Otter or Fireflies (deal confidentiality). Currently records
on phone + writes summary notes manually. Will pay $49 immediately on hearing about TapeOff; will likely
pay $79 Pro for team-sharing with associate colleagues.

Secondary persona: a 38-year-old senior product manager at a Fortune 500 company who frequently has
product-strategy discussions covering unannounced product directions and competitive intelligence. IT policy
prohibits cloud meeting recorders. Will pay $49 from personal funds for productivity reasons; potential
team-tier driver if word spreads internally.

Tertiary persona: a 52-year-old solo psychotherapist who wants better session-note workflow but cannot
upload patient sessions to any cloud service. Will pay $49 for the productivity gain over manual note-taking;
will accept the additional manual-curation work that local-first imposes.
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Product

Recording sources: built-in microphone (in-person meetings), system audio loopback (virtual meetings on
Zoom / Google Meet / Microsoft Teams / Webex), combined microphone + system audio (in-person hybrid
meetings with remote participants). Recording start/stop via menu bar widget + keyboard shortcut.

Local transcription: Whisper.cpp running locally with model selection (base/small/medium based on machine
capability). Apple Silicon Macs use Metal acceleration; Windows machines with capable GPU use CUDA,
older machines fall back to CPU (slower but functional). Typical transcription speed: 1.5-4x real-time
depending on machine.

Local summary generation: small-model LLMs (Llama 3.1 8B quantised, Phi-3 Mini, or Mistral 7B) running
locally via llama.cpp. Summary structure includes: 3-5 sentence executive summary, key decisions, action
items with assignees, open questions, key participants and their main contributions.

Customisable templates: user can configure summary structure (‘extract action items in checkbox format',
'note any commitments to follow up', 'summarise client feedback section separately’).

Export and sharing: PDF + Markdown + plain text export. Direct integration with Obsidian (write to vault),
local Notion-equivalent (Notesnook, Logseq), plain markdown files in folder of user's choice.

Pro tier — peer-to-peer team sharing: encrypted direct transfer between TapeOff users with consent;
meeting artefacts shared without cloud intermediary.

Optional cloud sync subscription ($19/year): end-to-end encrypted sync of meeting library across user's
devices. Provider cannot read content (E2EE via per-user keypair).

Technical Architecture

Desktop app: Electron or Tauri (Tauri preferred for smaller binary size + better performance). Cross-platform
macOS + Windows; Linux on year 2.

Transcription: Whisper.cpp + Whisper Large-v3 model (~3 GB download on first run, cached). Apple Silicon
Metal acceleration, Windows CUDA acceleration, CPU fallback for older hardware.

Local LLM: llama.cpp + small models (Llama 3.1 8B quantised at Q4_K_M, Phi-3 Mini, Mistral 7B). ~5-8 GB
RAM usage during inference. CPU-acceptable on modern machines; GPU-accelerated where available.

System audio capture: BlackHole or Loopback on macOS (BlackHole free; Loopback paid — Loopback
bundled with TapeOff license for users wanting it). VB-Cable or Voicemeeter on Windows (free).

Auto-update: Sparkle (macOS) + Squirrel (Windows) for auto-update without subscription server
requirements (only downloading update files from CDN).

Licensing: simple license-key system, validated on first install via vendor server, then operates offline.
Optional cloud-sync uses Cloudflare R2 + custom E2EE protocol.

Distribution: direct download from website (Stripe Checkout) and via Mac App Store + Windows Store (lower
priority due to revenue share).
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Business Model & Unit Economics

Pricing structure. Standard ($49 one-time): full functionality on one machine, transferable between machines
via license-key re-activation. Pro ($79 one-time): Standard + team-sharing peer-to-peer transfer +
multi-language transcription + advanced templates. Optional cloud sync ($19/year subscription): E2EE
cross-device sync.

Conversion economics: Product Hunt launch + HN + SEO + word-of-mouth drives initial customer
acquisition. Realistic year-1 distribution: 75% Standard, 22% Pro, 3% with cloud sync subscription.

Gross margin: ~94% on one-time sales (digital product, license key, near-zero marginal cost). Cloud sync
subscription margin: ~88% (small Cloudflare R2 storage cost).

Customer LTV is low (most customers one-time purchase) but margin per sale is high. Repeat revenue
mostly from cloud-sync subscription (small population) and occasional Pro upgrades from Standard
customers.

Unit Economics (Year-1 base case)

Year-1 sales (target) 1,800 (1,350 Standard + 400 Pro + 50 with cloud sync)
Average revenue per customer ~$55

Year-1 revenue $99,000 (~m 83 lakh)

Gross margin 94% on one-time sales

Customer acquisition cost (CAC) ~$30 (organic-heavy)

Payback period Single transaction

Year-1 all-in costs ~m 14 lakh

Year-1 net contribution ~m 65 lakh

Go-to-Market

Channel 1 — Product Hunt launch + Hacker News Show HN (35%): single concentrated launch event driving
initial sales spike (~300-600 sales in first 2 weeks if well-executed). Product Hunt for general consumer-tool
audience, HN for technical-privacy-conscious audience.

Channel 2 — Privacy-community organic (25%): r/privacy, r/macapps, r/windowsapps, IndieHackers, niche
Twitter privacy communities. The product is shareable when users find it valuable.

Channel 3 — SEO + content marketing (25%): substantive content on local-first meeting recording,
attorney-client privilege + Al considerations, HIPAA + meeting Al, privacy-first productivity. Long-tail SEO
compounding over time.

Channel 4 — Professional-community direct outreach (15%): legal-community publications (ABA Journal,
regional bar association newsletters), consulting-community publications (Management Consulted, similar),
targeted ads in privacy-and-confidentiality-conscious professional channels.

Roadmap (first 12 months)

e Month 1-2: MVP build — macOS desktop app with Whisper transcription + Llama summary + basic
export. Windows version follows month 3-4.

e Month 3: Product Hunt launch + HN Show HN + Stripe Checkout live. Goal: 250 first-month sales.

Confidential business plan — for evaluation only



TapeOff — Business Plan Page 6 of 5

L]

Month 4-5: Windows version launched, Pro tier with team-sharing implemented, Linux version begin.
~500 cumulative sales.

Month 6-8: Multi-language transcription (Pro tier), optional cloud sync subscription launched. ~1,000
cumulative sales.

Month 9-12: Industry-specific positioning content (TapeOff for Lawyers, TapeOff for Therapists),
template-library expansion, ~1,800 cumulative sales by month 12.

Key Risks

Local-LLM quality variance: small models (Llama 3.1 8B class) produce decent summaries but not as
good as GPT-4-class cloud models. Some users will find quality insufficient — mitigated by allowing
users to configure their local model (some users have larger machines and can run 70B-class models
locally; some prefer the trade-off), by template customisation that constrains the summary structure for
more reliable output.

Apple Silicon vs. Windows performance gap: macOS users with Apple Silicon get great transcription +
LLM performance; Windows users with weaker hardware get slower performance. May produce uneven
user experience — mitigated by clear hardware-requirement guidance during purchase, by
Windows-specific optimisation effort, by CPU-fallback paths.

Cloud-based competitors releasing 'local mode' or '100% private cloud': Otter, Fireflies, Granola may add
features that approximate local-first privacy promise without full local execution. Mitigated by genuine
local-first commitment (no fallback to cloud) and by the trust premium that 'truly nothing leaves your
machine' commands over ‘cloud processing with privacy guarantees'.

Single Product Hunt launch dependency: revenue heavily concentrates around launch event; weak
launch directly reduces year-1 revenue meaningfully. Mitigated by sustained SEO + content investment
for ongoing organic acquisition, by Windows + Linux launches as secondary launch events.

One-time pricing means no recurring revenue cushion: every month's revenue requires new customer
acquisition. Mitigated by long-tail SEO compounding, by Pro upgrade path from Standard customers, by
cloud-sync subscription as modest recurring revenue stream.
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