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  1. How to get an FDE involved

  Source: https://posthog.com/handbook/forward-deployed-engineering/how-to-get-fde-involved

  
  This page is for customer success managers, technical account managers (TAM), and anyone sitting on a customer who needs hands-on help setting up PostHog. It covers how to pull in a forward deployed engineer (FDE), and, just as often, how to sort the problem out without us.

New to FDE? Start with the overview.

First, try to self-serve

Most "we need help setting up PostHog" requests don't actually need an engagement. FDE work is often paid, so solving it yourself saves the customer both time and money.

Before anything else, point the customer at the PostHog wizard audit:

npx @posthog/wizard audit all

It runs the same checks our FDE team would do by hand. It's read-only, takes a few minutes, and produces a report (a markdown file plus a shareable PostHog notebook) that names exactly what's wrong and what to fix first. Plenty of teams find their own engineers can take it from there.

We also have a growing library of PostHog skills you can point an agent at to do a lot of this yourself. They cover far more than audits: migrations, config cleanup, spotting what's misconfigured, and plenty else. Most work directly against a customer's instance through the MCP tools, so you don't always need their codebase to dig in. To run them against the customer's own data, do it on their behalf by impersonating their account.

For the smaller questions that come up along the way, PostHog AI and the PostHog Slack app handle most of them without needing to pull in a person.

If they still need hands-on help

Before you route anything to us, gather the data we need to get started. It saves you a round-trip and saves us the context-switch:


	Gather what we need to scope it. Two things make discovery quick: the wizard audit reports, so we start from real evidence instead of a blank page, and a read on what's actually blocking them: engineering bandwidth, trust in the implementation, internal coordination, or "we want someone to do it for us." That's the signal that decides what kind of engagement this becomes. Alongside those, name the customer, the product area, a one-sentence description of the problem, what would exist at the end that future customers could reuse, what codebase or data access is available, and a rough size (a week, a month, longer).

	Set rough expectations on price. Use the shape, not an exact number; see what it costs. If the customer wants an exact figure, tell them you'll get a quote within a day and route it through the AE.



With that in hand, you can run intake yourself using the FDE vault skills (intake, scoping, and quoting). Anyone at PostHog can run them, and they'll produce a calibrated scope, an hour estimate, and a proposal without needing an FDE in the loop. See the skills README in the fde-vault repo.

Or bring it straight to the  team.





  2. How forward deployed engineers work

  Source: https://posthog.com/handbook/forward-deployed-engineering/how-we-work

  
  The engagement lifecycle

Every engagement moves through four phases:


	Intake. A colleague or customer raises a need. Capture enough to classify and route it: the customer, the product area, and a one-line ask.

	Scope. Classify the engagement type, estimate effort, and quote if the shape calls for it. The output is a short brief the customer can check before we commit. Details below.

	Execute. Do the hands-on work: instrumentation, data modeling, migrations, integrations, dashboards, reference implementations. Capture the durable artifacts as you go.

	Wrap-up. Confirm the deliverable shipped and was approved, hand the relationship back to sales and CS, and write down anything that came up so it can be preserved for the next customer.



Scoping and engagement types

Before delivery starts, every engagement needs a clear outcome, a rough timeline, and a shared definition of "done." We write this down as a short brief and send it to the customer to check before committing. Scope small: it's cheaper to expand a tight scope than to unwind a loose one.

Always ask yourself while scoping: would this output be useful to a different customer facing a similar problem? If yes, it's compounding FDE work, so make sure the artifact lands somewhere reusable. If no, it's a scoped deliverable or a support answer. Being honest about this keeps the team's capacity pointed at work that compounds.

Principles

These are the defaults we bring to every engagement. Each is a lever on the same goal: customer value that compounds.


	Solve the customer's actual problem, not the one that's easiest to ticket. The strongest move is often to correct a customer's mental model rather than build exactly what they asked for. Before digging in, ask what decision actually depends on the answer, and what "good enough" looks like for it.

	Start with the MVP. Say what the minimum answer is before you start. A short list today usually beats a long analysis next week. Building more than the question asked for isn't thoroughness, it's waste. Push back on every "should we also...".

	Reach for PostHog's own primitives first. Prefer PostHog AI and the platform's built-in capabilities over bespoke engineering. The simplest path the product already supports is usually right, and it's the one the customer can maintain after we leave.

	Solve it once. Anything you build for one customer should, where possible, become a reusable example, template, or product improvement.

	Lead with substance. In customer communication, lead with what you found and what you'd do, never with the fact that an artifact exists. "The writeup is ready" reads as corporate filler. Say what's in it.

	Stay close to product engineering. We're the fastest feedback loop between real customer usage and the roadmap, so use it.



Judgment over output

As AI handles more of the production, an FDE's value is less in how much they can produce and more in the judgment they bring to it. When generation is cheap, the scarce skills are the ones a model can't supply for you:


	Prioritizing well. Knowing which of ten reasonable things to do first, and which not to do at all.

	Deriving the true problem. Reading ambiguous or over-specified requirements and finding the real question underneath.

	Choosing the simplest thing that works. The simple approach where it serves, the robust one only where it prevents real regressions.

	Now vs defer vs delegate. Deciding what to fix now, what to consciously defer, and what to hand to the customer's team, the product, or an AI agent.



We hire and grow for this, and we give people room to exercise it rather than a script to follow.

What it costs

Pricing depends on shape, hours, and commercial context, so exact numbers live in the FDE calculator and the commercial reference, not here. The philosophy:


	Discovery and scoping before an engagement is free and time-boxed. If a customer wants more before signing, that becomes a paid proof-of-concept.

	FDE engagements have a minimum size (roughly a one-week sprint) because anything shorter can't produce something that compounds. A one-day "FDE engagement" is just support with a fancy name, so quote it as support instead.

	ProServ is quoted per deliverable, not per hour. A deliverable that doubles in scope is a new quote, not a conversation about generosity.



Never invent an exact number on the spot. If a customer asks, say you'll get them a quote within a day and route it through the account exec.

Improvement loop

Doing the work and improving how we work are the same activity. Every engagement teaches us something: a recurring question, a pattern that held, a place the process drifted. We capture those, gate the ones that hold, and graduate them to the right level of generality: a customer question becomes a topical reference, a cross-customer pattern becomes a lesson or a playbook entry, a hard-won rule becomes a standard.

The result is a team knowledge base that gains weight over time, so the floor is higher on every new engagement.





  3. New starter onboarding

  Source: https://posthog.com/handbook/forward-deployed-engineering/new-hire-onboarding

  
  Welcome to the PostHog Forward Deployed Engineering team! We only hire about 1 in 400 applicants, so you've done well to make it here!

Onboarding here is mostly self-serve - we won't sit you in a room for training for two weeks, and unlike a lot of companies, we'd prefer you get up and running with quickly. If you're not sure who's supposed to make something below happen, the person responsible is almost certainly you.

Below is a rough plan for your first month - use it as a guide, not a contract. The handbook itself is a work in progress, so you'll find gaps as you ramp up, things you needed to know that weren't written down. That's normal, and when you find a gap your job is to fill it in so the next person has it easier.

Week 1 – product immersion

This week is about getting to grips with the PostHog concepts that you'll come across most frequently as an FDE.

General onboarding / tool set up


	Follow your onboarding issue to get yourself set up as a PostHog employee.

	Install your favorite LLM of choice.

	Set up tools like Zoom, Gong, Granola and Calendly so that you can talk with customers in our standard way.

	Read the FDE section of the handbook.



Self-guided product learning:

For each of these steps after you are finished record a short video (we use Loom mainly) explaining what you've done and learned and share it into your onboarding channel.  We have deliberately left links to the documentation out of this section so that you can learn to navigate our website and docs.


	Build a demo app using your favorite JS framework and server-side language (assuming they are in our supported libraries of course).

	Set up PostHog in the app.  Avoid using the wizard/other helpers as most customers you encounter will have been through a manual integration process.

	Set up identity resolution on both the client and server side.  Make sure your users are stitched together properly between client and server.

	Implement sensible session replay controls.

	Implement client-side feature flags and a realistic experiment which uses those flags.

	Switch your feature flags to use server-side local evaluation.  What are the differences in process?  How do we bill for these two approaches?

	Integrate error tracking both on client and server.

	Add in any other products as you see fit.




	If you have a chance, rerun the integration above but use the PostHog Wizard to understand how much easier it is.



At the end of the week share a full retro of what you've done and learned with the team, and also submit a PR to this page to improve ot for future new starters.

Week 2 – get acquainted with the FDE Vault

The FDE Vault is the main place we store internal context about how we work, and track specific customer engagements.  Once up and running as an FDE you'll be using this daily to track and inform your work.

To get started, follow the set up steps in the README in the root of the repository.

Once connected, you can ask your AI of choice questions about the vault and process.  The rough order you should think about doing things is:


	Read, in order: README → FDE manifesto → AGENTS.md → engagement process

	How we work: standards, judgment, and the culture

	Common FDE work patterns - for each of the implementation areas you covered in week 1 use the vault to find customer engagements where we have solved problems related to those areas.  What had drifted from our recommended best practice?  What did we do about it?



At the end of the week, revisit the DevShip repo from the SuperDay.  Seed the project in a new PostHog project and rerun the audit using the knowledge you have obtained from your first two weeks here.  Share a write up highlighting any gaps in your original submission (ask the team if you don't still have this to hand).

As you go through the vault if anything is unclear ask your onboarding team mates for help and clarification.  Once you learn something new, make sure you submit it as a PR to the vault or handbook.


Weeks 3–4 – start working with customers

We will normally do in-person onboarding in week 3 - this will mainly be focused around a review of your first couple of weeks, how the wider GTM organisation works as well as in-person work on the below.


This is when you start working with your customers. Ask the vault for the current in-flight engagements we have, and then work with the FDE on that engagement to see which tasks you can pick up.  Ask for their review once you're done.

Simultaneously, for any new engagements that crop up after your second week, start to run intake for those engagements (the vault should help you out with what to do here)

What good looks like at the end of week 4

Things are going well if:


	You have significantly leveled up your PostHog product knowledge from when you started.

	You're comfortable with the vault and how to contribute to it

	You've started to work on customer engagements

	You've run your first intake

	You've improved the way we as a team work



Month 2 and beyond

By the end of month 2:


	You'll have completed your first end-to-end customer engagement

	You'll have continued to improve the way we work

	You'll have contributed something of value back to PostHog (the product)







  4. Forward deployed engineering overview

  Source: https://posthog.com/handbook/forward-deployed-engineering/overview

  
  Forward deployed engineering (FDE) is PostHog's team of engineers embedded with customers to get their implementation right. Depending on the engagement, that might mean hands-on work in their codebase (migration, instrumentation, dashboards, experiments) or it might mean getting their foundations right and enabling their team without ever touching code.

What makes this different from professional services is that every engagement compounds. The patterns we see across customers become reusable artifacts, skills, and product improvements that benefit the next customer and the broader PostHog user base.

FDE isn't just technical execution. AI made generating code easy, so the value we add is judgement: prioritizing for our team and the customer, helping them find the root of their problem, then planning and executing the best solution that fits their culture.

We sit between the customer, sales and CS, and product engineering. See how we work for how we operate day to day.

What an FDE is

We don't maintain a fixed list of services. If solving a customer's problem produces something reusable, we're interested in seeing if we can help. In practice, that often looks like:


	Help customers design and implement PostHog for their specific stack, scale, and use cases

	Unblock technical adoption: instrumentation, data modeling, migrations, and integrations

	Build reference implementations, examples, and internal tooling that make future engagements faster

	Feed real customer problems back into the product via our product engineering teams



What an FDE isn't


	Support. We have an amazing Support team who provide deep technical insight and fixes issues day-to-day, but they have to move fast from customer to customer. FDE work is higher-touch, tied to a specific customer outcome, and designed to leave something reusable behind.

	Sales, success, or account management. Your TAM or CSM owns the commercial relationship, we're embedded on the technical side for scoped engagements.

	Product engineering. Our focus is work that compounds across customers and engagements, not owning product direction, though the insights we surface help our team prioritize.



When FDE gets involved

The FDE team is small, so we're deliberate about where we spend time. Typical triggers:


	A high-value prospect or customer has a technical blocker to adoption or expansion

	A complex implementation, migration, or integration that benefits from hands-on engineering

	A repeatable technical problem worth solving once and templating for everyone



Who to talk to

If you have a customer who might need FDE help, or you're trying to figure out whether something fits, the fastest path is to talk to the  team directly. Bring the customer, the product area, and a one-line description of what they're trying to do. That's enough for us to tell you whether it's FDE-shaped and what happens next. If you're routing something formally from sales, CS, or engineering, the full intake path is in how to get an FDE involved.





  5. Working with customers

  Source: https://posthog.com/handbook/forward-deployed-engineering/working-with-customers

  
  Forward deployed engineers (FDEs) own the technical outcome of an engagement; the commercial relationship stays with sales and CS. Once the work is scoped, delivering it well comes down to a handful of habits: a steady cadence, clear deliverables, and a clean handover. For the process behind an engagement (the lifecycle, scoping, engagement types, and pricing), see how we work.

Delivery

Hands-on implementation work: instrumentation, data modeling, migrations, integrations, and reference implementations.

A deliverable is finished when a stranger on the customer's team could pick it up cold, understand the scope, follow the recommendation, and not need to ping us. Every deliverable answers four questions, in order:


	What is this? One paragraph, no jargon.

	What did we find or build? The substance: lead with the conclusion, then the supporting analysis.

	What does the customer do next? Specific, ordered, and assigned to named people.

	What did we assume, and what's out of scope? Calibrates expectations and protects against scope creep on the next iteration.



Write in the customer's vocabulary, not ours; their team has to live with the deliverable. Be direct: "use X" beats "you may want to consider X."

Foundations before dashboards

Most analytics engagements have a hidden trap: dashboards are the visible deliverable, so there's pressure to build them first, but they're only as trustworthy as the data layer underneath. Built on a half-joined identity layer or a partially instrumented event stream, a dashboard won't throw an error. It'll show a number that looks right and isn't, which is worse than no dashboard at all, because the customer will make real decisions on it.

So we work in order:


	Data layer. Get the product, billing, and CRM sources cleanly joinable, taxonomy clean, and identify/group calls firing on time.

	Dashboards and automations. The stuff the customer opens every day: churn triage, renewals, product health, alerts.

	Documentation and training. Hand off to the customer's team so they own it after we leave.



Rhythms


	Reply within a business day to any direct customer mention or DM. If you can't answer in a day, acknowledge in a day and give a real ETA.

	Weekly sync. 30 minutes at the same time each week for in-flight engagements. If there's nothing to talk about, cancel; don't pad.

	Weekly async update. A one-paragraph status note in the customer channel that frames the next week, so nobody's surprised on Monday.



<!-- TODO: ONSITES document how FDEs run customer on-sites: when one is worth it, how to prepare, and what good looks like. Reference the sales team's customer on-sites guide (/handbook/growth/sales/customer-onsites) and engineering's visiting customers guide (/handbook/engineering/visiting-customers). -->

Handover

When the technical work is done, hand the relationship back to the account owner and write down what was built and why. A clean handover means:


	The deliverable is shipped and approved by a named person on the customer side.

	Any follow-on work is captured as explicit tasks, not left implicit in the prose.

	Questions that came up during the engagement are answered in writing, so the next customer, or the CS owner, hits an answer instead of re-deriving it.

	Anything that generalized has been graduated into shared fde-vault.



Boundaries with support

FDE engagements are scoped and higher-touch, and they leave a durable artifact. Ongoing, ticket-shaped issues belong with support. If a customer's questions are recurring and reactive rather than pointed at a specific outcome, that's a signal it's support (or a support retainer), not an FDE engagement, so reframe it rather than absorbing it silently.





  6. Working with product engineering

  Source: https://posthog.com/handbook/forward-deployed-engineering/working-with-product-engineering

  
  Forward deployed engineers (FDEs) are one of the fastest feedback loops between real customer usage and the product roadmap.

Feeding customer problems back

FDEs hit PostHog's rough edges under real customer workloads before anyone else does. When you find a bug or a product gap, tell the owning small team and file an issue: what broke, who hit it, what it blocked, and how to reproduce it. Good context gets it fixed faster, so the next customer never hits it.

Escalations

When a customer engagement is blocked by something only a product team can fix, we hand off to the owning team. How that handoff works varies: some teams prefer async write-ups, others prefer you join their standup. Finding the best channel for each team is part of the job, the same way it is with customers. When something works well, share it with the team so others can use it.

Contributing changes

FDEs can often fix or extend things directly rather than waiting on a team. When we do, we follow the same development process and review standards as everyone else, and we work with the owning team rather than around them.

Respecting team ownership

Product teams own their areas, full stop. We find the owning small team, loop them in early, and respect their call on their surface. The whole point of feeding customer problems back is to make the roadmap better, and routing around the team that owns it defeats that.





  7. Working with sales and CS

  Source: https://posthog.com/handbook/forward-deployed-engineering/working-with-sales-and-cs

  
  Forward deployed engineering (FDE) works alongside the sales, customer success (CS), and onboarding teams. They own the commercial relationship and bring us in when they need scoped delivery of technical outcomes.

Who owns what


	Sales owns the deal and the commercial relationship; see new business.

	CS / TAMs own the ongoing customer relationship and health; see customer success.

	FDE owns scoped technical engagements that unblock adoption or expansion.



We collaborate with these teams to provide focused, embedded technical work. The commercial relationship stays with the account owner throughout.

How FDE gets pulled in

Sales or CS flag a technical blocker or opportunity, and we scope it. Before you route something to us, run the quick self-check in how to get an FDE involved. That page also covers the cases where a customer can self-serve without an engagement at all, which is often.

One thing worth naming from the sales and CS side: an FDE ask usually surfaces mid-deal or mid-relationship, so the person routing it already holds the commercial context we don't. Bring that with you: where the account is in its lifecycle, what's actually at stake commercially, and how time-sensitive it is, so we scope against the real constraint rather than the technical problem in isolation. Then bring it to the  team.

Pre-sale vs post-sale

FDE engagements begin where pre-sales ends. If a prospect needs deep, ongoing technical work to be convinced, that's a signal the engagement should be scoped.


	Pre-sale: helping a prospect prove PostHog will work for them through advisory reviews, proofs-of-concept, and architecture assessments, often alongside trials. Currently FDEs don't do pre-sales work.

	Post-sale: implementation, migration, and expansion work for existing customers. This is where the FDE engagements live, and where the work is most likely to compound.



Handoffs

Clean handoffs in both directions:


	Into FDE: CS or sales gives us the customer context and the technical ask, and we scope it before committing.

	Out of FDE: when the technical work is done, we hand the relationship back with a record of what was built, what the customer should do next, and any follow-on work captured explicitly. See handover for the checklist, and the sales team's sales handover for the adjacent process.



One rule of thumb: if the customer's team needs to act on something without us in the room, it belongs in a durable deliverable, not a Slack DM or a thread they'll never manage to find again.
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