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  1. Chrome extension billing case study: Wildfire Systems

  Source: https://posthog.com/handbook/onboarding/chrome-extension-billing-case-study-wildfire

  
  Summary

Wildfire Systems implemented PostHog in a Chrome Extension environment. Due to how extensions handle session and identity persistence, they experienced unusually high event volume and feature flag calls, which led to inflated billing.

This document explains the technical causes, the customer's solution, and how to identify similar cases using Metabase.

Technical root cause

| Issue | Explanation | |------|-------------| | PostHog re-initialized on every extension wake | Chrome extensions create a new runtime context when switching from idle to active. Each context re-initialized PostHog without access to prior storage. | | A new distinct_id was created each time | Since local storage is isolated per context, the PostHog SDK could not persist the ID. This triggered a new anonymous ID on each wake cycle. | | identify() was called repeatedly | Each new ID triggered a comparison to the persisted UUID. Since they always differed, identify() was called each time. | | identify() triggered reloadFeatureFlags() | Every call to identify() refreshed feature flags. | | /flags requests were billed, even when quota-limited | PostHog counted these requests toward the usage quota, even if the response returned no flags. | | Added budget mid-cycle had no effect | When the team increased their billing limit, it did not retroactively unlock flags. Only new requests after the monthly reset were allowed. |

Fix implemented by the customer

The Wildfire team applied the correct approach:


	Persisted a shared UUID via chrome.storage.local



This ID was generated once, then reused across all extension contexts.


	Bootstrapped PostHog with the UUID



On every initialization, the distinct_id was passed via bootstrap.


	Avoided calling identify() unnecessarily



The team checked if the existing distinct_id matched the UUID before calling identify().


	Minimized /flags requests



Bootstrapped feature flag values were passed during init, reducing the need for real-time flag fetches.


	Used PostHog dashboard to monitor



The "My PostHog Billable Usage" dashboard showed real-time data to verify that fixes worked.

How to spot this in metabase

If a customer is using a Chrome Extension without proper initialization, you will often see the following patterns in the usage dashboard:

1. Extremely high identify event counts


	identify makes up more than 70 to 90 percent of all events

	Often accompanied by minimal actual user activity events (clicks, views, etc)



2. /flags usage is abnormally high


	Feature flags represent a significant portion of the total volume or cost

	Check the forecasted bill by product to confirm this



3. Total event volume appears inflated without a matching frontend footprint


	Session volume may be high without corresponding actions

	Repeated initialize-then-identify patterns from ephemeral clients can drive this



4. Usage patterns appear to "pulse" or reset regularly


	Graphs show sharp daily spikes at regular intervals

	Indicates extension wake cycles creating new sessions and IDs



5. No batch exports, minimal standard library usage


	Chrome extensions often do not use session replay, heatmaps, or full web libraries

	You may see a custom library version or just raw SDK usage



6. High $set, $identify, $groupidentify volume with few custom events


	Suggests backend or SDK-driven implementations without user interaction data



When you see these signs together, it is a good idea to ask: "Are you using PostHog in a browser extension product or other ephemeral context?"

If confirmed, you can share bootstrapping and identity persistence best practices.

---

Recommendations for extension developers

| Task | Details | |------|---------| | Persist ID manually | Use chrome.storage.local to persist UUID | | Bootstrap identity | Pass the UUID during posthog.init() with bootstrap.distinctID | | Avoid repeated identify() | Only call identify() if the ID has changed | | Reduce /flags usage | Use bootstrap.featureFlags and disable polling if needed | | Monitor proactively | Use the "My PostHog Billable Usage" dashboard | | Educate early | Customers should be aware that extensions require manual handling |





  2. Metabase account analysis playbook

  Source: https://posthog.com/handbook/onboarding/metabase-account-analysis

  
  Auto TL;DR

  At a Glance

  This long page covers these main areas. The list is generated from the article headings, so it updates with every handbook rebuild.

  	Summary

	What to pay attention to

	1. Billing history

	2. Forecasted bill breakdown by product (all projects)

	3. Billing limits

	4. Projects for the organization

	5. Org membership permission level

	6. Key event volume (all projects)



  Summary

Metabase dashboards mirror a customer’s PostHog usage so we can diagnose billing, implementation quality, and quick-win optimizations. For audio and video learners, check out these:


	Metabase overview recording

	Billing deep dive walkthrough



While checking the account in Vitally, you can access a dedicated Metabase dashboard for this account directly from the sidebar:

Image: Vitally Dashboard Usage Link

(Note that you may need to configure your properties first to see that by clicking on the "+" button next to properties)

There are two Metabase instances, US and EU, that correspond with the PostHog instance that the customer is on. There might be some visual differences, but accessible data should be roughly the same:

Image: Metabase Customer Usage Dashboard Example

What to pay attention to

1. Billing history

Here you can see an overview of the billing: past bills that went through, bills that were covered with the usage of credits, refunds, and future forecast:

Image: Billing history and credits as seen in Metabase

Looking at credits can be especially relevant for Startup or YC Plan customers (that usually use credits or might run out of credits and also display a forecasted MRR). If we ever issued one-off credits (e.g. for spikes), their usage will also be similarly displayed here.

Refunds are also visible with a red bar:

Image: Refunds as they would appear in Metabase

The forecast corresponds with the forecasted MRR that you can see in Vitally’s sidebar, while if you’re interested in how much has been incurred so far, it’s something you can check directly in Stripe’s invoice:

Image: Vitally forecasted MRR and Stripe links

2. Forecasted bill breakdown by product (all projects)

This is where you can quickly see what constitutes the majority of the bill and what can be a lever to reduce customers' spending. It's the best place to start the conversation around the value they take from PostHog.

Image: Metabase billing circle

Check the highest % to see if we can share some recommendations on how to reduce the spend, see if it’s not caused by improper implementation, and pay attention to whether the user is not billed for the add-ons that they don’t use in practice (e.g., Groups, data pipeline).

3. Billing limits

The default limit for the data warehouse is $500, and $150 for PostHog AI, so that’s something you may see quite often. Seeing other billing limits added might be an indication that someone could benefit from a more long-term solution and a cost-cutting strategy, as once the limit is hit, the data is not ingested anymore and is lost forever. Billing limits are just a temporary patch, but not a solid solution.

Image: Metabse billing limits

4. Projects for the organization

This is where you can see whether any Session Replay controls have been implemented (minimum duration, sampling, feature flags). Any URL/event triggers won't be visible here.

If controls are missing but usage is high, recommend applying them before scaling replay usage. Most users should at least have minimum session duration enabled as most < 2 second recordings are not valuable but still racks up usage and billing.

Image: Metabse session replay controls

Session replay controls must be added for each project separately.

5. Org membership permission level

We use all_admins_owners to send our outreach emails on the onboarding team. You can copy all of them for your first email, and if the list gets too long, you can compare it with the list of active users in Vitally to see who might see your email. After a while, if you haven’t heard back, next time you can experiment with emailing recently active users from Vitally as well.

Image: Metabase admin owner member emails

6. Key event volume (all projects)

The heart of our analysis. You can see the % of the most used event types. You can see whether they’re using Autocapture, custom events, or when they have an unusual spike in $pageleave events. If you see a high ratio of autocapture events, but 0 Actions in the “Actions (by type)” graph, you can assume that they may not take enough value from it.

Image: Metabse key event volume for all projects

7. Total event counts (all projects)

A supplementary chart to the “Key event volume”. Both should be reviewed together. The area chart shows the most used events, and potential unexpected spikes. Events marked by the $ sign are the default PostHog events.

Image: Metabse total event counts for all projects

This graph corresponds with “Billable usage insight” insight within the “My PostHog billable usage” dashboard template. It’s a good idea to show it to users, so that they can keep an eye on their usage and decide if everything they see there is needed for their tracking.

8. Event ratios per person or session (implementation error check)

If you see an unnatural spike in $set or $identify events in the two previous charts, here you can see whether their implementation is correct. Usually, 1-3 calls per session are alright, and things may get tricky if it’s more than 4. If they are using group analytics, pay attention to the groupidentify calls per session as well. Feature flag calls per session can also help indicate further troubleshooting may be needed if it's too high:

Image: Metabse event ratio checks for implementation errors

9. Hog Destinations

If they pay for data pipelines but have no active destinations, flag the mismatch and suggest enabling or removing the add-on. Newer accounts pay by usage (rather than the add-on), so keep an eye out for that as well.

Image: Hog destinations, batch exports, data warehouse syncs

You should also check whether they are using batch exports or data warehouse syncs.

Billing Deep Dive dashboard

The link is already available in our Daily view in Vitally, but make sure you also have it handy in the Account’s sidebar as well. Go to Properties > PostgreSQL> Billing Deep Dive Dash, and click on a pin icon:

Image: Metabase billing deep dive dashboard from within vitally

This dashboard is extremely helpful to dive deeper into the usage of Feature Flags and Session Replay, which is not that clear and easily accessible in the default Metabase dashboard. It gives you more insight into mobile vs. standard web reply, or decide vs. local evaluation requests for feature flags.

It’s really handy when you want to investigate a spike in usage (e.g., due to an error in the implementation) and for how long it lasted. Some users struggling with their config may ask you about it specifically.

Pick the appropriate feature from the Category dropdown, update the filter, and adjust the period.

Here, for example, you can see an error in the implementation of the Feature Flags local evaluation, how it compares to Feature Flags in the front-end, and when the problem has been resolved:

Image: Metabase billing deep dive dashboard example

The breakdown by “product x team_id” helps understand the usage per project (by project ID). It's a very popular feature request that the Billing team is working on so that it can also be accessible within PostHog.

Image: Metabase billing deep dive usage per project

Operational billing actions

Re-authenticate the billing admin

Go to billing.posthog.com with your PostHog Gmail, then billing.posthog.com/admin should load again after login.

Adding credits

Watch this video: How to add credits (Loom)

Image: Adding credits in the billing admin

In the billing admin portal, click “Add” next to Credits, search by Organization ID, set amount and reason, and leave an internal note.

Credits now fund the Stripe balance; legacy “credits expire” fields may still appear. Notify Billing if credits do not stick.

After adding the credits, return to Stripe to ensure the changes were applied correctly.

Rectifying a failed invoice

Watch this video Issuing a credit note (Loom)

Sometimes, you may notice that a customer has deliberately not paid their invoice due to an unexpected spike in product usage or because the bill exceeded their planned budget. In some cases, they haven’t reached out to us for help before the bill was renewed.

In these situations, we're here to help them sort out their usage and billing. However, it's no longer possible to simply add credits—we now need to adjust the already-issued invoice directly in Stripe.

This can be done using credit notes, which allow you to either compensate the full amount or offer a pro-rated relief. Please ensure you have the appropriate Stripe permissions; otherwise, you may not be able to access this option:


	Access the invoice in Stripe.

	Look for the “Issue a credit note” option.

	Select a reason and add an internal note explaining the context.

	Check the items to credit. If you’re compensating the full amount, all items should be selected. If you're addressing a specific issue—such as an unexpected spike in usage—select only the relevant line items to discount that specific amount.



After saving the changes, you should see on the main invoice page that the invoice is marked as “Canceled”, and that the credit note has been sent to the user.

Image: Stripe failed invoices and issuing credit notes in lieu of a refund

As a best practice, always engage with the user first to understand their specific situation. This allows them to confirm whether an unexpected event occurred on their end, rather than us proactively rectifying failed invoices. The reason for this is that the customer may churn, and in that case, the invoice might be considered uncollectible rather than refunded.

Lastly, always add a note in Stripe to explain why credits are being issued.





  3. New hire onboarding

  Source: https://posthog.com/handbook/onboarding/new-hire-onboarding
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  Your first few weeks

Welcome to the PostHog's Onboarding team! We only hire about 1 in 400 applicants, so you've done well to make it here! Unlike a lot of companies, we don't have a super-long onboarding process and would prefer you to be up and running with your customer base as quickly as possible.

Here are the things you should focus on in your first few weeks at PostHog to help you achieve that.

Ramping up is mostly self-serve - we won't sit you down in a room for training for 2 weeks. If you're not sure who is 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.

Day 1


	Familiarize yourself with how we work at PostHog.

	Meet with Magda, who will run through this plan and answer any questions you may have. In addition, come equipped to talk about any nuances around how you prefer to work (e.g., schedules, family time, etc.).

	Setup relevant tools and check out tools specific for the Onboarding team.

	If you start on a Monday, join your first PostHog All Hands (at 4.30 pm UK/8.30 am PT) and be prepared to have a strong opinion on whether pineapple belongs on pizza.

	If you start on a Monday, join your first Onboarding standup.

	We fill in a GitHub issue every week before this meeting, so we are prepared for the discussion topics. Magda will add your GitHub handle to the template.



Rest of week 1

This week is about getting set up and learning how we talk about PostHog. You'll feel extremely unproductive, and that's fine - the aim is to set yourself up for in-person onboarding. Read everything you can, work through the product fundamentals, and gather questions we can work through together.


	Confirm that you have been added as a member to the PostHog organization in GitHub. Fraser can add you if you haven't.

	Work your way through your onboarding checklist that a member of the  should have created and sent a link to.

	Ask team members in your region to be invited to some customer calls so you can gain an understanding of how we work with customers.

	Check out some BuildBetter and Gong calls and add yourself to a bunch of Slack channels - get immersed in what our customers are saying.

	There are a few BuildBetter playlists to start with – customer training calls, PostHog knowledge calls, onboarding specialist calls, add to them as you listen!

	Learn and practice a demo of PostHog.

	For familiarization and self-led training, follow the product framework. You work through this with the HogFlix Demo 3000 project, which is already populated with data. Alternatively, you can create a new project in either the US or EU PostHog instances and hook it up to your own app or HogFlix instance.

	Read all of the Sales, CS & Onboarding section in the Handbook, and update it as you learn more.

	Explore Slack. We're public by default, so Slack is one of the richest resources you have.

	Meet with Ben Bradley, who's responsible for GTM teams.



Week 2


	Shadow more live calls and listen to more BuildBetter recordings. Check out our Onboarding folder, where you can also find sessions on productivity and workflows.

	Explore Vitally and Metabase – take note of any questions you have to go through during in-person onboarding.

	Try running through the onboarding exercise that Kaya designed to test your skills for working with customer accounts.

	Towards the end of the week, schedule a demo and feedback session with Magda. We might need to do a couple of iterations over the next few weeks as you take on board feedback, don't worry if that's the case!

	Get comfortable with the PostHog Docs around our main products.

	Learn how to think about each product. As you go through the fundamentals, for each product you're trying to be able to answer:

	The value add - why a customer would care

	How it's implemented and implementation quirks worth knowing

	Signs of poor implementation

	How it works alongside other PostHog products

	How to get value out of it

	What you can do with the MCP



In-person onboarding

Ideally, this will happen in Week 2-3, with the company of a few colleagues (depending on where we do it and who's around). It will be 3-4 days covering (among others):


	Demo practice session with the team.

	The data we track on customers in PostHog and some hands-on exercises to get you comfortable using PostHog itself.

	Deep dive on Vitally and Metabase, i.e., seeing how the systems we use come together day-to-day.

	Toolkit and internal processes.

	No stupid questions session.



Detailed training plan available in the new hire onboarding checklist. This is a checklist for the Manager, you don't have to read it beforehand.


	We'll start routing new leads to you at the end of week 2. Start to review these and reach out, using a shared booking link with someone else from your region so they can back you up in the first few weeks. This is a great option to practice and fail.



Weeks 3-4

This is when you start working with your customers. Reach out, take the first calls, pick up the questions that come in, and start figuring out what each customer needs from you. You'll learn more about the product as you go, but the main thing in these weeks is starting to be helpful to your customers.


	You're already reaching out to our customer base.

	Focus on taking more and more ownership on calls so that team members are just there as a safety net.

	Continue to meet with customers - very quickly, you should be doing these solo. The customers you are working with will mostly just be getting started, so you'll see a lot of very familiar patterns emerge.

	Evaluate implementations as you go - is the customer set up well, are they getting value? The foundation check and health check are the structured ways to do this.

	Set up a call with Daniel to get a "soft intro" to Vitally playbooks, segments, and our internal metrics. It's not a deep-dive - just getting familiar.

	Keep working on your product knowledge. You can find a couple of exercises here.



How do I know if I'm on track?

By the end of month 1:


	You continue learning from the received feedback.

	You have a good grasp of our internal processes and workflows.

	You lead customer calls on your own.

	You should consistently craft a minimum of 10 outreach messages per day, without compromising on quality, style, or accuracy.

	You don't let accounts fall through the cracks before their renewal.

	You pass well-qualified opportunities to Sales via the Onboarding referral segment.

	You shipped your first handbook PR. The point isn't the PR itself; it's that the handbook only stays useful if everyone adds to it. Not knowing something isn't a failing, but leaving it undocumented for the next person is.

	You're sharing with the team. You're posting wins, learnings, opportunities for feedback, and anything else valuable in our shared channels. You were hired because we think you can improve our team, so don't be afraid to share opinions and approaches.

	You've embraced PostHog's culture: You're the driver, you take initiative, prioritize your time well, and work independently.



By the end of month 2:


	You're a PostHog power user - most questions you raise can only be answered by product engineers rather than the support team.

	You should show steady growth in both call volume and outreach activity, with a minimum of 15 outreach emails sent per day.

	You fully participate in team discussions and contribute to team projects. You raise the bar.



By the end of month 3:


	You've implemented process and system-level changes to make your job better/more effective.

	You surface ideas contributing to the growth of the team.

	Customers are happy after interacting with you, and you meaningfully contribute to their success.



General expectations

Our customers are always central to our work. There’s time and space to work on fun projects, but that should never happen at the expense of our customers. Below are some non-exhaustive tips to help you stay on track during and after the probation period.

Core responsibilities


	Make sure you’re on top of our customer base in Vitally. Don’t let renewals fall through the cracks.

	It's not a race - quality over quantity, always. Spend time reviewing accounts, be accurate, and genuinely helpful in what you email to customers.

	Listen to customers and respond to their needs. It’s a conversation, not a monologue with a set agenda.

	Make sure your Calendly schedule stays available for customers. You’re the master of your own calendar, and we trust you, but be reasonable.

	Do the Sales handoff where appropriate and always provide context on the customer.

	Maintain the hygiene - follow the process in Vitally, add notes, or tasks when necessary. Remember that we share the workspace, so keep the order.

	You’re the driver, so take initiative. Keep in mind improvements, optimization, process, or content updates as you go. Don’t be afraid to voice your ideas.

	AI should never be a substitute for learning. Use it to increase efficiency, but don't follow it blindly.



Communication and ownership


	Make sure you read the Handbook page on Communication. Always answer pings, even if it’s just to say “I’ll look into it later”. Emoji reactions can be helpful to indicate that you acknowledged or completed the task.

	Read the Handbook page on Feedback) Share and ask for feedback, take it with grace. Remember that it should be kind and factual, not based on assumptions.

	Publish your Sprint planning update on time. It should be done on Monday at the latest, so that others have time to read it before the Sprint planning call.

	Be yourself and stay human. Don’t send AI-generated emails to customers.

	Set an autoresponder in your inbox whenever you take a longer time off, and direct your customers to onboarding@posthog.com so that we can pick up your conversations.

	Share your knowledge! Share what you learned, or found out - the whole team will benefit from it.

	Don’t be late for calls. It’s rude, the same as eating on them.

	Use the Time Off tool to communicate your absence in advance.

	Keep your promises. If you promised to follow up with a customer or colleague, or work on a project, do it.

	Stick to deadlines.



Staying up to date

Everything at PostHog changes really fast. That's how to keep up as a start:


	Follow #tell-posthog-anything and #demo-posthog-anything daily for general announcements.

	Follow #cs-sales-support channel daily - it's crucial for all folks in customer-facing roles.

	Stay on top of the #incidents channel to know what’s going on and be able to inform customers.

	From time to time, it’s worth taking a look at #sales, #customer-success, #team-new-business-sales, #team-product-led-sales to get inspired by new ideas that other customer-facing folks implement, and what’s going on in general

	#changelog channel to stay up to date with newly released products and features.

	#today-i-learnt set up by Daniel, great for sharing and learning new things.

	Attend All-hands calls, and if you skip them for any reason, catch up with the recording. It lets you stay on top of the new features we release and our direction.

	Set a Slack matcher for specific keywords (e.g, “onboarding referral” if you want to see leads we pass to Sales).

	Slack also has a cool AI Recap feature - it might be helpful, same as using Slackbot to find relevant conversations.

	Don’t let your product knowledge get stale - check docs, use the product.







  4. Onboarding conversations playbook

  Source: https://posthog.com/handbook/onboarding/onboarding-conversations-playbook
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  Our customers are busy, self-serve by default, and allergic to anything that feels like a time sink. We deliver the most value when we can talk directly, so it’s worth being intentional and trying creative ways to earn that conversation.

That said, we’ve repeatedly seen customers implement our recommendations even when they never reply. That’s why we don’t gate value behind a meeting - we provide it regardless.

Check out the Getting people to talk to you page in the Sales Handbook and our learnings below. As you experiment, add more and share what worked!

Our guiding principles


	Stay human. Be yourself, stay casual, open, and friendly. Aim for “talking to a friend,” not a script.

	Be genuinely helpful. Reduce complexity. Offer simple next steps that save the customer time and effort.

	Be prescriptive. Don’t just explain options - recommend the best path for this customer, and say why. You’re the expert. Here’s a good example.

	Be generous. If a refund or credit is clearly the right call, make it happen. Use your good judgment.



Outreach

Your first message is your best chance to earn attention. It should feel like practical help from a real person - not a pitch. Lead with a specific observation, a clear benefit, and an easy next step.

Captivating subject lines

Avoid generic subjects (“Checking in”, “Following up”). Instead, experiment with short, specific lines and anchor them to a specific outcome.

Use the following product signals:


	Billing / pricing signal - e.g. first bill coming up, increased number of billing page visits

	“Your first PostHog bill is coming up - quick way to save $”

	“PostHog bill coming up - quick way to reduce it”

	“Noticed a spike in costs - 2 ways to bring it down”

	“Cost check: a small tweak that can reduce event volume”




	Docs signal - increased visits to the docs pages

	“Noticed docs activity - need help with [topic]?”




	Event spike / instrumentation signal

	“Too many events? Let’s fix it.”

	“I think you’re tracking more than you need”

	“Event spike yesterday - need help figuring it out?”




	General value offer (audit / review)

	“Quick data audit from the Onboarding team”

	“Tracking review: 3 improvements I’d make”

	“Want me to sanity-check your events / funnels / flags?”

	“Data audit: 3 tracking gaps I’d fix first”

	“I recorded a 2-min walkthrough for your setup”

	“A recommended dashboard for [their use case]”

	“Worth a look before your next release”

	"Are you trying to do [goal]? (I can help)”



Content

Keep it short. Don’t overwhelm the reader. It’s tempting to include every tip and best practice, but concise emails get read and replied to. Share the headline observation and the next step; save the deep dive for the call (or a follow-up).

Set expectations early. If you want consistent engagement throughout onboarding, be explicit about what the program includes and why it’s worth their time. When customers know what to expect and how to use our time, they’re more likely to participate. Setting clear boundaries also helps - what you can help with, and for how long we’re around.

Use prior context to be proactive. Before you hit send, take a minute to scan prior threads. If a customer spoke with Sales during an evaluation, check what came up and reference it (e.g., “I saw you covered X with [Name]”) so your email feels connected. And look for other loose ends too, e.g., an old support ticket, or a question from months ago. Following up with a real solution feels personal, and proactive delight gets noticed.

Good CTAs


	"Want to take a look together?"

	"Want to compare notes on what's working?"

	" Worth a look before your next renewal?"

	"Happy to help if the timing is right."



Vibe killers (never use) "circling back" · "just touching base" · "hope this finds you well" · "I'd love to connect" · "I'm genuinely curious" · "are you open to a quick chat?" · "let me know your thoughts" · "synergy" · "leverage" · "alignment" · "best-in-class".

Checking in

This is where we can have a real impact on product adoption and usage expansion. Think of it as a value-driven "soft cross-sell".

Don’t just repeat yourself. Avoid rehashing the same observations from your first message. If your earlier advice still hasn’t been implemented, send a small, friendly nudge. Otherwise, bring something new:


	Look at what they’re actively using right now.

	Infer what they might be trying to measure or achieve as a business.



Mainly, help them get to an “aha” moment, and/or suggest one or two features they’d benefit from, but may not have discovered or had time to try. PostHog features become more powerful when used together (e.g., funnels/error tracking + session replay + PostHog AI). Share a specific guide, an example, or a Loom video, so the customer doesn’t have to poke around to figure it out. You can take some inspiration from Use Case Selling handbook pages.

A very powerful way to engage the customer and provide value is to run an account audit prompt on their account and save the findings as a notebook for them. The prompt creates a readable, easy-to-follow guide on the areas the customer might not have thought about before. This also works really well as an additional post-meeting resource!

<summary>Account audit prompt</summary> You are auditing this customer's PostHog account to produce a notebook they will read directly. Use the last 30 days of data unless noted. The customer will see this output, so write it for them, not for an internal PostHog reviewer. ## Internal analysis (do NOT output) Before writing the notebook, infer for yourself: - Customer's business and product type (from event names, URLs, person properties) - Stack (SDKs, frameworks) - Approximate scale and product maturity - Likely cost drivers Use this context to sharpen recommendations. Do NOT write these inferences into the notebook. The customer knows their business. ## Notebook structure Open with a brief summary, 2 to 3 lines in plain language: - A one-line headline that names the most important finding or finding count. - One or two more lines highlighting what the customer should know first. Then the audit, then recommendations, then untapped opportunities. No "Step 1" or "Phase N" labels in headings. ## Audit Run checks across every PostHog product below. Checks are exhaustive; output is filtered. Surface a finding only if it is (a) actionable, (b) notably healthy, or (c) anomalous. Skip dimensions where nothing stands out. For every product dimension (everything except Instrumentation health and Cost drivers): if the product is not in use, evaluate whether the customer would benefit from it given the business and stage you inferred. If yes, surface as a finding (:large_yellow_circle: "could help" or :red_circle: "major gap" depending on severity). This makes "should they adopt this?" a first-class question for every product. One exception: Revenue analytics is a retired PostHog product, so never recommend adopting it; when revenue tracking is the gap, recommend connecting a billing source (Stripe, etc.) as a data warehouse source and building custom insights or SQL queries that join revenue with product data. Prefix every finding with: - :large_green_circle: Working well - :large_yellow_circle: Worth attention - :red_circle: Needs action ### Common pitfalls (verify before reporting) - Sessions vs session recordings: The sessions table contains every user session regardless of whether session replay is enabled. Session recordings only exist when replay is explicitly turned on. Before reporting any volume as "recordings," verify session replay is enabled on the project (check session_recording_opt_in on the team, or confirm session_recording data actually exists). NEVER describe sessions table counts as "recordings." - Events vs actions: Events are raw; actions are named/filtered groupings of events. Do not conflate. Absence of Actions is NOT absence of events; it is an autocapture-optimization opportunity (flag only if autocapture is a significant % of volume AND zero Actions are defined). - distinct_id vs person_id: A single person can have many distinct_ids (post-identify merge). When counting "users," confirm which level the query is returning. - Identified vs anonymous persons: Anonymous persons are still persons in PostHog's data model. "Total persons" includes both. ALSO: backend and server-side SDKs always create identified events by design, and logged-in product subdomains will be near-100% identified. Only flag a "low anonymous ratio" as a problem for web SDK traffic on public or marketing sites; do not flag it for backend SDKs or logged-in apps. - Internal and test users inflate everything: Most customers have an internal or test cohort (e.g. $internal_or_test_user = true, or email-domain filtering). Before reporting DAU/WAU, engagement, top events, or per-user metrics, exclude internal/test traffic if such a cohort exists. If unclear, check whether the top distinct_ids look like company-domain emails. - Bot traffic: PostHog auto-excludes known bots from billing, but raw event tables (events, sessions) still contain them. For "unique users," DAU, or engagement counts, apply the same bot exclusion the project uses (bot_user_agents team setting plus the standard $browser check) before reporting numbers. - Billing limits cap volumes: If a product is at or near its billing limit, observed event/recording volume is artificially capped. Events past the limit are DROPPED, not queued. Check whether the team has billing_limits set before describing observed volume as "natural" or recommending optimizations against an already-capped baseline. - Session replay sampling: If sampleRate is below 1.0, recording counts are a sample of total sessions, not all of them. Always report the sample rate alongside recording-volume claims, or you will understate true session activity. - $ai_* events have multiple sources: $ai_generation, $ai_span, and $ai_trace fire from (a) the customer instrumenting LLM observability on their own product, AND (b) anyone using PostHog AI or Max inside the project (including admins running ad-hoc queries). Confirm the events come from real product users (check distinct_ids, not just volume) before reporting them as "customer AI feature adoption." - Low-volume events are not always broken: Some events (payment failures, deletion confirmations, rare admin actions) fire infrequently by design. Do not flag a custom event as "deprecated" based purely on volume; check the event-name pattern first. ### Dimensions to check (14 total, covering every PostHog product) 1. Instrumentation health: SDKs in use, autocapture vs custom event ratio, duplicate or redundant events, low-volume events that may be broken (cross-check with the pitfalls list), identified vs anonymous ratio (apply the backend-SDK caveat), person property update frequency, identify() call patterns (anti-pattern: called on every page load instead of only on auth), group analytics (for B2B). 2. Product analytics: top events, common paths, week-over-week retention, drop-off points, DAU/WAU, dashboards, alerts, subscriptions. 3. Web analytics: enabled, data flowing, conversion goals, core web vitals. 4. Session replay and heatmaps: First confirm session replay is actually enabled (see Common pitfalls). Then: recording volume (note sample rate if set), average duration, minimum duration filter, rage and dead clicks, heatmap usage. 5. Feature flags: total, active vs stale, evaluation distribution, server vs client, flags at 100% for over 30 days, flag-shaped use cases that should be experiments. Note: unused flags still bill until archived in the PostHog UI (removing from code alone is not enough). Local-evaluation polling can be a silent billing driver; check polling cadence. 6. Experiments: in use, sample sizes, statistical health. 7. Surveys: in use, response rates, targeting. 8. Error tracking: capturing exceptions, grouping, issue assignment, alerts. 9. LLM observability: $ai_generation, $ai_trace events (apply the multi-source caveat), generations, traces, cost and latency tracking for AI features. 10. Data warehouse: external sources connected (Stripe, Postgres, etc.), sync health, joins with event data. 11. CDP / Data pipelines (destinations): events exported to BigQuery, Snowflake, Hubspot, Salesforce, etc.; Hog functions and transformations in use. Note: transformations only affect future events; past data is unchanged. 12. Revenue tracking: is billing or revenue data connected and joined to product usage? Do NOT recommend the retired Revenue analytics product. The play is to connect a billing source (Stripe, Chargebee, etc.) as a data warehouse source, then build custom insights or SQL queries that join revenue with event data (MRR/ARR by feature, expansion, churn signals). Check whether a billing source is connected, syncing, and joined to product data. 13. Cohorts: count, static vs dynamic, used in flags/experiments/surveys/insights. Anti-pattern: dynamic cohorts targeted at experiments, flags, or surveys do not work (the cohort must be duplicated as static first). 14. Cost drivers: which products, events, or patterns drive the most volume on THIS account. Reference findings from other sections rather than repeating them. Diagnose from the data, not from generic rules. Account for billing limits and sampling when computing "true" volumes. Each finding appears in exactly ONE section. No duplication across dimensions. ## Recommendations Single numbered list, ranked by impact then effort. Top 5 only. For each: - The specific action, named. - Why it matters, in plain language. - Estimated impact in numbers (event count, % reduction, etc.) ONLY when you can compute it from the data. If you cannot, skip the number; do not guess. - Link to the relevant PostHog docs page. No P0/P1/P2 labels. No category headers like "Billing reduction" or "Activation lift." One tight paragraph per recommendation, 3 sentences maximum. ## Untapped opportunities 3 to 5 strategic plays the customer should consider next, given the business and stage you inferred. Forward-looking and creative, NOT a recap of products already flagged as missing in the audit. Examples: a specific funnel worth measuring, an experiment worth running on a key flow, a cohort definition that would unlock churn prediction, a data warehouse join that would expose revenue-by-feature. One to two sentences each on what and why. Link to docs. ## Output rules - Plain markdown. H2 per section, H3 per sub-area. - Embed PostHog insights (trends, funnels, retention, etc.) inline where data benefits from visualization. - Include the full HogQL query under any non-trivial finding so the customer can re-run or customize it. Do NOT save these as named PostHog insights. - Bullets only, max 5 per section. Max 3 sentences per bullet. If more detail is needed, split into nested sub-bullets, not longer prose. - No markdown tables (notebooks do not render them). For comparisons, use bold-labeled bullets. - Use blank lines to separate sections. Do NOT use horizontal rule dividers (three hyphens in a row). - NO EM DASHES anywhere in the output. Em dashes (the long dash typographic character) and double-hyphen sequences used as dashes are both forbidden. Use commas, colons, parentheses, or full stops instead. This is critical: em dashes make writing read as AI-generated. - No "Step 1:" or "Phase N:" prefixes in headings. - No internal-to-PostHog framing. Do not write things like "PostHog adoption is 2 months old" or "the setup is sophisticated for an account this size." The customer knows their setup. Focus on what they should do, not commentary on what they have. - VERIFY before describing data. When a check might conflate two similar things (see Common pitfalls in the Audit section), confirm which one the query is actually returning before writing the finding. If unsure, say so explicitly rather than guessing. - HogQL specifics: team_id is a reserved keyword (alias to team instead); cast functions are HogQL-flavoured (toInt(...) not toInt64(...)); timestamps are UTC by default (be explicit about timezone if business hours matter). - Be concise everywhere. Cut every sentence that does not add information.

Lastly, if the customer is trending toward growth (usage, team expansion, increasing volume), it’s okay to mention pre-paid credits and the option of dedicated human support early. Framing it as “when you’re ready” gives them time to consider it and makes a future Sales handoff smoother.

No response?

Review the list of users on the account: who’s active in PostHog, what roles they have, and who is most likely to own outcomes (implementation, analytics, product, engineering) vs. commercial topics (billing/procurement). Choose a small set of the most relevant people (3-4 total) and avoid repeatedly emailing everyone.

Tailor the email to their likely concerns:


	Engineers: how to implement/reduce noise

	PMs/analytics: insights, funnels, retention, experiments

	Finance/procurement: cost control



A small, human touch can help here! Use what’s publicly obvious or clearly relevant (their product category, their website messaging, their goals). If you genuinely relate (e.g., you’re learning a language and they build a language app), one sentence can be enough to build rapport. That’s also a great tip for the first outreach.

You can also draw inspiration from the Customer Success team's tactics, such as flagging outdated SDKs.

Preparing for the call

Start from a health check

Use Vitally and Metabase to understand the customer’s current setup. For easier access, you can pin the "Engagement Metric Dashboard" custom trait in Vitally, where you can take a closer look at power users in the organization, the usage of AI or error tracking, and more.

You can supplement Metabase analysis with the HogSpy extension to audit the implementation of identify, flags, and experiments.

Then zoom out to learn about their business, their product, and the rest of their stack. The better your context, the faster you’ll get to relevant recommendations.

Lead with their KPIs

Use the customer’s KPIs (usually captured in the booking form) to drive your prep. Ask yourself: what would “success” look like for them? Come prepared with 2-3 concrete use cases tied to those KPIs (e.g., a specific insight type, dashboard, funnel, experiment, etc.). This Handbook page can be a good source of inspiration.

Map the stack and spot opportunities

Check Wappalyzer (login details in 1Password). It’s not always perfectly accurate, but it’s usually good enough to understand the tools they rely on. Use it to identify integrations, suggest Sources/Destinations where it makes sense (e.g., HubSpot),

It might be a great moment to position PostHog as the place where multiple tools can connect under one hood.

Customers respond well when we’re proactive, especially when we show them a path they hadn’t considered. PostHog is most powerful when features compound, so part of prep is identifying the next adoption step that unlocks more value. You can take some inspiration from Use Case Selling handbook pages as well.

Use AI to broaden your angles

AI can help you sanity-check assumptions and surface ideas you might miss. Customer-facing teams at PostHog use PostHog AI, Claude (with PostHog + Vitally MCPs), Cursor, or Antigravity. Use it to generate questions, identify likely “aha” moments, and draft call checklists, then apply human judgment to keep it relevant.

You can also run PostHog AI on the customer instance (visible only to us, no cost incurred) to do the account audit. Prompt below.

<details><summary>PostHog AI prompt</summary> Analyze the organization across the following dimensions using the last 30 days of data.


	Instrumentation health




	What SDKs are sending data? (web, mobile, server-side, etc.)

	What's the ratio of auto-captured events vs. custom events?

	Are there any custom events that appear to be duplicates or redundant?

	Are there events with very low volume that might be broken or deprecated?

	Are person profiles being created?

	What's the identified vs. anonymous user ratio?




	Feature flag usage




	How many feature flags exist?

	How many are active vs. stale?

	Which flags have the most evaluations?

	Which have the fewest?

	Are any flags being evaluated server-side vs. client-side?

	Can you tell?

	Are there flags that have been at 100% rollout for more than 30 days that could be cleaned up?




	Product usage patterns




	What are the top 20 most frequent events?

	What are the most common user paths? (entry point to key actions)

	What does retention look like week over week?

	Are there obvious drop-off points in any user flows?

	What's the DAU/WAU ratio (stickiness)?




	Session replay




	Is session replay active?

	How many recordings were there in the last 30 days?

	What's the average session duration?

	Are there minimum duration filters set, or are very short sessions being recorded?

	What's the rage click and dead click volume?




	Underutilized PostHog features




	Are they using experiments?

	If not, are there flags that look like they could be experiments?

	Is web analytics enabled and collecting data?

	Are surveys being used?

	Is error tracking / exception capture active?

	Are any data warehouse sources connected?

	Are cohorts being used?

	How many exist?




	Cost optimization




	What products are driving the most usage? (events, recordings, flags)

	Are there any quick wins to reduce noise? (short session filtering, dropping low-value events at ingestion, disabling stale flags)



Summarize findings with a prioritized list of recommendations:


	what's working well

	what needs attention

	what untapped opportunities exist



Follow-up with: Now go look at their business and domain. What should they be doing to get more use and value out of PostHog?

On the call


	Start with a quick discovery (3–5 minutes).  What they shared in the booking form may not reflect today’s priorities or the goals of everyone on the call. Confirm what outcome they want by the end of the session.

	Have the relevant docs ready. If you can anticipate the topic of the session, keep the key docs open so you can screen-share them quickly.

	Show, don’t tell. Build things live. If you discuss funnels, dashboards, cohorts, or flags, create one. Save it so the customer can revisit it later.

	Connect features. Show how features compound and check this Handbook page for inspiration:

	Funnels → drop-off → jump into Session Replay to understand it better and create a cohort

	Error tracking → watch related replays

	Experiments → measurable impact → rolling out the winning variant

	If you don’t know something, don’t guess. Open the docs or use PostHog AI during the call. It builds trust and teaches them how to self-serve.

	Check the event schema (if relevant). If their KPIs require certain milestones, verify they’re capturing the right events/properties. E.g.:

	Walk through their signup/purchase flow and compare it to events captured.

	Use PostHog AI to watch Session Replays and suggest missing milestone events.

	Spot unused events. Show what’s used vs. unused and where volume can be reduced.  This is an easy way to explain optimization opportunities and cost control:

	Activity → Event counts → last 30 days

	Open an event → check if it’s used in any saved insights/queries

	Introduce our beta features (if relevant). Encourage customers to use them and share feedback. It can positively impact adoption before the feature becomes a paid product.

	If growth signals are strong, plant the seed early. If the account is on a positive trajectory, introduce the idea of prepaid credits coming with a discount and the option of a dedicated PostHog human.



Email Follow-up


	Send it the same day. Use the momentum!

	Include the public Gong recording link.

	Loop in everybody. If some folks couldn’t attend, include them anyway so they can catch up async.

	Summarize the call and send resources. Include some extra resources if you feel it would be beneficial as well. For example, our YouTube playlist is great!

	If relevant, give them one quick win. Encourage a small task they can do immediately after the call to lock in value and reinforce learning.

	If you feel you have built a strong relationship, use your champion to introduce you to other teams that might be interested in PostHog and might be willing to jump on the call to be shown around.

	Share any feedback or feature requests with the relevant product team. Their responsiveness can help you deliver some customer happiness! It's always great to be able to send a GitHub link to follow in your email.







  5. Onboarding Data

  Source: https://posthog.com/handbook/onboarding/onboarding-data

  
  Data architecture overview

Data used by Onboarding Specialists comes from three main sources:

Billing Postgres _admin panel view_


	Customer account, subscription, and invoice type data

	Usage reports and consumption metrics

	Revenue amortization calculations

	Billing forecast / spike calculations



Production Postgres _admin panel view (US)_


	Organizations and projects configuration

	User accounts and permissions

	Product settings and feature flags

	Warehouse tables, pipeline source/destination info



ClickHouse


	Event and person data for all teams (projects)

	person to distinct_id mappings



Query capabilities


	Metabase queries production databases directly but cannot combine Postgres and ClickHouse in a single query

	PostHog analytics limited to Team 2 data, but can query across databases in a single query




	Cross-organization analysis requires Metabase for customer event analysis, including:

	Library usage breakdowns

	Event volume metrics

	Implementation diagnostics



Vitally integration

We sync customer data between Vitally and PostHog bi-directionally

Data sync pipeline

To Vitally:


	Custom traits sync nightly from billing Postgres via SQL queries in Vitally

	Product engagement events sent through data pipelines using this action

	Billing spike detection from billing_spike table, defined in this PostHog function



From Vitally:


	All Vitally traits accessible as ` traits.vitally.custom.traitNameFromVitally  in PostHog queries, eg see the onboarding_accounts_timestamp_check` view)

	JSON storage format (requires cleaning for arrays/complex fields)

	Data syncs via data warehouse connection



Known limitations


	Conversations table lacks organization/user mapping

	Messages table implementation status unclear



Onboarding pipeline tracking

Pipeline stages

We track customers through defined onboarding stages with automated timestamp capture:


	Onboarding segment entry - Customer enters onboarding criteria

	Outreach sent - Initial contact via email (manual update)

	Customer engagement - Response received (manual update)

	Nurture phase - Post-intro call follow-up (manual update)

	Completion/churn - Final outcome tracking



Each stage transition is managed through Vitally playbooks with automatic timestamp updates.

Key data tables

For onboarding analysis, these tables provide essential data:

| Table | Purpose | Key fields | |-------|---------|------------| | invoice_with_annual | Billing data with revenue amortization | Revenue (mrr), billing period, type (annual, completed, upcoming, etc) | | vitally_accounts | Customer properties and traits | All Vitally custom traits, health scores, usage | | posthog_organization | Org-level configurations | Settings, feature access, creation date | | posthog_project | Project/team settings | Project configuration, team members | | billing_spike | Usage anomaly detection | Spike timestamps, magnitude, affected metrics |





  6. Onboarding program

  Source: https://posthog.com/handbook/onboarding/onboarding-program

  
  Getting started with any new tool can be overwhelming, and PostHog is no exception. We want to make sure you're configured correctly, using the right features for your needs, and seeing real value.

That's why we offer personalized onboarding. Whether you need help with initial setup, want to optimize your billing, or are looking to align PostHog with your business goals, we're here to help.

What to expect

Our onboarding program spans 8 weeks and includes:


	Account review and optimization tips - We'll review your current setup and share recommendations to help you get the most value while minimizing costs.

	First call (30 minutes) - Let's get hands-on! We'll walk through optimization practices together and answer any technical questions about integrating PostHog into your stack.

	Second call (30 minutes, optional but encouraged) - Ready to go deeper? This follow-up call focuses on using PostHog to achieve your specific business goals and KPIs. Bring your team — the more, the merrier!

	Final check-in - We'll do one last review to make sure everything is working smoothly, share additional resources, and point you to ongoing support options.



Timeline

Here's a typical timeline, though we're flexible and can adjust to your schedule:


	Week 1: Initial account review and outreach

	Weeks 2-3: Ideally, a first call scheduled, or we can continue working async!

	Week 5: We check in to make sure you're all set before your PostHog bill comes up

	Weeks 4-6: Second call (if requested), and space for unanswered questions

	Week 8: Onboarding graduation!



Your success is our success

Here's the thing: most teams struggle with knowing what to track, not just how to track it. The first call gets you set up correctly. The second call is where the magic happens. We'll help you decide on the metrics that actually drive your business decisions and create a roadmap for using PostHog strategically.

This is where customers see the biggest ROI, and it's completely free. We highly encourage you to take advantage of it.





  7. Onboarding team

  Source: https://posthog.com/handbook/onboarding/onboarding-team

  
  Auto TL;DR

  At a Glance

  This long page covers these main areas. The list is generated from the article headings, so it updates with every handbook rebuild.

  	How we work

	What does this team do?

	Which customers get onboarding?

	Which customers are out of scope

	Merch store consultation

	Tooling

	How to succeed

	How to deal with complex technical issues



  How we work

First and foremost, we’re account-agnostic, which makes us different from other GTM teams. This means that we don’t have our book of customers, and our focus is on being fast, responsive, and available to a huge number of customers. This is precisely why we use, e.g., a Team Link for customers to book the call - they can choose a person closest to their time zone, and both the experience and value provided remain the same across the team.

Day-to-day, we collaborate closely with Account Executives and Account Managers, especially when a customer would benefit from a dedicated PostHog human, and the Support team on solving issues.

Onboarding sessions are a mine of information about our users and their needs, which makes us a fantastic liaison for the Product teams. We share product feedback whenever it surfaces.

Since the Onboarding team is still a relatively new addition to a wider GTM team, we're a highly collaborative and creative bunch who are not afraid to try new ideas, iterate, and build the foundation for the future Onboarding endeavors.

What does this team do?

The core job of an Onboarding Specialist (OS) is to ensure a successful start of the user journey with PostHog. That means making sure that our customers get the most value out of using PostHog, they are aware of best practices, their setup is solid, and they don’t pay for something they don’t need. Ultimately, we serve as the customer's sparring partner in achieving their goals, so we need to understand their needs, their business, and where they’re coming from.

The north star metric for the Onboarding team is 3-month logo retention at 90% from the first $100+ forecasted bill, which can be tracked in the onboarding team retention dashboard.

We also care about net dollar retention for this segment, but we treat it as an auxiliary metric.

Which customers get onboarding?

The segment consists of customers who self-serve PostHog and generate a forecasted bill of over $500. In practice, because billing is metered and in arrears, and we don't know what people will pay when they sign up (or when they first exceed a $100 forecast), so _most_ accounts > $500 forecast are routed to us. We also handle a couple of other segments:


	YC program participants at the roll-off of the plan.

	Startup customers rolling off, who have generated a first bill in the $500-$1500 range.

	Startup plan customers with high credit usage (> ~$1500).

	Hype startups we want to work with (despite being below $ thresholds), or longer-standing customers that have paid in this range and need billing or setup assistance.



Which customers are out of scope

Since we primarily focus on customers who've signed up and have a forecasted bill, in most circumstances, we're not the right choice to talk to customers who've:


	Not signed up/generated a bill, but have contacted sales.

	Are early-stage startups on the startup plan with no billing/low credit usage (<$500/mo).

	Customers who paid over 3 bills



Merch store consultation

Customers who normally fall outside our scope still have a chance to get help! They can buy an Onboarding consultation via our merch store.

After making the purchase, the customer gets a link to book a meeting, and they can contact our Billing team if they can't find an appropriate time slot. The billing team handles issuing credits/refunds accordingly. However, since it's a paid service, we should prioritize these and try to make space in our calendars, if possible.

A few things to keep in mind:


	The booking link has no expiry, so there's no need to follow up with the customer if they haven't booked the call instantly - they can do so at the most convenient time.

	If someone did book the meeting but didn't show up at a consultation, issue them credits for the missed meeting, and follow up with the customer to offer a meeting at another time.

	If they had a call with us and then need more help, we'll offset the onboarding call cost against a professional services package.

	If the customer has a CSM, AE, or AM assigned, their dedicated PostHog human should run the call.

	If the customer already belongs to the Onboarding bucket, prioritize meeting with them, and add credits to their account, as they would get the same service anyway.



Internally, when someone purchases a call, we get notified in our Slack channel. Check who completed the purchase, look them up in Vitally for more context, and check whether they booked a call. Change the status in Vitally to Paid Call purchased for tracking purposes, and add a note if needed.

Tooling

Check out the list of shared tools.

The team-specific tools for this team are:


	Onboarding hub in Vitally, and main view with Onboarding accounts.

	Shared Calendly link - make sure to add buffer to your schedule to avoid having calls back-to-back.

	Github project board.

	Onboarding Google Drive with all relevant documents.

	Alfred workflows.



How to succeed

How to deal with complex technical issues

Our role is pretty hybrid and lives at the intersection of other teams. As much as we love solving our own problems, escalations may happen. Here’s a brief guide on how to handle them:


	Do your homework – check our docs, ask PostHog AI, and search Slack and Zendesk for similar questions. You can also check GitHub to see whether we have a bug or enhancement logged. If that doesn’t bring you closer to a solution, ask in the team Slack channel.

	Don’t be afraid to admit when you don’t know something. Note it down and circle back once you’ve found the answer! Honesty goes a long way.

	Consider sharing a Loom recording in your reply to the user – It might be more efficient than a written instruction.

	If the issue requires in-depth troubleshooting, you can direct the user to create a ticket from the app, or you can do so on their behalf. Just remember to let them know before you do, so they’re not surprised when they see it in the UI!

	Before escalating the issue to Support, gather as much information and context as possible so your handover is informative and thorough. You can also share a recording of the call with the team, highlighting the relevant timestamp.

	If a support issue lands in your inbox, forwarding it to supportreply@posthog.com should do the trick. Make sure to double-check in Zendesk that the ticket is not marked as Solved.

	Ideally, after the meeting with the user, they should know how to seek further help. That includes using PostHog AI, consulting the docs, and reaching out to our Support team.



How to deepen your knowledge


	Go through Sales docs, especially Contract Rules, Creating Contracts, and others from the SalesOps section. There will be some related conversations that you'll need to handle yourself, so come prepared.

	Add yourself to some AEs' Slack channels to see what kinds of questions are being asked and how they’re solved.

	Check recordings in the Technical product troubleshooting and Sales & CS Trainings BuildBetter folders.

	Go through Product Homework and Analytics Exercise.

	Go through the PostHog curriculum.

	Check out Troubleshooting tips and attend/watch Product AMAs that are scheduled periodically.

	Take CoachHog for a spin!







  8. Onboarding process and tracking

  Source: https://posthog.com/handbook/onboarding/onboarding-tracking

  
  Auto TL;DR

  At a Glance

  This long page covers these main areas. The list is generated from the article headings, so it updates with every handbook rebuild.

  	Principles

	Internal process

	Vitaly views

	Onboarding program logic and sequence

	Account analysis for outreach and meetings

	How this is organized in Vitally via Playbooks

	General playbooks

	Setting timestamps for each stage



  The onboarding team operates a high volume, high velocity sales pipeline with all pay-as-you-go (or YC) accounts that are forecasted to spend > $500 and are not otherwise engaged by Sales/CSM. As such, Onboarding is a linear flow moving from initial outreach to confirming the product is configured properly, ending with customers who are happy paying multiple bills. We aim to keep engagements to ~8 weeks, or 2 full billing periods, but in practice, there is some spillover depending on responsiveness.

Principles

Our onboarding program was created to offer necessary help, increase the value our customers get from PostHog, and assist them in achieving their business goals.

The program is guided by a few key principles:


	Help with initial configuration and billing, offer advice on usage.

	Assist customers with any technical questions they have around fitting PostHog into their stack.

	Act as strategic partners in achieving business goals.

	Adapt to varied levels of engagement while ensuring value for everyone.

	Encourage time spent in PostHog, trying things out. Adoption can be fun!

	Share best practices to leverage PostHog tailored to specific use cases.



Internal process

Vitaly views

Daily view (link)

Sort your view by the “Next Renewal Date” column to reach out to users in a timely manner. Since our role is focused on proactively providing users with value and setting them up for success, we’ve found it’s best to contact them ~14 days before their bill renews. This gives them enough time to see our email, schedule a call, and implement potential improvements in their setup.

Keep an eye on “Onboarding Pipeline,” which indicates whether the account is New or Onboarding has been initiated.

In the view, you have other useful columns like OS Priority, OS Last Messaged, forecasted MRR, or who’s assigned to the account. All these help in prioritizing your work.

Maintaining good hygiene and attention to detail is key here. Keep labels up to date and make sure not to miss accounts that were recently added to the segment—they might appear at the top of the list among accounts you’ve already worked through.

Remember to add a short summary from meetings in a Note, and if you need to follow up at some point, create a Task with a due date.

Kanban view (link)

A supplementary view that’s great for getting a general overview of progress.

Onboarding program - logic and sequence

There are two paths for customers to progress through the onboarding process: those who engage with us in some way, and those who show little or no engagement.

User engagement is tracked behind the scenes with the time stamp in Vitally, thanks to which we can query relevant data.

For day-to-day operations, these are the statuses we use to track users in the Onboarding Pipeline property:


	1. New Account - Where new customers land when they enter the Onboarding Lead segment. During the outreach, we audit the account and share observations on current usage and optimization tips. We point out any configuration issues affecting their bill or ability to use the product properly. Our main objective is oriented towards trimming unnecessary spending, and communicating our position that we are the cheapest for every product. This step can also involve refunding/adjusting bills for misconfigurations, per our policy.

	2. Onboarding Initiated - Assigned as soon as we send out the initial outreach email.

	3. Onboarded -  The onboarding program has been completed. The status chances automatically after the Graduation email is sent, or we change it manually for some reason.

	Sales Handoff - Assigned to customers that we hand over to sales. This can happen at any stage throughout the process.

	Paid call purchased - Assigned when someone buys our consultation via the merch store. The status is applied automatically via this Workflow.



The last two are not numbered, as they happen "outside" of the regular pipeline.

Note: You may need to add this property to your views in Vitally. It's found under Custom Traits.


For higher-spend accounts ($500+), we have Check-in Onboarding Status property that's triggered between 15-21 day in the Onboarding Journey. It serves us as a visual helper and reminder to circle back to the account, see if our advice was followed, record a Loom video, or share some extra resources. It's a great opportunity to re-engage customers and show them some other PostHog's capabilities that they may not know about.

The complete Onboarding Journey looks as follows:

| Weeks | Actions | | -------- | -------- | | Week 1    | First outreach to a New Account| | Week 2    |          | | Week 3    | Extra check-in for $500+ accounts| | Week 4    |          | | Week 5    | 2nd outreach (automated) - all accounts| | Week 6    |          | | Week 7    |          | | Week 8    | Graduation (automated) - all accounts|

The last two stages of the Onboarding Journey are automated with Vitally playbooks. Second outreach prompts users to surface unanswered questions and book a session with us, and the Graduation email is a nice way to conclude the journey and point out other avenues where users can get help. It's also where we ask for feedback about our Onboarding.

Account analysis for outreach and meetings


	Take a look at the Metabase primer and follow the tips included there.

	Check and get familiar with the Account health check and the Onboarding conversations pages.

	Use our docs, and link to relevant information.

	Check the Matching PostHog to a business type page to understand your customers better in general.

	Use Wappalyzer (browser or extension) to understand the customer's tech stack better. Credentials available in 1password.



How this is organized in Vitally via Playbooks

General playbooks


	Onboarding Pipeline Traits track the stage.

	Boost plan lead for onboarding specialist

	100-500 Onboarding Segment Logic - first payment due >100 (updated 9/2/2025)

	[[Onboarding Pipeline] 1. New Non-startup Account (Onboarding lead first payment due](https://posthog.vitally-eu.io/settings/playbooks/533794c1-e9dc-479c-925c-7e0487648661)

	[[Onboarding Pipeline] 1. New Startup Account (Startup lead for onboarding specialist)](https://posthog.vitally-eu.io/settings/playbooks/8fd68f0d-0b86-4b16-876f-fb8097e7bf0d)



Setting timestamps for each stage


	[[Onboarding Pipeline] 2. Onboarding Initiated -> set timestamp](https://posthog.vitally-eu.io/settings/playbooks/c58150a0-a6f5-43bb-a790-59fbdec6d262)

	[[Onboarding Pipeline] 3. Engaged (Email/Call) -> set timestamp](https://posthog.vitally-eu.io/settings/playbooks/b082beb9-227d-45fc-a73a-5c694688e65a)

	[[Onboarding Pipeline] 4. (Nurture) -> set timestamp](https://posthog.vitally-eu.io/settings/playbooks/d1ff7ceb-8b9f-418c-a354-be8e2325c472)

	[[Onboarding Pipeline] 6a. Onboarded — No Engagement -> set timestamp](https://posthog.vitally-eu.io/settings/playbooks/6deca76c-7a96-4675-bfdc-b9ab7ec6f7e4)

	[[Onboarding Pipeline] 6b. Onboarded — Engaged -> set timestamp](https://posthog.vitally-eu.io/settings/playbooks/1e95eb5b-a2ca-4f47-957f-acc193776a34)

	[[Onboarding Pipeline] 6c. Sales Handoff -> set timestamp](https://posthog.vitally-eu.io/settings/playbooks/df072651-3f6f-409b-892d-74cdf099a77c)

	[[Onboarding Pipeline] 6d. Churned -> set timestamp](https://posthog.vitally-eu.io/settings/playbooks/65d770f0-fe2f-48e9-9295-0cf632974c94)



Automations


	[[Pipeline Automation — Stage 1 -> 2] Has been contacted by Onboarding Specialist](https://posthog.vitally-eu.io/settings/playbooks/754f037e-892b-435a-a189-9f3da9b922fa) - Accounts we reach out to — any with a convo started by Magda or Dan get set to 2. Onboarding Initiated

	[[Pipeline Automation — Stage 2 - 3] Move status from Onboarding Initiated to Call booked](https://posthog.vitally-eu.io/settings/playbooks/bbce230d-ca70-40ef-a44d-c5d338fe80f7)

	[[Pipeline Automation — Stage X - 5] Update status to Awaiting Final Outreach](https://posthog.vitally-eu.io/settings/playbooks/aa1d8ac8-a602-4906-8508-cd29e95abe60) - This status is assigned ~10 days before the next renewal date (after having gone through any other step in the pipeline)

	sales lead - first payment due — all 2000+



Other


	Post-onboarding satisfaction survey trigger



Segments

Going forward, we only have one main segment: Onboarding Lead. We'll be retiring Onboarding - engaged as soon as we have worked through all the legacy accounts.

We also use the Onboarding Lead 100-500MRR auxiliary segment to provide us with more information about the account and help us prioritize the work.

Onboarding Completed segment corresponds with 3.Onboarded trait and it serves as a visual indicator for other teams that the Onboarding has been completed.

Alerts and revenue tracking

We occasionally shift our attention to help customers who may need more urgent assistance. For these, we have a few types of alerts (tasks) in Vitally, where Magda is a failsafe if the account doesn't have an assigned OS.


	Failed payments alert - This is more of a safety net, as users are informed when it happens. It's a good moment to reach out and offer help in figuring out their volume/billing.

	Upcoming large invoice alert - It lets us prioritize the customer to touch base and make sure the bill doesn't come as a surprise.

	Event/Feature Flag/Replay/Error tracking spike indicator for OS - unusually high usage that may point to a misconfiguration and require our assistance.



To help our Revenue team get the forecasting right, we now have a Payment Risk Assessment field in the Vitally dashboard, where we can manually mark when we see that the customer is unlikely to pay their invoice.

Specific cases

How to stop automation

There might be some specific situations where you're actively engaged with the customer, and you don't want the email automation to fire off (e.g., the second outreach). You can easily spot when the email automation is scheduled by checking "Onboarding Pipeline Stage Times" widget in the Vitally dashboard.

To stop the automation, you can flip the account to the Onboarding Completed status. This change will block the second outreach, but will still fire the graduation email.

Failed payments

We may get a Failed Payment alert on a customer we still haven't engaged with. In this case, since we're unsure whether the customer is going to stay with us, we don't have to do a deep account analysis. It's enough to remind them to settle the invoice, offer help, and briefly point out obvious spikes and main drivers of the bill.

It's enough to reach out just once, as the finance team monitors the payments and handles the account deactivation.

Currently, we exclude some subject line keywords, like "payment", "outstanding", and "fail" in the "Set onboarding initiated" playbook in order to avoid the status change from New Account to Onboarding initiated. In other words, when you reach out regarding a failed payment, the account should stay as New Account and resurface in Vitally's queue before the next renewal, if the customer settles the payment. When that happens, do our regular outreach with a deep account analysis and enroll them in the program.





  9. Sales handover

  Source: https://posthog.com/handbook/onboarding/sales-handover

  
  Initial qualification

Direct handover - skipping onboarding

If you see that a customer is spending more than $1,000 monthly, evaluate whether their usage looks stable and legitimate, and make sure that MRR doesn't come from an unwanted event spike or misconfiguration issue.

If that's the case, you can pass the account to Sales even without speaking with the customer first, as long as you’ve confirmed that the high spend is intentional. The goal is to react quickly to healthy, high-spend accounts—but avoid passing through problematic ones.

Before you hand off, also consider month-over-month growth. A flat $1.2k account is a very different lead from a $1k account that doubled organically last month. Growth rate matters to the Sales person deciding whether to prioritise the lead, so call it out.

Be courteous and leave a note in Vitally with context on the account before handing off. Include what you spotted in Metabase, any relevant billing patterns, and your read on why the spend is legitimate. The Sales person receiving the lead should be able to pick it up without having to dig.

Handover during onboarding - engaged customers

While talking with customers or analyzing the account, do some discovery to understand the reason behind their high spend and assess whether there's potential for stable spend or usage moving forward. If they’re happy continuing with PostHog, you can mention our discounted pre-paid plan, which helps them save ~20%. However, if they prefer paying monthly, they are more than welcome to do so!

We typically hand the account over to Sales when a customer is interested in the annual plan, requires additional contractual or legal support, or we notice potential ourselves.

Make sure to include in Vitally our point of contact, i.e., the person you've been in touch with, while handing over the account to Sales.

Unresponsive customers during onboarding

Historically, there's still a good chance that they'll talk with Sales after passing them on! AEs have been successful in reaching out and securing long-term commitments. You don't have to wait for the customer to complete the onboarding program - you can pass them earlier on, if they didn't respond to our initial message, and if you see that the account matches criteria and the handover makes sense.

If there are any pending config issues that you raised before but the customer didn't respond to, just provide relevant context to the fellow AE/TAM in Vitally - sometimes it might be a good conversation starter!

Lead creation

If you come across an account with growth potential or stable high-level spend (especially if that high spend has occurred over the past two - three months and there are no pending issues to resolve), that might benefit from an annual plan or general sales engagement, you can add them to the Onboarding referral segment in Vitally. Within a few minutes, this will automatically create a Salesforce lead and assign it using round-robin logic.

After a few minutes, your lead will appear in the #sales-leads Slack channel, tagged as "Onboarding referral". As a good practice, leave a note in Vitally for the Account Executive with some relevant context on the customer. You can also ping an assigned AE on Slack, if any further follow up is needed.

The automation flips the Vitally's Onboarding pipeline trait to Sales Handoff so that we have not only data on the leads passed, but also a visual indication.

Proactively looking out for opportunities


	If you see an account with a promising, positive growth trajectory, but they may achieve the $ threshold after finishing the onboarding program, set a task in Vitally assigned to yourself in order to circle back after some time and see if they're eligible for being passed on to Sales.

	If you reach out to a high spender (+$1000), add a Vitally task to see if the first bill came through. If it did, we could pass them on to Sales faster, without having to circle back to the account before the second bill comes up. We currently have a playbook running that automates task creation.



Confusion about previous Sales engagement

Some pointers on what to pay attention to in Vitally while checking for prior Sales engagement:


	Pin temporary owner trait in your Vitally sidebar - the trait is set when a Salesforce lead task exists (otherwise it's "null")

	Segments (e.g. TAM/CSM Candidate, $20k MRR, Active Trial, Active Self-serve Trial, Annual Plan, etc.)

	Slack channel (following the naming convention #posthog-[company name])

	Key Roles (is someone assigned to the account?)

	Trial Status widget in the Onboarding dashboard

	Active Conversations and Meetings (any trace of a booked call or an ongoing conversation)

	Notes



If Sales are already engaged, there's no need to create an Onboarding Referral.

If the account has engaged with the Sales team at some point and it's unclear where the conversation stands, ping your fellow AE to make sure you’re not overlapping efforts.

If it’s clear there’s a duplication issue and we shouldn’t be involved, ping Mine to double-check the logic.

What to do when Sales is involved?

If an account is in the Onboarding Lead segment, but there are recent Active Conversations in Vitally from a TAE/TAM (or scheduled meetings), and TAE/TAM confirms they are already actively engaged with the account, add a Vitally note saying: “Removing from Onboarding Lead segment — Sales already engaged.” Then remove the account from the segment and delete both the pipeline trait and the timestamp.
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