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  1. Product metrics

  Source: https://posthog.com/handbook/product/metrics

  
  We track a short list of metrics in each per-product growth review. The idea of a standardised list of metrics is that each product team has roughly the same metrics they care about, and we can compare metrics across products and across time, such as revenue growth, to see how we compare.

Our growth review metrics strike a balance between depth, efficiency and "measuring what matters". We want to make sure our metrics alert us of potential negative (or positive!) developments, giving us enough signal to dive deeper into lower-level metrics.

If as a new product manager or team lead you want to look at a wider range of metrics, please do! These can either be incorporated in the growth reviews, or in ad-hoc metrics reviews you or your team are doing.

Metrics we use in growth reviews

Revenue

These queries are written and owned by the . They are standardised across products, and match the combined PostHog revenue queries. If you are intending a change, please chat to the billing team first.


	Link to combined revenue dashboard

	Link to per-product revenue dashboard



Note that currently, refunds are not removed from per-product revenue, which is something to note in a growth review if there is a sizable refund that month.

| Metric | Notes | | --- | --- | | Monthly recurring revenue (MRR) |  | | Annual recurring revenue (ARR) |  | | MoM growth rate | For more mature products, we want this to be over 9%, for newer products between 15-20% on average | | New revenue growth rate |  | | Revenue expansion rate  |  | | Revenue contraction rate |  | | Revenue churn rate |  | | Revenue retention rate |  | | Total paying customers count |  | | Paying customers growth rate |  | | Quarterly net revenue retention (NRR) | Instead of a rolling metric, we use the quarterly values and report on it once a quarter. The rolling metric is available on the dashboard too, as it can be helpful for debugging | | Annualised NRR | Same as above | | Revenue share | For revenue products like data pipelines or product analytics, it makes sense to calculate CDP/batch exports/anonymous-only share of revenue, to understand individual product contribution better |

Usage

Product usage metrics are defined by the PM or small team lead. When setting up metrics for a new product, it’s recommended to start with a longer list and trim it once user behavior is better understood. We recommend adding all relevant product metrics to one dashboard that is accessible, kept up to date and reviewed by the whole small team. For better discoverability, some of us use the appendix ™ to mark the primary usage dashboard.

This dashboard can also include NPS & support metrics (see below).


	Link to session replay usage metrics dashboard (example)



| Metric | Notes | | --- | --- | | Unique monthly users - count | As defined by a key product action we also use in the activation definition, such as “flag created” or “recording analyzed” | | Unique monthly users, growth rate |  | | Unique monthly organizations - count | Same definition as unique monthly users | | Unique monthly organizations, growth rate |  | | Activation | Guide how to define activation for a new product; Dashboard that contains all per-product activation queries | | Usage retention (1, 3, 6-month) | Report on it once a quarter. Retention changes slowly, it will be easier to see changes zoomed out |

NPS

We have a NPS survey set up for each product. They need regular updates due to some survey limitations. If you want to set up a new NPS survey, speak to the Surveys PM (Cory Slater), he can help you set one up and keep it updated.

We track a 4-week NPS score, but we don’t have the volume of responses we need to get reliable results. This is why we include the open-ended feedback in the growth reviews, as this is usually more actionable.


	Link to session replay NPS survey (example)

	Link to session replay 4 week NPS score insight (example)

	Link to session replay list of feedback insight (example)



| Metric | Notes | | --- | --- | | NPS score - last 4 weeks | Include constructive feedback as a comment in the spreadsheet for context |

Support

Similar to our revenue metrics, we are reusing queries the support team has set up, broken down by product. If you need to make a change or want to understand how SLA reporting works in detail, speak to the support team.


	Link to overall support dashboard

	Link to per-product ticket count insight

	Link to per-product SLA insight



| Metric | Notes | | --- | --- | | Created tickets |  | | Escalated tickets |  | | Escalated tickets - SLA | The insight also tracks non-escalated tickets SLA, which is useful to be aware of, but we don’t need to report on it in every growth review | | Ratio no. of users vs. no. of tickets | Formula dividing no. of tickets / unique monthly users |

Metrics outside of growth reviews

If there are any other metrics you want to track to understand how well your product is doing, or which areas need improvement, go for it! Just make sure you are not tracking too many metrics, causing you to lose sight of what matters.

Tips for increasing metrics awareness in a small product team

If you are a PM at PostHog, you will be more successful if your whole team is aware and keeps track of your per-product metrics, instead of just you summarising growth review insights once a month. Here are some tips we found are working well:


	Speak to your team what they care about and are interested in tracking, and add those metrics to your dashboard

	Link the revenue & usage dashboards in your team’s Slack channel, so they are easy to find for your team

	If your team has shipped a new feature, encourage them to set up an event, and track the new feature’s usage on the usage dashboard. For example you could have a “feature usage” section on the dashboard that tracks multiple features

	Some teams do a “metrics Monday” where they review the usage dashboard together in the Monday standup, looking for trends and anomalies that may help you make "mid month adjustments". These sessions are usually led by an engineer, not the PM

	You will likely have to try a bunch of things to find what sticks with your team. Ultimately, you want to make sure you and your team are looking at the same metrics, and everyone in your team knows how to find the relevant dashboards. It’s a team effort!







  2. Per-product cost & margin analysis

  Source: https://posthog.com/handbook/product/per-product-cost-margin-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.

  	Why this matters

	When to do this

	The process

	1. Map your architecture

	2. Understand the cost buckets

	3. Work with infra on tagging

	ClickHouse costs (separate process)

	4. Interpret the tags



  Understanding your product's infrastructure costs helps you make pricing decisions, contextualize growth reviews, and catch problems early. This guide covers how to build per-product cost allocations.

Why this matters

As products scale, margins matter. A product with healthy margins can afford aggressive pricing; one with tight margins needs to be more careful. You can't know which you're in without understanding costs.

Cost visibility also helps you:


	Spot inefficiencies (why is this component 3x more expensive than expected?)

	Measure engineering wins (did that optimization actually save money?)

	Make pricing decisions (can we afford a price cut?)

	Catch cost spikes before they become problems



When to do this

This makes sense for:


	Products with product market fit

	Products with meaningful revenue

	Products with non-trivial infrastructure (storage, compute-heavy)

	Products where you're considering pricing changes



For early-stage products, don't bother. Ship first, optimize later.

The process

1. Map your architecture

Before talking to infra, sketch out what your product actually uses.

Write path: How does data get in?


	What services process incoming data?

	What queues buffer it?

	Where does it get stored?



Read path: How does data get back to users?


	What services handle queries?

	What databases get hit?



Storage: Where does data live?


	S3 buckets

	ClickHouse tables

	Redis/caches

	Postgres



You don't need to be perfect. The infra team will validate. But a rough diagram saves time.

2. Understand the cost buckets

Infrastructure costs fall into two types:

| Type | What it means | Examples | How to allocate | |------|---------------|----------|-----------------| | Direct | Tagged specifically for your product | Product-specific k8s nodepools, dedicated S3 buckets | 100% to your product | | Shared | Used by multiple products | Load balancers, reverse proxies, shared caches | Proportional (e.g., 20% of traffic = 20% of cost) |

Direct costs are easy. Shared costs require estimating your product's share of usage.

3. Work with infra on tagging

Reach out to #team-infrastructure to kick off the process – they can help you estimate your product's traffic share and navigate the tooling.

We use a FinOps tool for cost allocation. The infrastructure team sets up allocation tags that group AWS resources by product/function.

What you bring:


	Your architecture diagram

	List of services that should be allocated to your product

	An engineer who can validate the list is complete



What infra does:


	Verifies which resources are already tagged

	Identifies gaps (resources that should be allocated but aren't)

	Sets up allocation rules

	Creates reports you can pull



Expect iteration. First allocations are rarely complete. Common gaps:


	Inter-AZ data transfer (network costs between availability zones)

	Shared infrastructure not proportionally allocated

	Read-path resources missing (easy to focus only on write path)



ClickHouse costs (separate process)

If your product queries ClickHouse, you'll need to work with #team-clickhouse to get query cost attribution. This is separate from FinOps tagging.

ClickHouse costs are attributed by analyzing query_log to see which queries belong to your product. The ClickHouse team can help set up a query or dashboard to track this. Note that query attribution may require code changes to tag queries with a product identifier — this isn't just a dashboard exercise.

For some products (like Session Replay), ClickHouse query costs are a small percentage of total – queries are lightweight (list/fetch metadata). For analytics-heavy products, ClickHouse costs will be a much larger share.

We run ClickHouse in multiple regions (e.g., US and EU), make sure you account for costs in each.

4. Interpret the tags

The FinOps tool organizes costs using allocation tags. Here's how to think about them:

Product-specific tags (direct costs)


	These capture resources dedicated to your product




	Example: a "session replay" tag might include capture services, message queues, and S3 storage




	Use these as-is – 100% goes to your product



Shared infrastructure tags (need a proxy)


	These capture resources used by everyone




	Example: an "ingress" tag might include load balancers and reverse proxies for all products




	You need to estimate your product's share (e.g., "my product is ~20% of traffic, so allocate 20% of ingress costs")



Network transfer tags


	Inter-AZ transfer costs show up separately from compute

	Filter these tags to your product's services to get direct network costs



When pulling reports, make sure you're not double-counting. If you select multiple tags, check whether they overlap.

5. Build the cost model

Once you have the cost data, build a simple model for unit economics.

Get the totals:


	Total cost from FinOps tool (direct + allocated share of shared)

	Total volume from billing tables (recordings, events, whatever your unit is)



Calculate unit economics:

cost_per_unit = total_cost / total_volume
revenue_per_unit = total_revenue / total_volume
margin = (revenue_per_unit - cost_per_unit) / revenue_per_unit

Break down by component (optional but useful):

cost_per_unit = compute_cost/volume + (storage_rate × avg_size × retention_period)

This helps you understand what drives costs. For storage-heavy products, storage will be significant portion of costs. For compute-heavy products, compute dominates.

Test your assumptions. Key inputs like traffic share, retention period, and storage rates are estimates. Check how sensitive your margin is to these — if your traffic proxy is 20% ± 5%, what's the range? If effective retention is 60 days vs 90 days, how much does storage cost swing? If the answer changes materially, document the range rather than a point estimate.

6. Document your assumptions

Every cost model has assumptions. Write them down so future-you (or someone else) understands what's in vs out.

Common things to document:


	What's included in "direct" costs

	What proxy you used for shared costs (and why)

	How you calculated volume (billable units? ingested units?)

	Retention assumptions for storage costs

	What's explicitly NOT included



7. Set up monitoring

Once your allocation is stable, set up alerts:


	Total product cost: alert if week-over-week change > 15%

	Individual components: alert if WoW change > 25%



You want to catch:


	Runaway cost increases

	Broken tagging (cost dropped 50%? probably a bug)

	Optimization wins (did that change save money?)



8. Add to growth reviews

Include margin metrics in your growth reviews:

| Metric | Notes | |--------|-------| | Total cost | From FinOps tool | | Cost per unit | Total cost / volume | | Gross margin | (Revenue - Cost) / Revenue | | Cost trend | MoM change |

Healthy products have stable or improving margins as they scale. If margins are declining, investigate.

What to expect

Timeline: 2-4 weeks to get a reliable allocation, depending on how well-tagged your resources are.

Accuracy: First pass is typically 80-90% complete. Shared resources and edge cases take time. Directionally correct is fine; perfect is not required.

Keeping it current

Cost models rot. The two main causes:


	Architecture changes. When your product adds new services, storage backends, or processing pipelines, the cost allocation needs updating. Build this into your launch process — when shipping a new component, close the loop with infra and your FinOps team to get it tagged before you lose track of it.




	Tagging breakage. Warehouse syncs, allocation rules, and report configurations can break silently. If your cost dashboard suddenly drops or flatlines, check the data pipeline before assuming costs actually changed. Set up a staleness check (e.g., alert if latest data is more than 3 days old).



Review your cost model quarterly at minimum, or whenever you ship significant infrastructure changes.

Common mistakes


	Ignoring shared infrastructure. Your product uses load balancers, proxies, and other shared resources. If you only count dedicated resources, you're understating costs.




	Forgetting network costs. Inter-AZ data transfer is easy to miss. It can be 5-10% of total costs.




	Expecting precision. This is cost allocation, not accounting. You're trying to understand rough margins and trends, not get to the penny.




	- Double-counting within shared infrastructure tags. An allocation rule may already bundle multiple resource types together. For example, an ingress tag might include both proxy compute and load balancers. Verify what's inside each tag before adding components separately — otherwise you'll overcount shared costs.




	Not involving your FinOps vendor. If you use a FinOps tool, loop in their support team to validate allocation rules. They can confirm what's bundled inside a tag faster than you can reverse-engineer it from reports.



Worked example

See the Session Replay unit economics RFC for a complete example of this process applied to a real product.

Contacts


	Infrastructure / cost tooling: #team-infrastructure

	ClickHouse cost attribution: #team-clickhouse

	Billing data: Billing team



Links


	Per-product growth reviews







  3. Per-product growth reviews

  Source: https://posthog.com/handbook/product/per-product-growth-reviews

  
  For products that have product-market fit and are generating revenue, we are doing monthly per-product growth reviews. We recommend to do the growth reviews at the start of the month, to review the previous month. Most growth reviews happen asynchronously with the PM reviewing key metrics, analysing anomalies and sharing an overview with the team in Slack.

Objectives

The objective of the growth review is to review key product metrics and understand changes that have occurred over the preceding four weeks. By reviewing metrics on a schedule, we can spot issues faster than when reviewing them only sporadically.

Looking at the same metrics regularly will increase our understanding how they relate to each other, whether metric changes are expected or exceptions, and will make efforts to improve them more successful.

The growth reviews should focus on analysing anomalies instead of expected metric behavior, especially as teams become more familiar with their data.

Outside of the regular monthly reviews, it’s the job of the Product Manager to regularly monitor these metrics, becoming an expert in their nuances. Should a metric deviate from the norm, they are responsible for presenting a well-researched explanation during the review.

Contents

Recurring analysis

During these reviews, we assess both input and output metrics. Input metrics, serving as leading indicators, significantly impact output metrics like revenue and retention.

Here are some examples:


	Input Metrics: Things customers care about and factors in our control, like onboarding, key product actions (such as recording analyzed), and performance

	Output Metrics: MRR, retention (revenue & usage), NPS score



As mentioned before, we aim to analyse the same set of metrics month over month, so we can see trends and anomalies. However, there can be cases where we decide to change a metric if it’s a better indicator of long-term success, particularly for product activation and key product actions.

We’ve found that the best way to review what is a quite long list of metrics is to combine all numbers (revenue as well as usage) in one spreadsheet with a new column for each month, and only open individual graphs where required. Below is a screenshot that shows a part of our growth review document. View the internal growth review spreadsheet for internal users.

Image: Growth review template

Monthly focus areas

To make growth reviews more actionable, each of the three growth reviews per quarter should have a slightly different angle:

First growth review of the quarter (1 week in):


	Review the product / research goal planned as part of the team's quarterly planning

	If we have answered this, have we answered the biggest unknown for the product?

	Are there any other topics / research we could work on as a secondary priority?



Second growth review of the quarter (5 weeks in):


	Has our research yielded anything useful so far? What do we need to focus on understanding before planning in a few weeks?

	From the things we've shipped so far this quarter, did we learn anything?

	The outcome should be a list of open questions we should answer before the next quarterly planning



Third growth review of the quarter (9 weeks in):


	What impact did the things we have shipped this quarter have on our metrics, and overall success of the product?

	Looking back over the quarter so far, was growth healthy or are there issues we should address in the next quarter?

	This session will be the least actionable, since it is happening around the same time as the quarterly planning, so it's a good time to do an overall health check



Deep dives

In each growth review, we usually do a couple of deep dives. Topics can be proposed in a preceding growth review, by team members, or it is simply something the Product Manager finds worthwhile. Here are a couple of examples:


	Why was churn so high last month? Can we identify any reasons?

	Where in the onboarding funnel do new users struggle?

	Can we find leading indicators that predict long-term product usage? (e.g. Facebook’s 7 friends in 10 days)

	Are there any difference between high ICP and non ICP customers in how they use the product?

	Are our 10 biggest customers happy users of the product?



In-sync or async?

While monthly metrics reviews are important, they are not always actionable. Or, sometimes a metric might be suboptimal, but we decide not to focus on it, because we have more important topics to work on. Since PostHog's culture leans towards no meetings by default, we are not meeting every month to review the metrics in-sync. For in-sync growth reviews, the following guidelines apply:


	1 quarterly in-sync growth review for existing products & PMs

	3 monthly in-sync growth reviews in a row for a new product or new PM

	In-sync growth review any time a PM spots an issue in the metrics they would like to discuss

	Additionally, the team lead and the responsible exec can also ask for a in-sync growth review



In-sync growth reviews are usually joined by the PM, the team lead and the responsible exec. Team members usually don't join the growth reviews, but a summary and the full analysis is accessible to everyone and shared via Slack.

Structure of the in-sync growth reviews

During the meeting


	Metrics walkthrough

	Led by PM

	Participants note questions/comments they have

	Review of questions/comments that were made before or during the metrics walkthrough

	Walkthrough + discussion of deep dives

	If required: Ad-hoc analysis of questions that came up

	Agree on to dos for the next meeting



Before the meeting


	PM prepares growth review

	PM shares summary + links to analysis as well as the growth review document with the participants as well as the small team, so everyone has the chance to review the document and add notes before the meeting



After the meeting


	PM shares summary of meeting discussion + outcome with the small team

	PM makes sure all to dos are completed by the next growth reviews



Structure of the async growth reviews

Very similar to the above, except that the metrics walkthrough doesn't happen in a meeting. The PM shares a summary of the full growth review they prepared (key metrics, deep dives, anomalies and follow-ups) in the team's Slack with the team lead and responsible exec tagged. The whole team is encouraged to read up on the full notes & numbers that are linked, and ask follow-up questions.

Useful material (internal links)


	Main growth review document (Session Replay example)

	Metrics overview spreadsheet

	PostHog notebook with relevant usage graphs (Session Replay example)

	Metabase dashboard for per-product revenue







  4. Prioritizing work for mature products

  Source: https://posthog.com/handbook/product/prioritizing-work-for-mature-products

  
  There's no golden rule or perfect framework for prioritization. Here are a few things we should keep in mind when building mature products (products with substantial revenue and usage).


	Always prioritize our ICP (Ideal Customer Profile)

	As products mature, we start to get more and more users who are not strictly within our ICP. Building for these users is great - but only if we've satisfied the core needs of our company-wide ICP first.

	Should different products have different ICPs?

	The very first ICP should always be the same. However, some products will fill their needs sooner than others.

	Prevent churn before capturing growth

	Not all churn is preventable - some customers' businesses don't make it. These customers are usually in our smallest revenue bucket and shouldn't really impact prioritization - unless the question is about how to make them more successful (which is a good question for sure, but not always relevant).

	Preventable churn usually comes from:

	Lots of bugs or particularly bad bugs

	Missing features that competitors offer

	Pricing

	Not proving value often enough (eg. lack of use because it doesn't fit into their workflow)

	Churn should be roughy equivalent across products - if yours is high, figure out why and fix it. Growth is less effective when you have a leaky bucket.

	Use metrics as a guide, not the end-all-be-all

	Trust your instincts and your convictions. If you _just know_ that something is the right thing to build, then build it.

	Use metrics to help point you in the direction of what general area to focus on if you don't have conviction elsewhere.

	Reprioritize enterprise feature requests when it makes sense

	Larger enterprises will sometimes make esoteric requests. Other times their requests are totally valid - but we're busy with other things.

	If the following are true, you should prioritize their needs immediately:

	The customer represents a large churn risk

	The feature has been requested by multiple customers and will be widely used

	The lack of the feature prevents them from using the core product

	Don't put off the hard things

	If something seems important but difficult, and another thing seems easy, don't just do the easy things. Teams that do the difficult things will pull ahead. (assuming doing the difficult thing is possible - usually we want to see some evidence that it is)







  5. What we look for in product managers

  Source: https://posthog.com/handbook/product/product-manager-hiring

  
  This page outlines what makes a great product manager at PostHog: The traits, skills, and mindset we look for when hiring and developing PMs.





For how the role works day to day, see What product managers do at PostHog.


User closeness

We expect every PM at PostHog to be obsessed with users. Not just to enjoy talking to them, but to crave it. Great PMs feel uneasy when they or their team go too long without a real user conversation.

This obsession can show up in different ways: maybe in the past they’ve been a founder, a product engineer, a user researcher, or worked in another deeply user-facing role. The path doesn’t matter, but the curiosity does.

Talking to users is table stakes at PostHog. It’s a skill anyone who cares can learn quickly and keep refining over time, independently of their role and background.

A red flag is someone who’s worked in user-facing roles for years but shows little genuine curiosity or interest in understanding users.

---

Metrics ownership

Owning metrics requires two distinct capabilities:

Technical capability

PMs at PostHog are expected to do their own data analysis. They must be fluent in SQL and comfortable investigating metrics directly in our data warehouse. Additional experience in data modeling, analytics engineering, or building dashboards is a plus.

Depth of experience

Beyond technical skill, we look for PMs who have lived with metrics over time. Not just “churn was high, I ran five interviews, we fixed churn.”

We want PMs who have owned a product for months or years, stayed close to metrics like retention, churn, or revenue, and have gone deep into diagnosing and improving them.

Ideal candidates can share examples such as:


	Defining or refining an activation metric and validating it

	Breaking down retention by customer segment and acting on findings

	Investigating churn and iterating multiple times until a successful fix was found

	Building a churn model or cross-sell analysis to guide prioritization



This experience is much harder to teach than talking to users, so we actively screen for it.

---

Product sense

Finally, PMs need strong product sense: The ability to recognize what makes a product feel powerful, intuitive, and cohesive.

This doesn’t mean micromanaging every design detail. It means having the judgment to know when the product experience is drifting away from what “feels right” and stepping in at the right level of detail.

Examples of how this shows up day to day:


	Spotting when a flow adds friction: Noticing when a process feels slower, more complex, or less clear than it should.

	Recognizing when defaults feel off: Identifying when the starting experience leads users in the wrong direction or creates unnecessary confusion.

	Calling out incoherence: Seeing when patterns, language, or tone diverge from the rest of the product and risk breaking the overall consistency.

	Identifying one-way door decisions: Understanding when a design, naming, or architectural choice would be hard to reverse and needs another round of iteration before shipping.

	Balancing speed vs. craft: Knowing when quick progress is fine and when quality and polish are essential for long-term product perception.

	Ensuring cohesiveness: Making sure the product not only works, but feels coherent, purposeful, and aligned with the company’s principles.



Strong product sense means keeping a holistic view. Understanding not just what works, but what feels right to users and to PostHog’s product philosophy.

---

Hands-on with code (optional but valuable)

It’s not a requirement that PMs at PostHog know how to code, but it helps. PMs who can navigate a codebase, make small changes, or who have built small side projects often find it easier to empathize with engineers on their team and also with our target users (developers).

We also find that PMs who occasionally ship a small PR in their product:


	Build stronger relationships with engineers

	Better understand technical trade-offs

	Make more grounded product decisions



They don’t need to be an engineer, but curiosity about how things work and the willingness to dive in and experiment is a strong advantage.

---

Culture fit

PostHog PMs need to combine strong opinions with deep trust in their team. We want PMs who:


	Have conviction and clear opinions about the areas they are (co-)responsible for: Metrics, pricing, users, positioning.

	Can confidently act as the informed captain when needed, owning decisions in their domain.

	At the same time, know when to disagree and commit and support a team lead or another informed captain’s decision even if they personally would have done something differently.

	Trust the team on all the decisions that are not theirs to make.



For example:


	A PM may strongly influence pricing, positioning, or launch readiness.

	But they should not overrule roadmap or technical decisions made by engineers or the team lead.



Their job is to lead with context, to make a compelling case grounded in data and user insight. If the team decides differently, the PM assumes good intent and trusts that choice.

Ultimately, at PostHog:


	The team lead owns the product.

	The PM ensures the product is positioned and priced for success, and keeps feeding user and metric context into the team.



We value PMs who show conviction where it counts, humility where it doesn’t, and trust in their team above all else.





  6. Product manager onboarding

  Source: https://posthog.com/handbook/product/product-manager-onboarding

  
  This guide explains how to onboard a new product manager at PostHog.





If you're looking for what the role involves day to day, see What product managers do at PostHog.


People relevant in a new PM's onboarding


	PM onboarding buddy: Any PM who has been at PostHog for at least a year can onboard a new PM. Ideally they have some overlap or knowledge of the products the new PM will be working on. The onboarding buddy is the "owner" of the onboarding. They organise logistics, make a plan for the week, invite small team members, and serve as the main contact person for the new joiner.

	Blitzscale manager: A PM typically reports into the Blitzscale member that leads the majority of the products the PM works on.

	Small team & small team leads: While the onboarding buddy can share best practices and example PM projects, it's the role of the teams to share with the PM the context of the team & product they are working on (strengths, weaknesses, opportunities, threats, etc.).



A typical PM onboarding has the following phases:

Before the onboarding week


	Pick a date & location for the onboarding week

	Invite small team members to onboarding Slack channel, and for the in-person onboarding (at least 1 team lead is encouraged, team members are optional)

	Make a plan for the onboarding week

	Double-check everything else is taken care of (e.g. laptop has been ordered, Blitzscale manager is informed when & where the onboarding happens)



Onboarding week

We have two artifacts that can be reused and adjusted for each PM onboarding. We recommend putting both in a single Google Doc, tailored to the PM and team they're joining, to act as the main onboarding doc for each PM onboarding.


	First 6 months success criteria

	Onboarding week schedule



In addition to the two artifacts above, there are a couple of other items to set up, including:


	Invite PM to relevant Slack channels (#pm, team channels, ...)

	Invite PM to PM brownbag, PM standup, PM book club & the PM Google group

	Add the PM to the PM sprint planning and monthly growth review templates

	Invite PM to their teams standups & sprint plannings



The main focus of the onboarding week should be on those three topics:


	Teach the PM our ways of working: owned by the onboarding buddy.

	Teach the PM the high-level context of the product they are working on: owned by the small team leads.

	Give them their first chunky project they can work on, and ask questions throughout the week: co-owned by the onboarding buddy and small team lead. A growth review is a really good example, because they will learn about our data and product health, and naturally start thinking about next questions.



Don't forget to do something fun too! Have some nice dinners, explore the city you are in, and schedule a fun activity with everyone around.

After the onboarding week

For a PM to be off to a great start at PostHog, it's important that the onboarding buddy continues to work closely with the PM in the first weeks and months, reviewing first projects and giving feedback.

This section covers how the onboarding buddy supports the new PM through this period. For the goals we set over the same window, see First 6 months success criteria.

First month


	The new PM schedules a weekly 1:1 with the onboarding buddy. This session can be used to walk through ongoing projects, asking questions and giving feedback.

	The new PM invites the onboarding buddy to their first growth review, so that the onboarding buddy can give feedback. Participation in further growth reviews is optional.

	The new PM should actively share bigger outputs they've been working on with the onboarding buddy for feedback, e.g. RFCs or analyses.

	In addition, the new PM should set up regular 1:1s with their Blitzscale manager and the small team leads they work with, and actively facilitate feedback and ideas for high-impact projects.



First month → end of probation


	After the first month, the 1:1s can likely be spaced out or moved to on-demand.

	The onboarding buddy should still review some of the big projects or RFCs the new PM is working on, and give feedback.

	The onboarding buddy should also share their impressions & feedback with the small team lead & Blitzscale manager, so they have all the context for a successful probation period.



About the probation period

There is not one person alone who can assess the success of a new PM. Instead, the success of the probation period should be co-owned by the onboarding buddy, the small team lead(s) and the Blitzscale manager, with the Blitzscale manager making the call if, in a rare case, a new PM doesn't pass probation. They should regularly share feedback with each other, and of course the new PM.

Questions for the onboarding buddy:


	Has the PM adopted our ways of working & style successfully?

	Does the work they produce meet our bar (growth reviews, RFCs, pricing work, etc.)?

	Do they bring good energy to the PM meetings?

	Do they raise the bar across PMs for how they work, and best practices they share with the team?

	Keeper test: If the PM were to leave, would you feel the loss, and fight to keep them?



Questions for the small team leads:


	Can you see the PM bringing value to the team, by the context & user feedback they facilitate?

	Does the PM create a collaborative environment in the team, vs. a confrontational one?

	Does the PM's work, and ways of working, energise the team vs. draining them?

	Keeper test: If the PM were to leave your team, would you feel the loss, and fight to keep them?



Questions for the Blitzscale manager:


	Can you see the PM bringing value to the team, and making them more productive?

	Does the PM help move projects and topics along you deem high impact and/or urgent for the team?

	Do you observe a healthy team environment, with the engineers appreciating the work and energy the PM is bringing into the team?

	Keeper test: If the PM were to leave the team, would you feel the loss, and fight to keep them?



First 6 months success criteria

This is a reusable template for the success criteria we set with a new PM. Copy the block below into the onboarding doc and adjust it per person and per the products they'll be working on.

### First day

- Set all accounts up
- Complete a PostHog quest (e.g. answer a question that requires a funnel, watch some recordings)
  - Potentially find out from team leads what would be interesting to know
- Make one small PR to the handbook, e.g. update the PM team page (/handbook/product/product-team) with your team responsibilities

### First week

Overarching goal: You have access to everything and as a result can do work that is given to you with a reasonable amount of context, so you're not doing the work uninformed of data / what users are saying.

- Complete the onboarding checklist
- You can work autonomously and drive data analysis & user research for your teams
- Set up two customer interviews
- Set up 1:1s with your teams' leads. Other people we'd recommend meeting in your first couple of weeks are people from the product marketing, support, billing, sales, and growth teams. Most teams have a expert for your specific product, those are the best fit
- You've understood the roadmap + quarterly goals for your teams, and perhaps updated some of it on the roadmap (/roadmap)
- You've reviewed and contributed to at least one RFC or open discussion in your team → chat to a team lead about what makes sense here

### First month

Overarching goal: You know how to prioritise your own time and get the work done. You are regularly talking to users, reviewing data proactively, and confidently driving growth reviews, perhaps with a little assistance still.

- Set up 1:1s with everyone in your teams to get to know them
- You've helped your teams prioritise what to work on in their sprints
- You've prepared the first growth review for your team, have a solid understanding of the relevant metrics, and shared your insights with the team
- You've brought one big problem to the attention of engineers, (helped) write an RFC (if anything relevant is in progress) and added customer anecdotes and data
- Continuously setting up and running user interviews where necessary, and sharing your insights with the team
- After 30 days & the first growth review: organise an (informal) feedback session with the team, to get feedback on your work so far and how to improve your ways of working together

### Six months

Overarching goal: You can handle multiple products at once and can do the work for those products by far to the highest standard of anyone in the company.

- Continuously preparing the monthly product growth reviews for your teams, sharing findings with the teams, and making sure follow-ups are happening
- Always finding new and important problems to bring to engineers, backed up with data and user interviews
- Provide just-in-time feedback to engineers as we release new features, based on your own experience from using the product, and assisting the engineers where necessary gathering user feedback, following our principles of shipping and iterating quickly
- Participated in your first quarterly planning with the product teams you work with & exec, informing what to work on and what to add to the roadmap
- Continuously setting up and running user interviews where appropriate

Onboarding week schedule

This is a reusable template based on a previous onboarding. Copy the block below into the onboarding doc and adjust dates, names, and team specifics per person.

### Logistics

Travel & accommodation
- 🛬 Arrival: [date]
- 🛫 Departure: [date]
- 🛏 Accommodation: [hotel]

Additional attendees
- Onboarding buddy (full week)
- Team lead(s) (1 to 3 days, depending on availability)

Non-work events
- Dinners TBD, plan something fun together

Onboarding issue
- Track first day / first week / first month / 6 months goals in a dedicated GitHub issue

### Schedule for the week

Monday / Tuesday (depending on arrivals)
- Welcome!
- Handbook walkthrough with the onboarding buddy: mission, goals, teams, etc.
- Chat about PostHog's "big bets" (e.g. AI, Data Stack; schedule async sessions with the relevant owners)
- First-day to-dos from the onboarding issue
- Afternoon: how the onboarding buddy currently works with their teams, and what works / doesn't (1:1s, joining standups, in-sync vs. async growth reviews, etc.)
- Dinner (TBD)

Wednesday
- 1:1 with each team lead: product overview, intros, what matters right now, how the new PM can help
- How we do growth reviews (with the onboarding buddy)
- Start a growth review for one of the new PM's products
- Join team standups to say hi
- Dinner (TBD)

Thursday
- Morning: individual work
- Afternoon: walkthrough of the index of tools/resources the onboarding buddy uses a lot
- Example PM projects
- Dinner (TBD)

Friday
- Continue onboarding issue to-dos & first projects; get input from team leads on good first projects
- Afternoon: everyone heads home 👋

### After the offsite
- Connect with any remaining team leads for the products the new PM will work on





  7. What product managers do at PostHog

  Source: https://posthog.com/handbook/product/product-manager-role

  
  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.

  	The role at a glance

	Systems for user discovery & product thinking

	Team metrics

	Pricing

	User understanding

	Monitoring of the competitive landscape & industry trends

	The product lifecycle and the PM's focus

	Deciding when to add a product manager to a team



  This page explains what product managers do at PostHog: How the role works, what PMs are responsible for, and how they collaborate with their teams.





If you're looking for what we value in PMs and how we hire them, see What we look for in product managers.


The role at a glance

At PostHog, product managers (PMs) exist to bring clarity and context to their teams. They do not own roadmaps or dictate what to build next. Instead, they ensure the team deeply understands its users and its product’s performance, so that the right decisions happen naturally.

A PM owns the following three areas for their product and team:

Systems for user discovery & product thinking


	Ensure a system is in place for the PM and engineers to hold discovery calls with users regularly.

	Have a process for storing customer feedback so that it’s retrievable if we ever decide to use it (but not putting it “in the backlog.”)

	Organize interviews, lead metrics reviews, or host Replay watch parties.



Team metrics


	Always know how the product is performing, both in usage and revenue.

	Be aware of key trends, areas of concern, and emerging opportunities.

	When metrics move in the wrong direction, create a plan or hypothesis for where to dig deeper next.



We are following a defined format for growth reviews to make sure it's easy to compare performance across products. See Per-product growth reviews for more information.


Pricing


	Regularly review whether pricing aligns with the value users get from the product.

	Identify when pricing or packaging creates friction for adoption, retention, or expansion.

	If we decide to make a pricing change, work on a new pricing model taking into account our pricing principles, and involve the billing and marketing teams at the right time to get the changes live.

	Track the impact of pricing changes on revenue, conversion, and churn to understand what worked and what didn’t.



---

A PM shares ownership of the following areas with their product team. This doesn’t mean it's a lesser priority for a PM to own projects here. It simply means product engineers are equally expected to contribute.

User understanding


	Understand who users are, what problems they face, and how they feel about the product. This context should be sourced through any relevant channel: user interviews, surveys, PostHog, support tickets, GitHub issues, BuildBetter recordings, or other data sources.

	Refine the product’s target persona(s) as the product matures, including their needs / jobs to be done, and track this information on the team page.



Monitoring of the competitive landscape & industry trends


	Research best-in-class competitors and identify the biggest gaps between our offering and theirs.

	Facilitate input from Sales, Support, and users, who are often acutely aware of the features we’re missing — especially if they’re about to cause someone to churn.

	Keep an eye on new product launches and industry shifts to ensure we’re not missing emerging opportunities — see The Innovator’s Dilemma for reference.



---

A PM supports the following areas for their product and team. In consultation with the team, they might own projects in these areas:


	Launching a new product in beta or in general availability

	Deciding on what we should be building next

	Providing feedback on UX for features



Everything else in the PM role builds on these foundations.

---

The product lifecycle and the PM's focus

The PM’s work evolves with the product. While the principles stay constant — context and clarity — the emphasis shifts by stage of the product.

Note on the table below: Especially in the early stages (1 & 2), a team usually doesn’t have a PM yet — product engineers own all product decisions.


Review this table with the context from “The role at a glance” (own/share/support) and “Deciding when to add a product manager to a team.”


| Stage | Goal | Key PM questions | Typical PM work | Example projects | |------------|-----------|----------------------|----------------------|----------------------| | 1. Idea → Beta | Get a first version of the product into users’ hands | - Who are we building for?<br/>- What is the 80/20 of features?<br/>- What needs to happen to get this into beta as quickly as possible? | - Lead or synthesize early user research<br/>- Define MVP scope and launch criteria<br/>- Shape initial positioning → who the product is for and why it matters<br/>- Coordinate beta launch activities and internal comms (beta program, website copy, docs) | — | | 2. Beta → General Availability | Launch a product that users want to pay for | - What’s missing in the product to start charging for it?<br/>- How do we charge for it? | - Lead or synthesize early user research<br/>- Decide pricing model<br/>- Coordinate launch activities and internal comms (beta program, website copy, docs) | PostHog AI pricing, renaming “Max AI” to “PostHog AI” for clearer positioning | | 3. General Availability → Growth Stage | Strengthen and expand adoption | - Are users truly getting value?<br/>- Where are they dropping off or getting stuck?<br/>- What drives retention and revenue growth? | - Regularly review usage data, churn patterns, and feedback loops<br/>- Run interviews and other user research to understand user sentiment and evolving needs<br/>- Research “best in class” competitors to highlight gaps<br/>- Identify the biggest opportunities for improvement or expansion<br/>- Frame problems clearly so the team can decide autonomously what to build next<br/>- Collaborate on pricing adjustments or repositioning as understanding deepens | User interviews on error tracking, Surveys pricing change, Research into needs of data engineers after re-positioning of Data Warehouse / Data Stack | | 4. High Revenue / Mature Product | Sustain growth and manage complexity | - What’s limiting growth now?<br/>- What new segments, features, or pricing models allow us to sustain a 9% MoM revenue growth rate? | - Track advanced revenue and usage metrics (activation, retention, revenue retention)<br/>- Share context and opportunities in identified problem areas with the team<br/>- Run “conviction sprints” to refresh understanding of ICP and persona(s) as they relate to the product<br/>- Ensure product strategy stays grounded in real user and business outcomes | — |

---

Deciding when to add a product manager to a team

Because most engineers at PostHog have strong product skills, many early-stage products don’t need a PM right away (stages 1 & 2).

At this stage, it’s typically the team lead’s job to decide:


	What to build

	When to release the first version

	How to charge for it



...with feedback and guidance from the Blitzscale team.

There are a few exceptions: When a team is working on an infrastructure-heavy product, it’s more important that the team lead has strong engineering and infra skills than product skills. In that case, it can make sense to add a PM early who can focus on product direction, positioning, and user research while the lead focuses on technical execution.

In most cases, though, we add a PM after a product has launched and started generating revenue (stage 3). Once a product is live, product opportunities multiply, and it becomes the PM’s job to surface what matters most, connect user feedback with metrics, and ensure the team’s effort goes where it has the biggest impact.

Ultimately, it’s up to the Blitzscale team to decide when adding a PM will help the team ship faster and focus more effectively. When that becomes true, it’s time to bring in a PM.

---

Collaboration and decision-making with the team

PostHog is an asynchronous and autonomous organization. PMs do not “own” the roadmap or feature priorities. The closest thing we have to a “product owner” at PostHog is the team lead.

Instead:


	Engineers choose what to work on next based on shared context.

	The PM’s job is to provide that context: articulate problems, surface data, and make trade-offs visible.

	When major calls (like positioning, pricing, or launch scope) need to be made, the PM and team lead collaborate closely to select an informed captain: One person who makes the decisions and sees them through. The other can provide feedback when requested, but focuses elsewhere.

	A PM typically chooses their own projects, but the team and team lead can “assign” them tasks when needed.







  8. Product management at PostHog

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

  
  PostHog has a product-minded engineering organization. Engineers own sprint planning and spec'ing out solutions.

So, what is the role of product managers at PostHog? PMs set context across multiple products for how products are being used, what the competitive landscape is like, what users are feeling about PostHog, and how they're using things.

Among other things, they


	run growth reviews for products that have product-market-fit

	organize user interviews

	coach product engineers on "how to do product"



For a more in-depth look at the product role at PostHog, see What product managers do at PostHog.

How PMs work

Small team membership

Each PM belongs to a small number of our small engineering teams, so that all teams have a strong sense that the PM is there to support them equally. This also ensures that the PM has the time to dive deep into issues that require it. PMs join small team standups and planning whenever it makes sense, but they are not required to attend _all_ team meetings. This is up to the PM to decide when it makes sense to join these, and when their time is better spent elsewhere.

Here is a overview that shows which of our PMs currently works with which team:

<legend>Anna Szell</legend>

- - - -

<legend>Annika Schmid</legend>

- -

<legend>Cory Slater</legend>

- - - -


	Cross-product growth reviews



<legend>Abe Basu</legend>

- - -

<legend>Mike Warren</legend>

- - - -

<legend>Marco Gancitano</legend>

- -

<legend>Ruby Childs</legend>

- -

<legend>Product teams with no PM currently</legend>

-

Product goals

Product managers primarily support their teams in reaching their goals. The top two priorities of each PM are to run a growth review at the beginning of every month for each of their products, and to organize regular user interviews. (Our rule of thumb is 1 interview per week per PM).

The quarterly per-product planning typically highlight the biggest blind spots a team or product has (e.g. what metrics or parts of the product do we think have potential, but we don't have enough context yet). Teams are encouraged to include their "biggest unknown" as a research goal for the PM to own as part of their quarterly goals. Findings should be shared asynchronously via a GitHub PR in the product-internal repo, and in the growth reviews or team standups where applicable.

To keep track of their projects across teams, PMs should track their personal quarterly goals transparently somewhere, for example in the public PostHog Meta repo.

As the PM team, we are usually also pursuing a couple of side projects each quarter with the goal of leveling up how we do Product at PostHog.

In Q2 2026, we are working on the following themes:


	Ensure our metrics definitions are mature enough for our scale (e.g. inconsistencies in activation & product intent) -> Annika

	Investigate ways to make updates to activation definitions sustainable & consistent -> Mike

	Figure out information flows between product, growth and marketing, so that we get the right exposure for new and mature products -> Abe

	Make sure our products & tracking are set up for a agent-first world

	Tracking human vs agent actions, and defining success for each -> every PM

	Make sure each product has use cases and a “reason for being” in an agent-first world -> every product team

	Think about ideas how to fix the “accountability gap” in growth reviews -> Cory

	From product teams, expect more accountability

	From PMs, get growth reviews done early in the month



“Business-as-usual” themes:


	Make sure we standardise best practices & share knowledge as a group of 5 (soon to be 7) without central leadership, and without adding bureaucracy & friction

	Use our PM brownbags to share how we use AI to be more effective







  9. Releasing new products and features

  Source: https://posthog.com/handbook/product/releasing-new-products-and-features

  
  This guide walks you through the full lifecycle of releasing new products and features at PostHog, from initial planning to general availability.

For complete step-by-step checklists when creating a new product, use the new product RFC template.

Overview of the product lifecycle

New products at PostHog go through four phases:


	Setting up - Initial planning and alpha development behind a feature flag

	Alpha - Slowly adding customers you've spoken with to the feature flag

	Beta - Opening up to all users who want to opt-in

	General availability (GA) - Full launch with pricing and marketing



PostHog includes a variety of early access features in the feature previews section of a users' settings page, as well as a roadmap of feature previews which are coming soon.

Items in the feature previews section can be toggled on or off if users want to try a feature out. Items in the coming soon section enable users to register their interest so that we can contact them with updates. Both sections work only at the user-level and not at the org or project level.

Please refer to the RFC for what the actual steps are. Duplicating them here would cause them to go out-of-sync extremely quickly. We'll simply explain the rationale behind each of the stages.

Phase 1: Setting up a product

Adding items to the coming soon menu early offers several advantages. It enables us to gauge interest in a new feature via sign-ups, equips our marketing teams with news they can promote to users, and ensures that betas can have sample users ready from the moment they launch.

Coming soon features can either be large or small, so use your judgement about what is of interest to users, but it should be something that you expect to work on in the next 3-6 months.

Phase 2: Alpha

During alpha, you're testing with a small group of customers you've specifically invited. It's fine to have bugs and your testers know that's the case. You're also actively working on fixing all known bugs before we can move this on to an opt-in scenario.

Phase 3: Beta

Beta is when you open up the product to all users who want to opt-in. Betas do not need to have been in concept stage first.

Once you are ready to move an item from the coming soon roadmap to a beta which users can interact with, update the stage from concept to beta (or alpha). This triggers an automatic notification to all subscribed users letting them know that the beta is available. Users who registered interest during the Concept stage can then opt in to enable the feature.

Make sure your early access feature flag includes a product_key on the payload field to give people access to the product in their sidebar. Check the new product RFC for more details.

Beta requirements

A beta doesn't need to be perfect, but it should provide value to the user and have base elements of functionality. It doesn't need to be feature complete, but it should provide more than a mocked up front end. We aim not to leave items in beta unless they are in active development. All betas should be clearly documented.

Betas do not need to be performant for high-volume users and can have big bugs, but should be clearly marked as such in the UI.

<CloudinaryImage src="https://res.cloudinary.com/dmukukwp6/image/upload/goodbeta_daa2ddca2a.png" alt="An example of a good beta" className="dark:hidden" /> <CloudinaryImage src="https://res.cloudinary.com/dmukukwp6/image/upload/goodbeta_dark_1dd8b2e833.png" alt="An example of a good beta" className="hidden dark:block" /> Betas should include a title, description, feedback button, payload with product_key and link to basic docs

All betas should follow the best practices below in order to provide a minimum amount of information and usability for customers.


	Betas in the feature preview menu should include a title and short description

	Betas in the feature preview menu should include a 'Give feedback' button

	Betas in the feature preview menu should have documentation (marked as beta) linked to them

	Betas should have a feature owner

	Betas should have a product_key



Product teams are responsible for writing documentation, but the  can help, if needed. Titles, descriptions, and links can be added using the early access menu.

It's helpful to let the Marketing teams know when new betas are added. They'll then add the beta to the changelog, organize any marketing announcements, plan a full announcement for full release, create an email onboarding flow to help you collect user feedback, and anything else you need. You can let them know via the Marketing Slack channel.

Collecting beta feedback

Teams are encouraged to collect feedback from users in current betas so that they can build better products and we have some automations in place to facilitate this.

After a week in any new beta, users will trigger an automatic email from the beta-feedback@posthog.com Google Group. This email will ask them, essentially, for any suggested changes to the beta. By default, all team leads and exec team members are in this Google Group and will get daily digests of responses. Others are invited to add themselves to the group, or change their notification settings.

Regardless, emails to this Google Group will sync to the PostHog Feedback Slack channel for general awareness. Team leads are encouraged to respond to beta feedback emails.

Teams can collect additional feedback if needed and the  is able to help with creating feedback emails or funnels.

Phase 4: Launching to general availability

Once a beta is mature enough, you may want to launch it into general availability (GA).

If you're planning to launch your product in a specific quarter, you MUST let the Marketing team know at the start of the quarter.

Smaller features which don't require major announcements should be announced internally via the Tell PostHog Anything channel so other teams are aware.

You can set the feature flag to release to 100% of users BEFORE the Marketing launch, you don't need to wait for it.

See product announcements for marketing requirements during launch.

How do I work with marketing and billing teams?


The short version here is to try and give other teams as much notice as possible when starting a launch cycle. Marketing and billing teams typically ask for two weeks of notice before a major launch, as a minimum. It's the responsibility of the team lead to ensure these teams are aware of upcoming launches.


Who's responsible?

The Team Lead is typically responsible for:


	Creating and managing the RFC

	Keeping Marketing and Billing teams informed about product progress

	Ensuring timely communication (at least 2-3 weeks notice before a major launch)



Team members can be assigned specific tasks within the RFC checklist.

Related resources


	Deciding which products we build

	Small teams and launching products

	Product announcements

	Per-product activation

	Writing ClickHouse queries for new products







  10. User feedback

  Source: https://posthog.com/handbook/product/user-feedback

  
  😍 Want to share feedback? File a GitHub issue or reach out directly. We're always happy to hear from you!


We actively seek (outbound) input in everything we work on. In addition to having multiple channels to continuously receive inbound feedback, we generally do active outbound feedback requests for:


	General product and experience feedback. Continuous effort to gather general feedback on the product and their holistic experience with PostHog are led by the PMs supporting the team.

	Usability tests. We generally run these for new big features the Engineering team is working on. Run by the engineer building that feature.



Feedback call process

Recruiting users

Ways to invite users for an interview:


	PostHog Surveys. We even have a template for user interviews.

	We recommend to create a cohort first (with a static copy), and use that as a display condition.

	We have more and more surveys running, therefore it's best if a survey wait period is applied. We recommend 14 days.

	If your cohort is large (>1,000 users), it's best to not roll it out to 100%, as you might get overwhelmed by the amount of interviews in a short period of time. Start with 20-30% and increase if you need more interviews.

	PMs use cal.com for scheduling interviews, but you can choose a different tool as well.

	If a customer has requested a feature through Slack, then message them directly.

	Email customers who have subscribed to the feature on the roadmap.

	Email a slice of users, e.g. top users of your product, or conversely, people who churned.



Email writing inspiration

When crafting user outreach, just put yourself in the shoes of the person about to receive the message. How can you help each other by getting on that quick call?

Here's an example of an email from a real project, crafted by Michael Matloka to learn about the problems of top users of the PostHog AI beta:

Subject: Quick chat about your PostHog AI experience?





Hey $FIRST_NAME, Michael from PostHog engineering here!





I'm focused on improving PostHog's AI features, and I saw you've been using our AI assistant.


I want to make PostHog AI 10x better for you – and it'll be a gamechanger to hear about your personal experience with it.


What do you say about a 30min chat about your product-building workflow, this week or in a couple of weeks? I promise in return you'll get a better tool for your job, plus $40 of PostHog merch. :)





Feel free to pick any time that suits you in my calendar at $CAL_DOT_COM_LINK, or send me your own calendar! I'm excited to hear from you.





$GMAIL_SIGNATURE


Scheduling


	Add all feedback calls to the User interviews calendar. If the invite was created from your own calendar, you can simply add "User interviews" as an invitee.



During the call


	We recommend recording interviews using BuildBetter. Please, always ask and make sure the user is comfortable with being recorded before doing so.

	Once the user confirms they are okay with this, you can easily trigger the recording by clicking on Join a call on the BuildBetter homepage and copy-pasting the call URL.

	If you do not have access to BuildBetter yet, drop a message in the #pm Slack channel.

	If you have any feedback, bug to report or feature request for BuildBetter, we have a shared Slack channel with them, feel free to directly message their team there.

	Do a quick round of intros if you haven't met previously.

	If this is the first interview with the user, ask them for context about their company, their role, if they're technical.



After the call


	If you used BuildBetter, the tool will automatically generate a summary for you under the recording. We recommend checking this, and adding any additional thoughts, because the AI can sometimes pick up things incorrectly. You can also generate a doc using the platform, where you can give very specific prompts for the outline of the summary.

	We also want to keep recordings easily identifiable, therefore please rename the recording to [topic of the interview] user interview with [first name of the user], e.g. Web analytics user interview with Joe.

	In case recording wasn't possible, add the notes to the [Google Doc][feedback-doc].

	Share a short summary of the user interview in the #posthog-feedback Slack channel.

	If the user reported specific bugs or requested specific features, open the relevant issues in GitHub. Be sure to link to their person profile in case our engineers needs more context when scoping/building.

	Generate the reward for the user (see below).

	Most of the time, the reward will be a gift card for the PostHog merch store. If it's the case, create the gift card in Shopify.

	Follow-up with the user. Send any applicable rewards, links to any opened GitHub issues, and answers to any outstanding questions.



Rewards

We strongly value our users' time. As such, we usually send a small gift of appreciation. We have the following general _guidelines_, but just use your best judgement.


	As a thank you for a call, we send users a gift card to the PostHog merch store with around $40 of value (great for a swanky T-shirt plus stickers).

	If the user wasn't up for a call, but nevertheless replied with a bunch of useful feedback async, it's good vibes to send them smaller gift card, with $20 of value.

	When merch isn't an option (e.g. user has received some already), we can offer the user an equivalent-value gift card with Open Collective.



Instructions on how to create gift cards can be found in the merch store customer section.

Repositories of information

We keep a log of user feedback in the following places:


	BuildBetter. Starting 2025, we keep track of all user interviews (recordings & notes) in BuildBetter.

	Feedback notes. Feedback notes are mainly kept in this [Google doc][feedback-doc].

	Old recordings. All older recordings are kept in [this folder][recordings] in the Product shared drive.



Wherever feedback happens, share it

Any PostHog team member may receive feedback at any time, whether doing sales, customer support, on forums outside of PostHog or even friends & family. If you receive feedback for PostHog, it's important to share it with the rest of the team. To do so, just add it to the #posthog-feedback channel.

To ensure feedback durability and visibility, the #posthog-feedback channel should not be used as the primary source of <i>storage</i>. Please add the feedback to the main Google doc.

We strongly recommend that everyone joins at least one user call per month. Regardless of your role, you will always benefit from staying in the loop with our users and their pain.

[feedback-doc]: https://docs.google.com/document/d/1762fbEbFOVZUr24jQ3pFFj91ViY72TWrTgD-JxRJ5Tc/edit [recordings]: https://drive.google.com/drive/folders/1kmhj0GMAZTjVauN8JJKs_U7BgaD7XnUJ?usp=sharing





  11. In-Person Customer Visits

  Source: https://posthog.com/handbook/product/visiting-customers

  
  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.

  	Setting up meetings

	Conducting meetings

	After the meetings



  Right now, PMs conduct a lot of remote interviews with customers about their specific products to bring context to their teams. As the number of PostHog products grows, and as customers increasingly use multiple products together, small teams risk developing a siloed view of how our customers actually use PostHog.

This matters because:


	We lose context on how customers use multiple products together to complete their “job to be done”.

	Teams optimize locally (their feature, their metric) and can accidentally degrade the cross-product experience.

	We miss expansion opportunities because we don’t see how multiple PostHog products are used in the wild.

	We miss important context on how to make a whole organization successful with PostHog, not just a single user or use case.



One partial solution is to go meet customers in person.

The following is a guide to share what has worked, and what hasn't for others who might want to try this out.

Setting up meetings


	Create an open flexible script.



Develop a small, flexible set of questions related to your product area, but keep them broader than your typical product interview. Leave space to understand organizational dynamics, team workflows, and feedback across PostHog’s full product suite.

Feel free to use interview time to watch customers use PostHog directly, and ask them questions about why they take specific approaches as they navigate around the product.


	Pick a metro hub, and research potential customers.



Choose a city with a good number of PostHog customers. Aim to identify ~12–15 customers across different sizes and maturity levels in that region. 15 may sound like a lot but you'll likely only be able to talk to 30% of these customers in the end.

You should do deep research on each account - take notes of which products, and features our customers are using Vitally (and of course PostHog). Who at those companies is using specific features and have a look a few session recordings. You should refer back to these notes before meeting the customer in person so you are informed.


	Coordinate with Sales and Customer Success.



Post in the relevant Sales and Customer Success Slack channels about your plans. Tag the account owners for the customers you’d like to visit. Ask if it’s a good time to reach out, whether they have additional context, or if there are other relevant customers or prospects to reach out to as well.

 Hey @[sales/cs members] I’m visiting [City] in 2 weeks and would love to meet some of our customers in person. I was thinking of reaching out to [customer a], [customer b], [customer c] Is now a good time to chat with them? Any other company who uses [product] a good company to go visit?



	Join customer Slack connections.



Introduce yourself in each shared channel. A good intro might look like:

👋 Hey everyone! I’m [Your Name] from the PostHog product team — I’m visiting [City] next week and would love to meet some of our customers in person. If you’re up for a chat over coffee or lunch to share feedback on how you use PostHog please let me know



	Have your Sales owner tag relevant people within the customer org in that Slack thread. When the account owner directly tags people, the response rate increases significantly. Here are some examples of what worked:



@[relevant customer member] any ideas on who from [customer] may be around and interested in this? We find this kind of thing to be pretty mutually beneficial for us to learn about your needs, but also to help shape our offering as well


@[relevant customer member], [Your Name] from the product team is visiting [City] next week. They can visit and help your team better get better set up with [products]


cc @[relevant customer member]



	Schedule meetings.



Send calendar invites to everyone who responds positively. (We have typically found about 30% of outreach resulted in a meeting.)


	Remind participants.



Post a friendly reminder in the thread a day before each meeting.

Conducting meetings


	Be flexible.



Some meetings will last 30 minutes, others 2 hours. Lunch-time slots often work well, you can grab food together, build rapport, and then dig in. If other posthog team members are free and local in the area and want to come along, feel free to bring them too.


	Bring merch.



Small things like hats or shirts go a long way. Drop a message in #merch and Kendal can help you place an order.


	Structure the time.



An effective structure we found was:


	20 min casual lunch or intro conversation

	30 min “enablement session” — A place and time for as many of the customers's employees to come ask any PostHog-related questions they’ve been holding onto

	20 min focused discussion — Your prepared questions and reflections. If you have a enablement session you can often sneak these questions in while working with customers.



After the meetings


	Follow up.



Thank them for their time, and if the customers had questions you could not immediately solve in your in person meetings, message and tag employees at PostHog who could help.


	Reflect and Share.



You should walk away with a much clearer view of PostHog from your customer’s perspective — not just how they use your product, but why they use PostHog, what types of questions or jobs they are trying to complete with PostHog, and how they use PostHog as a whole.

Share this in the posthog-feedback channel or somewhere similar. Feel comfortable sharing a longform write up and tag people and teams that are relevant. Here's an abbreviated example:

I had the opportunity to meet multiple customers in person over the last few weeks. I went in with the intention of focusing on data pipelines and messaging. However, I was open to receiving feedback on our entire product suite.


Two interesting customers were [customer a] [customer b]


[customer a] does xyz, and currently uses product analytics, session replay, data pipelines, and feature flags. I was able to talk to [customer employee name], who is the head of engineering, as well as another employee who ran a business unit. They were the power users.


They use product analytics in two main ways:


1. Business review. They had a high-level dashboard that was setup earlier and the leadership team would view it every single week, tracking changes in things like MAUs and other business critical product KPIs.


2. Ad hoc product insights. If the GM of one of the product lines had a question that popped up in his mind, he would go to PostHog to try to answer it first.


They used insights and dashboards and were pretty comfortable with breakdowns and some of the more advanced features. However, interestingly, they did not use sql queries and they were not aware that you could even use sql either.


Data pipelines was used to inform colleagues of high-value customer interactions in the product. This was done via a Slack destination. This is a very specific job to be done that I've seen in a number of other companies as well.


They were particularly interested in organization-level views, specifically:


- Organizations who have completed key events


- Organizations who have not completed key events


The primary complaint and frustration that they had with PostHog product analytics was that it was very difficult to search for people who have not done things or organizations where things have not occurred.


I was surprised that both [customer a] and [customer b] did not know you can use sql insights with product analytics @product-analytics-folks


One other thing to note was both customers also did not know where they could find a list of all events, and definitions (I showed them the data management tab). One customer commented it would be good if AI added a description automatically of what each event actually signified, and if there were easy ways to delete old events. Data governance came up a lot even with this mid sized companies
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