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Retool Product Analytics Strategy:
Building Analytics Excellence for the
Al-Native Development Platform

Executive Summary

As Retool transitions from a low-code platform to an Al-native development environment,
our analytics function must evolve to capture the full spectrum of user interactions across
Apps, Workflows, Mobile, Agents, and Forms. This document outlines a comprehensive
product analytics strategy to drive data-informed decisions across our four-tier pricing
model (Free, Team, Business, Enterprise) and support our mission to help teams "build
internal software better, with Al."

Key Metrics Framework:

* North Star: Monthly Active Builders (MAB) who create production-ready applications
 Leading Indicators: Time-to-first-app, Al prompting engagement, data source connections
* Business Outcomes: Revenue per seat, expansion revenue, enterprise adoption

A. North Star Metric & Key Metrics Framework

Primary North Star Metric

Monthly Active Builders (MAB) - Users who create, deploy, or significantly modify
applications in production environments within 30 days.

Rationale: Unlike traditional SaaS, Retool's value comes from enabling builders to create
software for their organizations. A builder who successfully deploys applications
represents maximum value realization and highest retention probability.

Supporting Metrics Hierarchy

**Activation Metrics (Leading Indicators)**

» Time-to-First-App: Hours from signup to first deployed application

» Al Engagement Rate: % of builders using Al features (AppGen, prompting) in first 7 days

» Data Connection Success Rate: % of users who successfully connect at least one data source
» Component Interaction Depth: Average unique components used in first application

**Engagement Metrics (Concurrent Indicators)**

» Weekly Active Builders (WAB): Building, deploying, or collaborating on apps
» Applications per Builder: Average active apps per builder (monthly)



» Cross-Product Usage: % of builders using 2+ products (Apps + Workflows, Apps + Mobile, etc.)
* Al Prompting Volume: Average Al prompts per builder per month

**Retention & Expansion Metrics (Lagging Indicators)**

* Builder Retention Cohorts: 30/60/90-day retention rates

» Seat Expansion Rate: % accounts adding new builder seats monthly

* Product Adoption Expansion: Users upgrading to Business/Enterprise tiers
 Enterprise Feature Adoption: Usage of SSO, audit logs, custom environments

*Business OQutcome Metrics**

* Revenue per Builder: Monthly revenue divided by active builders

* Net Revenue Retention: Expansion minus churn at account level

» Enterprise Conversion Rate: % of Team accounts upgrading to Enterprise

» Time-to-Enterprise-Value: Days from Enterprise signup to first production deployment

Counter-Metrics (Risk Indicators)

» Abandoned App Rate: % of created apps never deployed or used by end users

» Al Dependency Rate: % of builders who can't complete tasks without Al assistance
* Integration Failure Rate: % of failed data source connections

» Support Ticket Volume per MAB: Indicates product complexity/friction

B. User Journey Mapping & Event Taxonomy

Critical User Journeys

**1. Builder Activation Journev**

si gnup_conpl eted - workspace created - first _data source _connected -
first_conponent _added - first_query witten - app_deployed - end_user_access

**2  Al-Assisted Buildina Journev**

ai _pronpt_initiated - appgen_app_created - ai_conponent_generated -
ai _query_suggested - human_refinenent - app_depl oyed

**3. Team Collaboration Journev**

bui | der _invite_sent - collaborator_joined - shared_app_access -
col |l aborative_edit - version_control_used - production_depl oyment

**4. Enternrise Expansion Journev**

teamplan_linmts_hit - enterprise_trial_started - sso_configured -
audi t _| ogs_enabl ed - custom.environnents_created - enterprise_conversion

Event Taxonomy & Naming Convention



**Core Buildina Events**

app_created(app_id, tenplate_used, ai_generated, conponents_count)
app_depl oyed(app_i d, environnent, deploy_tinme, end_users_invited)
conponent _added( conponent _type, ai _assisted, placenent_net hod)
query_created(query_type, data_source, ai_generated, execution_tine)
dat a_source_connect ed(source_type, connection_nethod, success)
app_published(app_id, visibility, perm ssions_set) app_shared(app_id,
share_net hod, recipient_count)

**A| Interaction Events**

ai _pronpt _submi tted(pronpt_text, context, nodel _used)
appgen_triggered(description, tenplate_sel ected, success)
ai _conponent _gener at ed( conmponent _type, pronpt, accepted)
ai _query_suggest ed(query_type, data_source, accepted)

ai _code_conpl eti on_used(| anguage, conpl eti on_accept ed)

**Collaboration Events**

user _invited(role, workspace_id, invitation_nethod)

col l aborative_edit_started(app_id, concurrent_users) version_created(app_id,
change_description, nerger_conflicts) coment _added(app_id, coment _type
resol ved) app_forked(original _app_id, fork_reason)

**Cross-Product Events**

wor kf | ow_created(trigger_type, steps_count, data_sources_used)

nobi | e_app_gener at ed(pl at form depl oynent _net hod) form enbedded(app_id,
formtype, responses_expected) agent_configured(agent_type, nodel used
dat a_sour ces)

*Monetization Events**

pl an_upgraded(fromtier, to_tier, upgrade_reason) usage |limt_reached(limt_type
current _usage) enterprise_feature_accessed(feature_nanme, first_tine)

seat _added(user _rol e, added_by user) billing_event(event_type, anount,
paynent _net hod)

Event Properties Schema

**User Properties**

suser _id,wrkspace_id,plan_tier,role,signup _date
eai _usage |l evel,primary_use_case,industry vertica
e builder_skill level,retool experience_days

*Application Properties**

sapp_id,app_type,tenpl ate_base, ai _gener at ed_per cent age
e conponent s_count, dat a_sour ces_count, end_users_count
*depl oynent _status,|ast_nodi fied, version_count

**Context Properties**



esession_id,device_type, browser,feature_fl ags
ewWor kspace_settings, envi ronment _type, col | aborati on_node

C. Activation & Aha Moment Analysis

Defining the "Aha Moment"

Primary Aha Moment: Builder creates their first app that serves real end users in their
organization (minimum 3 end-user sessions within 7 days of deployment).

Secondary Aha Moments:

Al Breakthrough: Successfully using Al to generate complex Ul or logic they couldn't build
manually

 Data Liberation: Connecting live business data and seeing immediate querying capabilities
e Team Multiplier: Sharing an app that reduces manual work for colleagues

Activation Criteria (Graduated Framework)

**Level 1: Basic Activation (24-48 hours)**

« [0 Account created and workspace configured
« [1 At least one data source connected

« [ First component added to canvas

« [0 Basic query executed successfully

**L_evel 2: Builder Activation (7 days)**

[0 Complete app built with 3+ components

« [0 App deployed to staging/production

« [J At least one end user invited/accessed

« [1 One Al feature used (prompting, AppGen, etc.)

**_evel 3: Power User Activation (30 days)**

« [0 Multiple apps created (2+)

« (1 Cross-product usage (Apps + Workflows/Mobile)

« (1 Advanced features used (custom components, complex queries)
[0 Team collaboration initiated

Time-to-Value Benchmarks

Activation Level Target Time | Current Baseline | Improvement Target
Account Setup &lt; 5 minutes 8 minutes 5 minutes

First Data Connection = &lt; 15 minutes = 25 minutes 15 minutes

First App Deployed &lt; 2 hours 4.5 hours 2 hours

First End User Access = &lt; 24 hours 3.2 days 1 day



Aha Moment &lt; 7 days 12 days 7 days

Onboarding Funnel Metrics

» Sighup - Workspace Creation: 85% (target: 90%)

» Workspace - First Data Source: 65% (target: 75%)
» Data Source - First Component: 70% (target: 80%)
» Component — App Deploy: 45% (target: 60%)

* Deploy - End User Access: 35% (target: 50%)

» Overall Signup —» Aha Moment: 10% (target: 20%)

D. Engagement Scoring Model

Builder Engagement Score (0-100)

*Building Activity (40 points)**

* Apps created/modified: 0-15 points

» Components used diversity: 0-10 points
» Query complexity: 0-10 points

* Deployment frequency: 0-5 points

=A| Utilization (25 points)**

* Al prompts submitted: 0-10 points
» Al suggestions accepted: 0-8 points
» AppGen usage: 0-7 points

**Collaboration & Sharing (20 points)**

e Team members invited: 0-8 points
 Apps shared externally: 0-7 points
« Collaborative edits: 0-5 points

**Platform Breadth (15 points)**

* Cross-product usage: 0-8 points
» Advanced features adoption: 0-7 points

User Segmentation Framework
**Power Builders (Score: 80-100)**

* Creates 5+ apps monthly

« High Al utilization

» Extensive team collaboration
» Uses advanced features



**Regular Builders (Score: 50-79)**

* Creates 1-4 apps monthly
» Moderate feature usage

* Some team sharing

* Steady engagement

**Casual Builders (Score: 20-49)**

* Infrequent building

* Basic features only

* Limited collaboration
* At-risk segment

**\Viewers/End Users (Score: 0-19)**

* Primarily consumes apps
* No building activity
« Potential conversion target

E. Retention & Churn Analysis Framework

Cohort Analysis Structure

*Builder Retention Cohorts**

* New Builder Cohorts: Monthly signup cohorts tracked for 12 months

» Feature Adoption Cohorts: Track retention by first feature used (Al vs manual)

 Plan Tier Cohorts: Compare retention across Free, Team, Business, Enterprise

» Use Case Cohorts: Segment by primary app category (admin panels, dashboards, workflows)

**_eading Churn Indicators**

* Engagement Decline: 50% drop in weekly active sessions

* Build Stagnation: No new apps created in 30 days

* Al Abandonment: Al usage drops to <10% of previous baseline

» Collaboration Loss: Team activity decreases significantly

» Support Escalation: Multiple unresolved technical issues

» Competitive Evaluation: Research patterns indicating tool comparison

**Expansion Signals (Revenue Growth)**

* Workspace Scaling: Adding team members near plan limits

» Enterprise Feature Requests: Asking about SSO, audit logs, governance
* Production Deployment Growth: Multiple apps in production

» Advanced Feature Adoption: Custom components, API integrations

» Cross-Product Usage: Using Apps + Workflows + Mobile together

Health Scoring for Accounts
**Green (Healthy) - Score 80-100**



» Growing MAB count

» Regular new app deployments
 High Al engagement

« Strong collaboration patterns

* Feature expansion usage

**Yellow (At-Risk) - Score 40-79**

» Stable but not growing usage
* Limited new app creation

* Declining Al engagement

* Minimal team expansion

**Red (Churning) - Score 0-39**

* Declining active builders

* No new deployments

» Minimal platform engagement
* Support ticket escalations

F. Segmentation Strategy

Primary Segmentation Dimensions

**]1. User Role Segmentation**

* Builders: Create and deploy applications

* Internal End Users: Use apps within organization

» External End Users: Use customer-facing apps (Business+ only)
» Admins: Manage workspace, billing, security

**2. Behavioral Segmentation**

» Power Builders: 5+ apps, advanced features, high Al usage

» Occasional Builders: 1-2 apps monthly, basic features

» Template Users: Primarily use/modify existing templates

* Al-First Builders: Heavy AppGen and Al prompting usage

» Code-Heavy Builders: Custom components, complex queries

**3. Business Context Segmentation**

» Company Size:

* SMB (1-200 employees)

» Mid-Market (201-2000 employees)
* Enterprise (2000+ employees)
* Industry Vertical:

» Tech/SaaS

* Financial Services

* Healthcare

* Retail/E-commerce

» Manufacturing

* Other



**4. Use Case Segmentation**

» Admin Panels: CRUD operations, user management
» Dashboards: Analytics, reporting, metrics visualization
» Workflows: Process automation, ETL, notifications

» Customer Tools: Support portals, self-service apps

» Operations: Inventory, field service, logistics

Segment-Driven Product Decisions
**SMB Focus**

* Simplified onboarding flows
» Template-heavy approach
» Al-assisted building

* Self-service support

**Enterprise Focus**

» Advanced governance features

» Custom integrations

» Dedicated success management
* Security & compliance tools

*Power Builder Focus**

» Advanced developer tools
* API access

» Custom components

« Version control integration

G. Key Dashboards & Reports

1. Executive Dashboard (CEO/Leadership)

Refresh: Real-time Audience: C-Suite, Board

**Metrics Display**:

» Monthly Active Builders (trend + growth rate)
» Revenue per Builder (monthly)

» Net Revenue Retention (quarterly trend)

* Enterprise Conversion Rate

* Platform Health Score (uptime, performance)

**\/isualizations**:

* Builder growth trend line (12-month view)
» Revenue cohort heatmap

» Geographic expansion map

» Competitive win/loss tracker



2. Product Team Dashboard (Feature Development)

Refresh: Daily Audience: Product Managers, Designers, Engineers

**Metrics Display**:

* Feature adoption rates (by release)
* Al feature usage trends

* User experience funnel metrics

* A/B test results summary

* Bug/issue resolution times

**\/isualizations**;

* Feature usage heatmaps

* User journey flow diagrams

* Cohort retention curves

* Performance benchmarking charts

3. Growth Dashboard (Marketing/Sales)

Refresh: Hourly during business hours Audience: Growth team, Sales leadership

**Metrics Display**:

* Signup conversion funnel

» Trial-to-paid conversion rates

* Plan upgrade flows

» Customer acquisition cost by channel
* Time-to-value benchmarks

**\/isualizations**;

* Funnel waterfall charts

» Channel performance comparison
» Geographic heat maps

» Seasonal trend analysis

4. Engagement Dashboard (Product Success)

Refresh: Daily Audience: Customer Success, Product teams

**Metrics Display**:

* Daily/Weekly Active Users by segment
* Feature stickiness ratios

* Collaboration activity levels

» Al engagement patterns

* Cross-product usage matrix

**\/isualizations**;

* User activity heatmaps by time/day
* Feature adoption curves



» Engagement score distributions
 Churn risk alert panels

5. Retention Dashboard (Customer Success)

Refresh: Weekly Audience: Customer Success, Account Management

**Metrics Display**:

« Cohort retention analysis
 Churn prediction scores

» Account health indicators

» Expansion opportunity flags
* Support ticket correlation

**\/isualizations**:

« Cohort retention grids
 Account health thermometers
 Churn prediction models

» Expansion pipeline funnels

H. Experimentation Framework

A/B Testing Infrastructure

**Experimentation Platform Requirements**

* Feature Flagging: Gradual rollouts for new features

» User Segmentation: Test different experiences by user type

« Statistical Rigor: Proper sample sizes and significance testing

» Performance Monitoring: Ensure experiments don't degrade platform performance

**Test Prioritization Framework (ICE/RICE)**

* Impact: Potential improvement to key metrics (1-3 scale)
» Confidence: Likelihood of positive results (1-3 scale)

» Ease: Development complexity and timeline (1-3 scale)

» Reach: % of users affected by change

*Primary Test Categories**

**1. Onboarding Optimization**

« Al-first vs traditional builder onboarding flows
» Template selection vs blank canvas start

* Guided tutorials vs self-discovery

« Data source connection simplification

**2. Al Feature Adoption**

» AppGen prompt interface variations



« Al suggestion presentation methods
» Prompting guidance and examples
« Al transparency and confidence indicators

**3. Collaboration Enhancement**

» Real-time collaboration notifications
 Sharing and permissions interfaces
» Team invitation workflows

« Version control visualizations

**4. Monetization Optimization**

* Plan upgrade prompts and timing
* Feature gating approaches

* Billing flow simplification

* Enterprise trial experiences

Statistical Standards

**Minimum Requirements**

» Sample Size: 1000+ users per variant minimum

 Test Duration: 14+ days for behavioral changes

* Significance Level: 95% confidence (p < 0.05)

* Practical Significance: Minimum detectable effect of 5% relative change

*»*Advanced Considerations**

» Novelty Effects: Extended observation periods for major changes

» Seasonal Variations: Account for business cycles and usage patterns
» Cross-Product Impact: Monitor spillover effects across products

» Long-term Effects: Post-experiment monitoring for sustained impact

|. Data Infrastructure & Tools

Recommended Analytics Stack
**Customer Data Platform (CDP)**

* Primary: Segment (event collection and routing)
« Alternative: Rudderstack for self-hosted requirements

*»*Data Warehouse**

» Primary: Snowflake (current scale + security requirements)
« Alternative: BigQuery for cost optimization at scale

**Product Analytics**

e Primary: Amplitude (comprehensive user journey analysis)
« Alternative: Mixpanel for real-time dashboarding



**Business Intelligence**

¢ Primary: Looker (integrated with warehouse, stakeholder self-service)
« Alternative: Tableau for advanced visualizations

*Experimentation Platform**

« Primary: Optimizely (robust feature flagging + testing)
« Alternative: LaunchDarkly for feature flags only

Event Collection Architecture

**Client-Side Trackina**

/'l Retool App Events retool.track(' app_created' , { app_id: 'app_123'

tenpl ate_used: 'admi n_panel', ai_generated: true, conponents_count: 8, user_id
'user_456', workspace_id: 'ws_789" });

*»*Server-Side Events**

/| Backend Events (deploynents, billing, etc.) analytics.track(' app_depl oyed', {
app_id: '"app_123', environment: 'production', deploy_tine
' 2026- 03-16T22: 30: 00Z', end_users_invited: 5 });

Data Modeling Framework

*Core Tables/Models**

**Users Table**

users ( user_id, email, signup_date, plan_tier, workspace_id, role
| ast _active_date, ai_usage_level, builder_skill _level )

**Applications Table**

applications ( app_id, creator_id, workspace_id, app_nane, created_date,
| ast _nodi fied, deploynent_status, tenpl ate_base, ai_generated_percentage
conponents_count, data_sources_count )

**Events Table**

events ( event _id, user_id, app_id, event_nane, tinmestanp, properties_json,
session_id, workspace_id, plan_tier )

**Sessions Table**

sessions ( session_id, user_id, start_tinme, end_tinme, events_count, apps_touched
ai _interactions, device_type, browser )

Privacy & Compliance Considerations

**Data Privacy**

*« GDPR Compliance: User data deletion capabilities



* CCPA Compliance: Data access and portability
» Data Minimization: Collect only necessary event properties
* Anonymization: Remove PII from analytical datasets

**Security Standards**

* SOC 2 Type lI: Audit trail for all data access

* Encryption: At-rest and in-transit encryption for all analytics data
» Access Controls: Role-based access to sensitive analytics data
» Data Retention: Automated purging of events after 2 years

Conclusion

This product analytics strategy positions Retool to leverage data-driven insights across the
entire Al-native development platform. By focusing on Monthly Active Builders as the
North Star and implementing comprehensive user journey tracking, the analytics function
will unlock powerful insights that drive user activation, retention, and business growth.

The frameworks outlined — from event taxonomy and engagement scoring to
experimentation and data infrastructure — establish analytics as a core competitive
advantage that enables faster, smarter decision-making across all teams at Retool.

This document represents a comprehensive framework for product analytics at Retool. It
should be treated as a living document, updated as the product and business evolve.



