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[00:00:00] Crystal Widjaja
English:

| felt like it was a problem that was very solvable. And we ended up renting a stadium to just hire 60,000
drivers in a couple of weeks. So | think looking back, it was certainly a risk. When | got there it was in a
house and | realized I've probably made a huge mistake, but we were growing very quickly already, even
at that small scale of 4,000 orders per day.

AR ERIE:

BRREFPBE—TEETRENRE, RMNERLETT—NMBY, ERELEARNMERT 6 5REHl. FrllER
ek, XMRER—REM. SRNEEBEN, [REEE—EAREEDLR, ZRERFBSARILET —TEANE
%, BEMEREERRIE 4000 MTRNUEMER, RINEHNELKERKTIFERT,

[00:00:29] Lenny
English:

Crystal Widjaja has been leading product and growth teams at some of the largest consumer businesses
in Southeast Asia, including Kumu, where she's currently the chief product officer, and Gojek where she
built and led the growth team through the early years of what is now the largest super app in Southeast
Asia. To put this in context, Gojek completes more rights per day than Lyft and more food deliveries than
GrubHub, Uber Eats and DoorDash combined, and it's the number one mobile wallet in Indonesia and
Southeast Asia. In my opinion, American startups have a lot to learn from startups in Asia and Crystal has
been at the ground floor of some of the biggest successes there.

AR ERIE:

Crystal Widjaja —BEEAMIT— LR RKAEEXP I MS~mMEKEN, SFnEgiETEaRE"mEN
Kumu, LUK Gojek. 7E Gojek, #IEIIHMS TIZKEN, EITHRME, W% Gojek EMAFREILRA
BIEBRL A (Super App)o ATILARTBEMIE, Gojek ERFTMMITEITRLL Lyft X%, IMEITREL
GrubHub. Uber Eats #1 DoorDash W EMFEEL, MEAEERRHNERALMARIHRE—NBEHERE. &
BER, ZEVCIASBERZSEEDILNICIQTZEIIMMF, M Crystal 3FH T ABE—LRMINZFIRILI IR
&

[00:01:06] Lenny



English:

In our conversation, we covered the biggest growth unlocks that Crystal has seen across the companies
she's worked at, what growth investments usually pay off and which often don't, we dig into growth
models, a bunch of tips for accelerating growth, why most analytics efforts fail in how to avoid that, how
to hire and structure your growth team, and we also talk about the nonprofit that Crystal started that
aims to help young women get into STEM called Generation Girl. Crystal is such a star, and | hope that you
enjoy this episode as much as | did. And with that, | bring you Crystal Widjaja. If you're setting up your
analytics stack, but you're not using Amplitude, what are you doing? Amplitude is the number one most
popular analytic solution in the world used by both big companies like Shopify, Instacart, and Atlassian,

and also most tech startups.
FRERIE:

FEBENIHER, FHIMPTILT Crystal Ett TIEZHN AT R RIBIMSERIEKRER. MEEKEABEREO
RMMPLFTEE. BRIMTRANRW TIBKERER, —RIMNREKARIG. ATAKRSEEIRES T TESKRBIL
Rnfeng e kM. aNMeHB RS2 ARAVIE K EIRA. FATIEHIEI T Crystal & EERIEEFIZALR Generation Girl,
SEEEBFRLZME#HN STEM (BZF, A, T, #F) WF. Crystal RIGIFEBLHE, BRHLBMRI1EEER
—EEWX—E&, TE, LB Crystal Widjaja. WMRIREFEREDTRAZLIEA Amplitude, {RERE
TAE? Amplitude B2IKEZWIDH DR G R, TN Shopify. Instacart 1 Atlassian EXABER,
HBEARSHEHZICI AT E X,

[00:01:59] Lenny
English:

Amplitude has everything you need, including a powerful and fully self-service analytics product, an
experimentation platform, and even an integrated customer data platform to help you understand your
users like never before. Give your teams self-service product data to understand your users, drive
conversions and increase engagement, growth, and revenue. Get your vanity metrics, trust your data,
work smarter and grow your business. Try Amplitude for free. Just visit amplitude.com to get started.
Hey, Ashley, head of marketing at Flatfile. How many B2B SaaS companies would you estimate need to
import CSV files from their customers?

FROCERIR:

Amplitude HEMRFAIZEN—Y], BFRABET2EBXNS =R, XRTE, BEEXFE—MERNEFHE
s, BBRURIFMRENARTHRAF. AMRNEARHEEX=REE, LURRAF. ot HIESS
5. BKMBAN. SAIEREN, SEMVEIE, BRATEHLZRILS, 2&FIXH Amplitude, A
amplitude.com BIE]Fik. P&, Ashley (Flatfile E$EAZA), RLITEZ L B2B SaaS AEIFZENEFHBE
S\ CSV X2

[00:02:40] Ashley
English:

At least 40%?

R EE:

Z=/1 409 E?



[00:02:40] Lenny

English:

And how many of them screw that up, and what happens when they do?
R EE:

BEFEZDAEIEXHERIET? RIEEEREMFA?

[00:02:43] Ashley
English:

Well, based on our data about a third of people will consider switching to another company after just one
bad experience during onboarding. So if your CSV importer doesn't work right, which is super common,

considering customer files are chalked full of unexpected data and formatting, they'll leave.
R EIE:

1R, RIBEHNOEIE, KA=H2Z2—HAEZENRSISE (onboarding) BFEHREBLZH—RERENGKR, MEE
FREMRARS o PRLL, SIRIREY CSVSANTABITALEE (XIFFEERE, EATFAXETH T EHEERI
LRI, IImMEARR.

[00:03:02] Lenny
English:

| am zero percent surprised to hear that. I've consistently seen that improving onboarding is one of the
highest leverage opportunities for both signup conversion and increasing longterm retention, getting
people to your aha moment more quickly and reliably is so incredibly important.

AR ERIE:

IFEIX P HR—RBARI F—HINR, RENRGISERERSIMZERNENKBBFRNESIITNEZ
—o ILAFERE, BErRIFEMEAEE “WIENZ)” (aha moment) BHREBZEN.

[00:03:17] Ashley
English:

Totally. It's incredible to see how our customers like Square, Spotify and Zora are able to grow their
businesses on top of Flatfile. It's because flawless data onboarding acts like a catalyst to get them and
their customers where they need to go, faster.

AR ERIE:

S2IEM. BEE Square. Spotify Ml Zora XEHME FUNEITE Flatfile WEM ELREBISE, ERSTAIEN, X
ERANTENERBNRS | SIEELT, sELAMIMMIIMNE R ERMEARI BT,

[00:03:34] Lenny

English:



If you'd like to learn more or get started, check out Flatfile at flatfile.com/lenny. Crystal, thank you so
much for being here. I've read a bunch of your stuff online. We've exchanged a bunch of emails and
tweets, but this is the first time that we're actually chatting for real, and so I'm really excited to, yeah I'm
excited to learn from you and for folks to learn about you.

FRCERIR:

MR T B ZHFFAMER, 151519 flatfile.com/lenny &%& Flatfile, Crystal, IEERGREER., HEM L
BEERZMRENNE, BITERRIRESHMBEMEX, EXEHRMNEAEBEEANERIK. KIFBHETERMR
F3), Wit RKET R,

[00:03:56] Crystal Widjaja
English:

We may have crossed paths on Clubhouse and the audio forums or on the Twitterverse. So it's really cool

to see you.
FRCERIR:

FATRTBETE Clubhouse. ESMILIZHE Twitter EHIRE, FRLULEIRERNIRES,

[00:04:04] Lenny
English:

Wow. | just remembered that. That is so right. | think we were talking about Reforge and Eppo. Is that
right?

FRSCERIF:
B, FARREET . &, HICERNTHTEH Reforge # Eppo, XfIE?

[00:04:11] Crystal Widjaja
English:

Yes, that's right. Good times.

A EiE:

TN, i, ABERAYHIREL

[00:04:11] Lenny
English:

Oh my God. Clubhouse days.
R EE:

X, Clubhouse BB F-

[00:04:13] Crystal Widjaja



English:
The days when club does was a thing. They have a thing too, to learn about exponential decay.
FEiE:

AR Clubhouse TR ABIBHR, MITHILFENIRETHAR “FEEA=R (exponential decay),

[00:04:18] Lenny
English:

Oh man. Okay. Maybe we'll get to that. And we're going to be chatting a lot about consumer growth and a
bunch of stuff along those lines. But before you get into that, you have a fairly unusual path and also
geography as compared to many of my other guests. And so just to set a little context, could you just walk
us through your career path and journey from, | think as an investment banker initially, and then
currently as chief product officer at Kumu and then living in Singapore also? So yeah, tell us all about
your path.

AR ERIE:

MRt 4708, WIFRMEEIWEIRD FHAPRRNRITE R RIS K URBXAES,. BERZE, S5HEH
WEHMEREAEL, RERIEBEMIEUERBIRIE. ATIULRRTEER, (REeHRMIEIRN—TIREY
BNV A ES? HIBS RSB MIRRIRITH, WER Kumu NERE~RE, MERETEMMK? i, ERE
MMM REYEZE 7o

[00:04:45] Crystal Widjaja
English:

Yeah. | think my path was certainly a nonstandard one. While | grew up in San Jose, the Bay Area, you
could see companies like Lyft emerging around the year that | was graduating college. But really it was
how do | graduate college as quickly as possible because this is very boring. So | took a Poli Sci major. |
am not a math or a computer science major. | didn't know what a consultant was because | was just trying
to get out of college. | didn't realize people start looking for jobs before they'd graduate. So the last two
weeks of school | was looking on Craigslist, because | was like, "Craigslist is how everyone gets a job." I'm
a first generation American student, so my parents could not help me at all with like, "You should look
into this company called McKinsey," or, "Here are all of the life paths that you have ahead of you." So |

ended up taking an investment banking research job.

R EE:

B0, BNEEHIRFTEN. BEARTEXMNEMERK, TRAFELFE, & Lyft RENQBIEEX
2, EANRFHRFENBEMNMEARRAFE, AAFERKEWNT . FAIUKRETERFERZ L, HAEHFEH
HENMRZEZLMN, REEFRMEME (consultant) 24K, EARIBEEEAFR. FERIRIK
KEFWAMABKRIET . FRUEFRN&REMAE, KT Craigslist LHTIE, AAKRERT “ANEBE2EL
Craigslist in TIEHY” o RBFE—HREEAFE, UK BT2EER, LNBNEK “TMNZEEEXS
% E “REAIEMLERER" . FIUREREM T —HRARITHRINI

[00:05:46] Crystal Widjaja

English:



And my job there was to figure out how to call startups and analyze their potential for VC financing or
M&A advisory. And | barely knew what those words meant at the time. | ended up owning a huge Excel
database of 130,000 rows, 60 plus columns. And because again, | am very impatient, | was like, "This is a
terrible experience. How would | create a customer database?" And so | ended up Google fooling all of the
work needed to build a MySQL database, | presented a plan, and investment banking, surprise, surprise,
is not very tech forward. So they looked at my plans and they're like, "What is this MySQL thing? Isn't that
super expensive? What is open source?" So | ended up leaving that job because | realized that if | wanted
to get into something more tech, it would probably not be at a investment bank. So | did took the
investment banking strategies that | had learned there and applied the same pattern matching to
companies in Southeast Asia.

FRCERIR:

BRANNTEREMCIQABITEIE, othiT#HITXKRIRE (VC) BMAIHE (M&A) ZiFrE. HEFH/L
FAREXERZRHARER. AREEEE—TEKXKR Excel 8IERE, & 13 B17# 60 £5, EARNKBEM,
HET “XEEAERT, WZEALBR—IEFAEEER? ” TEKET Google BF 7 MySQL HUERE
FREHFTE LM, HIERT —1MAR. ERTUHFH, KRARTUERKRELIFEEZG. WNEERNHGRE:
XN MySQL Bt AKRA? BAEBRR? HARFR? 7 FTERFRT, AAREIRIMRIRFH NBHZ T
B, RITEEFBABZM, FIUBFBERITFEINRE, NREINATHTT EFIRIALE DT,

[00:06:55] Crystal Widjaja
English:

So my family originally is from Indonesia. | thought | have a kind of safety net, | must speak Indonesian
really well just by birth, so maybe that's a great country for me to look at. So | took the approach of let's
find a company that makes a lot of sense, that | feel | resonate with. And | literally cold called emails some
companies. So Gojek being on that list. | literally emailed someone after Googling HR at Gojek and said,
"I'm willing to move to Indonesia, take a bet on me." And they actually did. So | got extremely lucky. Five
years fly by insanely fast. | went through building out the data team from scratch. When you have all of
the data, you know how much fraud you have in the system. So then | ended up building out the fraud
and risk team, picked up performance marketing, and then it was like, okay, now we're ready to grow. So
you have all of this data now take on growth.

FRZERIE:

BNRARARBHNERAL. FEHE— “ReW” , RXREMNBEBERZREFRIY, FAUEFBE—ME
BRANGFMS, BRIWAER: H—REBEBEIM. LEEHBEHAE. BENA—LERF AT 2B
(cold emails), Gojek FATEFB B E L, FTE Google EIET “Gojek HR” , REEIEZEAHMEN: “BRERMR
ZENE, BERES LHE—IB,” MIBRENER T, FIUKIEEEE, AENEE Ciffmd. HEHTMSFH
YRR EIREIAYE 2. HIMAB TAEHIR, MMESMERATRELZLVIIETH. TEREEAET RIE
MXFEER, EFTHRES (performance marketing) , AEAKIERE, FE, MERITESITFIEKT, B
AMREETFERIRE, BAREFIEK TR,

[00:07:55] Lenny
English:

Got it. You were very modest about Gojek and the success of that company, and also Kumu where you
work now. So just to set a little context for folks that aren't familiar with these companies, can you share
how big they are and how big of a deal they are in Southeast Asia?



AR ERIE:

BHET. R Gojek BIB TN AR ARIRTE TERY Kumu ERIVSTRIRE. 7T AIERABXLE QBRI H
—EER, MESZE—TEMBNRUNRENERBEILNFNFIG?

[00:08:11] Crystal Widjaja
English:

Yeah. They are pretty massive. So Gojek is now called GoTo, they just merged with the largest eCommerce
platform in Indonesia. So across Southeast Asia, we had about 170 million users. Southeast Asia has
scale. If you ever wanted to work at scale, you would go to Southeast Asia. We had 20 plus different
services from transportation to food, shopping, medicine delivery, bill pay, movie tickets. So it was like all
of the startups in America in one app, all being built at the same time with the same user base. And so
everything was tremendously layered, because you could fill all of these opportunity gaps in the market
where a single app would probably not be as sustainable.

FROCERIR:

28, ENTRRIEREAR. Gojek MEM GoTo, EMNINISENERANEFESFEEH EEIMFRBIL, &
HABELN LT1ZAF. ArIAE BRI, MRIFBELAMRILSS, MEFRBIL, KM 20 S
RERRS, MZBEIEIR. WY, Amicx. KEXT. BEE. XMERBEEFMENVIEIATEEET
— T AE, #NE—HAFEENEE. Hit, —UMESESEN, AAMRALENTSRAENNIES
H, MEME, BT8R App AIRERIFAR R ER.

[00:09:00] Crystal Widjaja
English:

So Gojek is massive across Indonesia, Singapore, Thailand, Vietham. And then Kumu is kind of a super
app for social. So Gojek was very transactional. It was like, "Here's a job to be done. | want to pay for
something and someone delivers it to me." And with Kumu, it's more so of a, "I want to do clubhouse,
Zoom, Google Hangouts gather around all in one app." So we cover social feeds, audio, video, multi seats.
There's a ton of different use cases that we serve on Kumu. And Kumu is primarily in the Philippines, but
ranks top 10 and a bunch of countries as a top grossing mobile app.

FRCERIR:

Gojek TEENB. K. HE. HEEHIEERE A, M Kumu A SEEMENBRN A, Gojek IEERMEIT
8, BEE “BE—NMMESERTH, &Y%, AREAERKZEE . M Kumu E"E' “BAEE— App ER
B#8% Clubhouse. Zoom. Google Hangouts BITHEE” o FRAFRATHE THRME. SFil. M. ZEME
o FHME Kumu LIRESFAREFRENAG, Kumu TEBHEIFFRE, 1E|T£1¢ylﬁ%‘|3zeuﬂl)\ﬁli%'ﬁﬁ-I-E’\J%%EiJF_\Z
o

[00:09:40] Lenny
English:

So with Kumu you joined when they're already doing fairly well. But Gojek, as you said, you joined very
early. What did you see in that company that helped you decide to join such a risky, early stage company?
For folks that are maybe thinking about joining a startup, what kind of things did you take away of what

to look for?



AR ERIE:

fRAON Kumu B IBEE X RIGHEERE T BEMIRFTL, RIIAN Gojek HIFER. REMRAREET
4, IRREMAZFE—RKEEARNFCIRT? HFIRLERRRIEES BNV QATRIARR, RININIZ
FHAAFR%R?

[00:09:58] Crystal Widjaja
English:

Honestly, it's probably a lot of luck. But also at that age | realized | have very little to lose. So with Gojek |
think I felt like it was the right company because | was able to really clearly understand the value prop.
Traffic in Indonesia is crazy. It takes you two hours to go 20 kilometers. So of course you want to take a
motorcycle taxi to beat that traffic. Of course, you don't want to go out and get food and then have to
come back this long pathway of two hours. So | think taking that Warren Buffet approach, | knew that the
product made sense. The market made sense as well. So drivers, there were already a thing, but it was
very hard to connect them to the consumer.

FROCERIR:

ELY, RAEELRIES. ERRERINEL, REIRFIFKTARTKREN. T Gojek, HEFEEXHY
NE, ARNKEIFBEFMIBRENNETK (value prop). ENEMIEIEERIE, £ 20 REEEHE NN
BYo PRUMREARALEITHEEREF S, MIATBRENEMRBERNNEEIR, FRURAXRE - BIE
MG E, HANEXNTREGEN, THHEREEEN. SNELBRANXIMEET, BRMEREM)
S5HBREEZER,

[00:10:42] Crystal Widjaja
English:

It was painful to haggle prices. There were lots of restaurants scattered across Indonesia. So the value
prop and the market made sense and the channel by which you would do it through this mobile app
made a little bit less sense at the time because most drivers didn't have a mobile app, but | felt like it was
a problem that was very solvable. And we ended up renting a stadium to just hire 60,000 drivers in a
couple of weeks. So | think looking back, it was certainly a risk when | got there, it was in a house and |
realized I've probably made a huge mistake. But we were growing very quickly already, even at that small
scale of 4,000 orders per day.

AR ERIE:

LN IENRES, MESMBAERENEE. FIUNEZRKNTZHESIEN, BALNBIBMLA
EPMREFERFAEGE (RAXRSHENLKBEEEFI), EREEXZ— M EETRBRNRE. HNRLET
T—MEEE, EILARERT 6 AREN. BIEER, XHLE—RER. SHNEQTHN, exFE—EER
TE, RYNBRAEILT PAHE. BEMEEEXRIRE 4000 BV IRT, RITEBLE CEREKT,

[00:11:26] Lenny
English:

| want to spend a lot of time talking about what you learned, driving growth at these companies. But one
quick question. So, Gojek's the super app where you do a lot of stuff in one app. Do you have any insights

into why a super app hasn't emerged in the US?



AR ERIE:

HERRS B IIMREXERABTHNEKAEZN, BR—NMEENRE: Gojek 2— A UE—1 App E
WIRZEBRIBRNY A, M TFATAKETSE LIMEENAE A LRELD?

[00:11:40] Crystal Widjaja

English:

Yeah. | think the sentimentality of a conglomerate is very different in Southeast Asia. So we've grown up
with a specific conglomerate owning, not just the mall that you go to, but also the apartment building
that you live in, and the school that you go to. And so they're very well integrated and there's this sense of
trust in a conglomerate. Whereas in America we already shy away from, does Google know too much
about me? There's also, | think, the second aspect of it, which is that in Asia, we've kind of leapfrogged to
the computer era. So everyone has a phone, but you may not even have a computer in the entire
household. And so when your phone is full, are you going to delete a photo of your kid or are you going to
delete this app? You're probably going to delete the app. So for anyone to really survive, it has to be part
of this super app concept.

AR ERIE:

B, HIARFMIN “AME/ZEEL” (conglomerate) HWIERIEEFRE, HNMMNIIXIRTEMFE
AR EREENED, TREMENABENFLNFR. FILENZESRFIERE, AMINAVEER
—MEER. MEEE, ASEEEXFE, LLINEL “Google EREBMETHRAZT? 7 - WINAEEEZ
NEE, BMEEILN, BIMNEMEZE LREREMETENERNER. 8MAHEFI, BB IREDLE
E—aHBERERE. LSRN FIRERT, FESBEZFNRRE, E2REX1 App? (RMRATESMIE
Appo PRIANT %77, MBI AXMERNBERSHN—ERD.

[00:12:34] Lenny
English:

Oh wow. I've never thought of it that way. That you don't have a lot of space on your phone and so you
want one app to do a lot of things.

FRCERIR:
MR, BMARMZTAERT, BAFNZEER, FrURFE— App EMRZ %,

[00:12:40] Lenny
English:

That's right. So there's a decision factor that you don't really have in the US because the cloud storage
and device capacity there is a little bit bigger.

FRSCERIF:
R, FIUXR—TEEERAAGEENRAERE, BAEENCEHNISEREEEEA—L,

[00:12:50] Lenny

English:



Interesting. So in the US you can have different apps to be... Basically a super app doesn't have to be the
best at everything. The fact that it does enough and everything good enough. Wow, it's fascinating.

AR ERIE:

Bill, FRLAENAHRIRAILUBERE App K- B& t, BRANAFIFTEEESHE LHBMIIRET. REEH
WEBZNE, BSHEHMFRBIFMIT. I, XXEAT,

[00:12:59] Crystal Widjaja
English:

You just need to get the job done.
R EE:

R BEREIEE) LT 7 RMIT.

[00:13:02] Lenny
English:

Amazing. Okay. That's super interesting. Okay. So transitioning a bit to growth and things you've learned
along the way. So you talked about how, | think Gojek, you said hired tens of thousands of drivers really
quickly. Are there things that startups in Asia do that you think companies in the US should do and can

learn from in terms of growth?
FRCERIR:

KET. XBREB. if, MAERINERKIETAURM—BERFEINARTE, RRE Gojek RRMEM T AR
Bl RIANILMAIEI A B HMBESBEREE QBN M A A B SEKERN?

[00:13:22] Crystal Widjaja
English:

Yeah, so we did crazy things. If someone told you, in the US, that they were going to rent out a stadium,
pre-load a bunch of mobile devices, market that drivers should come here in mass for a job fair. They're
going to give them a phone and send them on their way, some people would say, "No. That's crazy. Won't
we get in trouble." And to an extent, maybe that's true. So maybe there are some limitations there, but
this concept of doing things that are somewhat crazy, but validate a point, doing stuff that don't scale,
especially | think is really the bread and butter of what we did at Gojek. We were insanely scrappy.

FRZERIE:

R, Il —LRENS. IREEEEASFE, MNERT—NMEE1, ME—EEmgE, EFit
FANMITARIERSMBES, RELRAMINFVNMILMIILRE, BLEARE: ‘R, XXRIET, EiII=ER
MEY,” FERMIEE L, XA, FTRTEEEE—LRE, EXMH—EEMKIT BRI RES,
LHEHR “MEBLTEMEN (don'tscale) BIE” , HINAXIERRKNIE Gojek BINMIIZ L Ffl 1R EH
“ES" BARM\— (scrappy).

[00:14:02] Crystal Widjaja

English:



We would do things as simple as wanting to test a subscription feature, which was just released in
Singapore a couple weeks ago. We ended up saying, "We have this voucher system that we can distribute
vouchers in the back end. We obviously know our driver's phone numbers. Why don't we just add them to
a WhatsApp group?" We'll add a hundred drivers randomly to a WhatsApp group. We'll tell them, "Every
time you are on a ride with a customer, try to sell them this pitch. You are the only driver who can sell a
subscription package. Have the customer give you $10. Text us when they say yes. Someone will be sitting
by this phone all day, every day.

AR ERIE:

BN ERERNES, bn@NHITHEINEE (XNIEE/LARRIERIMKAR) . S8 “FK1E
— PN AR ABAEFNAS, HNENEANNBIESE AtARERBAIIHE— WhatsApp £
A0e? 7 FNFENIE 100 B EINALHEE, HiFMI]: “SXFEEFN, HERMI1ESE. MEM—EZITIHNE
BYBIH. IEFFLAIR 10 ZoillE, WMRMNENT, MAEESEFH]. HNNEZBEABXTEERES”

[00:14:46] Crystal Widjaja
English:

We'll look up the customer that you were on a ride with in the backend, we'll give them the vouchers in
the back end, and then we'll deduct $10 from your balance." It works. It's really this Wizard of Oz
experience. We don't have to build anything. | coordinated with a bunch of interns and we were able to
validate some of the value prop and conversion rates that we would expect in a subscription service.
When we wanted to do a new onboarding screen, but turns out we have lots of engineering work to do,
we took a screenshot of the screen as is, and we just had our designer put what the onboarding flow
might look like if we had to overlay it on top of the screen.

AR ERIE:

‘BINEERAEREMETHNBIER, BASFREAEMIT, ARMFHRMENE 10 £T.” X717
B, XEMNZ—H “FEFER" (Wizard of 0z) AR (CE: fERIHEERZEBIN, FEHXEATLRER
B)o BNAFTEAREMARE. HNAT —BLIE, ROV T ITHRS TR MMEE KR,
SRR — MRS5S 0E, BRMIREERAN, HNMET —KIETENE, 1Ligit/TE5|SREE
HELE,

[00:15:27] Crystal Widjaja
English:

And we just sent that as an in-app message. And then eventually | think finding stuff that does scale
intuitively. We knew that we were sending out lots of fake features through things like Typeform surveys.
Things like a personality quiz can be very easily done through Typeform. And we realized that if we built
in the in-app webpage and we made it easier for us to do a website deployment on our backend side, we
wouldn't have to wait for a mobile app release to test some of these new features out that could be done
on web. So it's really just like, what is the user experience that we want to create? How do we manifest
that as quickly as possible? Let's just try that first.

AR ERIE:

BINEREBEFANAREBERRZE, &L, BMNSHRIBLEEN LT UMBUNERAE, FIIAERNED
Typeform FEXRZETRZ “RIIEE" o LEANMERNIA AT LUEE Typeform BiFem. FATRIRE, NRFE(H
B—TNAANR, HiLEaHEMNNERERS, FRITMARAAN TR —LRILE Web ESCHIRIFHINGEM S



5 App A fThRads. FRAXESIME: FITBEIEFAFNBAFAR? HMNWAIMFREARERE? LidT
B,

[00:16:13] Lenny
English:

Going back to the stadium example. | know you said that you hired a stadium full of people, | didn't
realize it was actually a stadium that you-

FRSCERIE:
EIEIFEEZNGF. RMEMESET —FEIMA, BREERIBEIRMIENET—

[00:16:19] Crystal Widjaja
English:

That it was literally a stadium that we rented, like a football field, a couple football fields if I'm not wrong.
It was long lines, boxes of phones and SIM cards. So it was a lot of just doing really hard work to get to
that scale.

FRCERIR:

MEHANLEEER TROGEED, GRE—TEXKY, MRFLICHIERF/L BT, RIFHEKI, F
R Z—FEFEIFHA SIM o AT AEBME, ERNMTRESREMIE.

[00:16:35] Lenny
English:

Wow. | know you do a lot of advising too. Do you advise startups to be more scrappy and do things that

don't scale? | imagine because in the US the culture is a little different.

AR ERIE:

o HABRBMRZEWIIE. (RRBNACIQARE "B —xR, AMIBLELEMEENSEGE? X
IE’\JS(ﬂSEJﬁbﬁ,ﬁﬂ:IEQ

[00:16:45] Crystal Widjaja
English:

The only thing better than knowing... If you have data of what your customers are doing, that is the best
data you could ever get. And so if you don't have a tested hypothesis, if you can't think of a way to run an
experiment, then honestly that idea is pretty useless. Maybe it makes sense to the market, to the model,
but you could have weird consumer sentiments. Not everyone is a rational actor. Testing the actual
experience and seeing how people respond to it, that's the best possible data.

FRCERIR:

M—tt “ME” BEFNEBR - ORMFEXTEFEEMAANEIE, BRIMEFIIBRFEIERE, LN
RiPgBEIWIENRIE, MRIFBFLIEBITERISGE, BAERYR, BIMEMETLAR. HIFEETD



IRE EHSE, EERENBETERER. HESTABREEA. WAELHNAEEHNRAMNBNRMN,
X7 B RIFHIEIRE.

[00:17:21] Lenny
English:

Pulling that thread a little bit, for startups, experiments are often hard because there's just not enough
data and enough users. How do you think startups should approach that? Can you run experiments when
you're really, really early?

AR ERIE:

IRE X ANEE, WTFMOIASIRS, REREE, FNeEEBNENER. AN AR
%7 FEE SR BR AT LB TSRI60E?

[00:17:32] Crystal Widjaja
English:

You should. Even if you have a sample size of 30, the data you get back, generally, does not change but its
precision will. So mathematically speaking, you're going to get the same level of trends, but the precision
at which you understand those trends will become more deep if you have more data. But the underlying
information that you're getting out of that won't be very different at larger scales. So what's better than

having 30 data points? Certainly having 100. But what's better than having zero is definitely 30.
FZERiE:

fREZ1. BMERAERE 30, MFEINHRIEEEEEFARNE, HENRZRE. MFLH, RIFEIE
EKFR#EE, BNRMFEESHIE, (MNXEEENERBEERES. BEEANEKET, RMRRSHIEM
SERARSEARKRER. PRI, TALL 30 MHERELF? HAR 100 T B ALt 0 BEF? L3230 1

[00:18:10] Lenny

English:

Fascinating. So contrarian. Running experiments at 30 people. | love that.
FREiE:

KIEANT . XRRER, 730 MTAS LMKE, HERX MR,

[00:18:14] Crystal Widjaja
English:

You have to. Every idea is so cheap at that scale. You could do things that don't scale dramatically better
with 30 people than at 100 if you're testing.

FRCERIR:

RABFTX AN EBIRT, SN UENRAETRME. 30 PABMET, (RMEARLE “TEMENL” BN
MRELL 100 PARFFEZ,



[00:18:29] Lenny
English:

Just to pull on that a little bit, when you're running an experiment with 30 people, what do you look for?
You're looking for 20 of them to do something, a large percentage of that group does something?

FROCERIR:

BRAN—R, SR 30 MAMSERE, MMBRFTA? MBEEFREEE 20 TAMTRES, HEFRALLHIR
ABEMTHRSE?

[00:18:39] Crystal Widjaja
English:

So everyone wants to go on retention. They want to see that users are doing this thing, and they want to
get from step zero to 100 really quickly, but they don't realize that users make decisions based on
succeeding events. So what's one step before the user makes that decision? What are the things that they
have to do, the things that have to be done? So we're always looking for what is a specific reason that this
user might have converted? For things like GoFood it would be things like when does a user try a new
merchant if what people are ordering right now or just food that they already trust and know. If you need
to have trust in order to purchase food from a merchant, how do we generate that trust? So we actually
hacked it by connecting people's Facebook connect login.

FRCERIR:

AREEITEBEFR, MIVBBIBAEBEMAS, BREM 0EE 100, BHITZRIREAFRZETELEN
MURERN. B4, FAFAMREZANB—IEMHA? MBI 4? BIT—EEIH: XTHAPEUNE
RRERHA? LL GoFood Affl, MRAMNIMERKMNVEEMAENRY), BABFR A ARGERZZIANE
K? MRIRFBBEEAEMBRIBELIZH, FNOF~EXMEE? FrUFRTBIERA P # Facebook &
REBMT T FBEX BRI

[00:19:33] Crystal Widjaja
English:

So we had already had permission to look at who they had connected with on Facebook. We actually
looked at the food that their friends had purchased and used that as a data set of, "Hey, here's food that
Lenny purchased and liked. Maybe you would like it too." And so that was one way to hack the trust
factor. And we did find that when we told people, "This friend purchased from this merchant," you would
be twice as likely to purchase from a brand new restaurant then users who did not have this feature. And
that increases GMV, that eventually gets you to the conversion rate that you wanted, but it solved a
different problem. Before how do | convert, it was how do | solve for trust? How do | break the barrier of
facilitating that decision making process, that aha moment, by fixing the setup moment, which was trust?

FROCERIR:

HINBLERIF T EFHM] Facebook FRHIMNR. HMNEFTINAREINERY), HLUULENBIES:
‘IR, XE Lenny LIAERHEY), BIFFEEEN.” XERBEERRN—FGE. HNKIM, HFK(E
AR “RMUAEMZIBERED” B, tiIEEHET YN EIEE T ERZINENAFIME. XIEM
T GMV, RAILMEETREERAER, BEE@ANES—1MRE. EEE “NERK” 281, %£EE N
BREE . BOMBEIEE B XTHENT, KITBRARIERHER, KMEMB “HIE
zZ” 2



[00:20:31] Lenny
English:

And that's just a general rule of thumb you have. Don't use retention as a goal. | know you wrote about
this somewhere. Is that a rough rule of thumb you use?

FRSCERIE:
XEIM—FEAZEND? FAEEZEENB IR, RAMEREHBES T, X2IREBN—FEK10AN03?

[00:20:41] Crystal Widjaja
English:

| think a lot of people thought that | had meant retention sucks, don't care about it at all. But in reality it
was really when you think about retention, that's just not specific enough. So there is this mental model
that | use from made to stick where they'll tell you like, "Lenny, think of everything in the world that is
orange." And you're like, "An orange. What else?" And then if you change that structure with sandbox to
think of everything orange that's in a construction site, then you really start to realize and grasp at

concrete concepts, and can actually action on them in real life.
FZERiE:

FERZANRUNBHRERR “BERE, =2TAE" . BXkFL, ANEREIMATEEFN, EXBEA
R, FHMEM (KEMM) (Made to Stick) ERM—MOERE: MREHIRIF “Lenny, BEHR LFABEHRENR
", REBE BF, ©AR? T ENRMRETESNE “BRRA T LFAREaNARA" , RMEELZ
BRI BAS, HEEEIMSEEERREITH.

[00:21:32] Lenny
English:

Got it. Speaking of retention, where have you found products and companies have the most success

increasing retention?

RS ERIF:
BEET ., R38%E, RAM=RIMATERLL S ERAERIitiES E1F?

[00:21:32] Crystal Widjaja
English:

It's usually the step right before conversion. So if they aren't sure why the user opens the app or they
aren't sure why the user got to this checkout page, it's often some copy or the path has been ineffective in
some way. I'd like to see founders think about the user psych model that Darius Contractor often talks
about. So you need some momentum in that user journey to get them over the hump of some of these
very painful user processes like typing in a credit card. That's a lot of work. How do you lower that
friction? And being able to sequence the right steps effectively and just moving around screens actually
cando a lot.

FROCERIR:



BEERUIMNEE—T. MEMNFHERF N AT App, REFHERFPATAHNEENE, BF
RANNENERZERLETERNT . HHEEIIWABERZE Darius Contractor ZEREIH “AAOEE
B . ERAFPRES, (REE-LahREDMEIRLERENEE, WINRNEAFRER. BRAEM. R
SNMIBRRXAHEIR? REBATHITIPRINF, EERRRAE-—TREETRNTE, HEMEEERRAXER.

[00:22:44] Lenny
English:

Going even deeper there. So the companies you've worked at, the companies you've advised, you're on
the boards of a couple companies | noticed, what have you found to be really good uses of time in terms
of growth investments, things that often work? And then a second question, what do you find is rarely
successful or people invest a lot of time and ends up not being really useful for growth?

FRCERIR:

BAN—R. RIS, SWIUNKEEESFHNAFF, MANMEERKZZIFEERENEN, WE
SERVE? BNEER, MAIMPLEEBROMI, HEAMRNT RENE MG T AR?

[00:22:44] Crystal Widjaja
English:

Yeah. | think | see a lot of founders grasping at straws. So there'll be this brand new feature that does
something different from what people are already doing on our app, like this will make things work. But
they don't have any Wizard of Oz test, they haven't proven that people want to do that, they don't have
any data of users currently trying to do that. And that's a sign of why this, instead of literally anything else
that you could be doing. I do find if you have a lot of people landing on a webpage or an app and then not
doing anything, then it's probably copy.

AR ERIE:

2. HREIRZLMATE WIEAKE" . MIZE—T2HvIhEe, H—E5BF BrITE App LPAI#HYT
EFRAVEE, BE "XEET . BMHEMEMIER “FFWE" Wik, KBEIERANEHBHSE, R
BEMBERARF BRERAEBREE. IME—NMES: IHTABEXTINE LRENE, mMASMEMM
EAIE? THEREI, MRRSAIHRT WIS App 2T AEA Y, ARRAIAEER XM,

[00:23:25] Crystal Widjaja
English:

They haven't even experienced the product, it's clearly not the product that's wrong. So how can you
change the copy and resonate with the pain point rather than the solution you are offering so that users
understand how to fit themselves into the use case? So copy is a big one if | see conversion rates aren't
landing between app launch to some first action. But if there is conversion and they're just not as
frequent, | try to look at what the most painfully long conversion events are. So users who eventually
check out or eventually completed the aha moment, what are the user paths, and what is the longest one
that seems like it's the most painful? Are there enough people trying to do that?

FROCERIR:

tEERRALE~m, RUEATETmASFHRE. B4, RNEEBENE, EESERFEHDG, MR
RRIEHEMEMNFERL R, NMLAFRBAECMAANXTAER? FrlL, MRKEEIM App BEhEIE—1



EZ BV RRIR, XEMZB—IKAE. BNRERNK, RABMERS, RAEFUPLERES. &
BRERUES. WNTRERAERKTR “WERZ” AR, tiINBREMFA? BREBEEK. FEX
RRES? e BEBEZHATERRERREK?

[00:24:13] Crystal Widjaja

English:

And how do we shorten that cycle? So for Kumu things like users wanted to sign up and find their friends
on Kumu. And so they were using search frequently, search was underutilized API, it was slow. We sped
that up. Conversion rates go from 60% to 90% over the course of a few weeks of just optimizing that and
putting more content there. So looking at where are people doing things and then failing, you already
know this percent of people would convert if you fixed this, that's a definite potential win. So we try to

layer these definite wins with crazy bets of brand new feature with no data. At least run an experiment if
you can. But | always try to layer in these sure wins.

AR ERIE:

FAVORZBREARAEA? L Kumu A, BREVEMHE Kumu EREIAR. MIIEEREER, BRER AP
BEFDFAE, FERE. HMREESTERE. MXBIRNHERABRNESAR, BAERETILEARTM 60% 12
BEIT 90%, FrLA, MBANEMEREARKW T, MELgEF: MREETXE, XBHARIFKL, X
B THAENBEMA. FUENZHEXE “BENMF” SILLREHIEN “REWTE" (L) S5k
Fo SIREIUAIE, EOBPRE, EREBHREMAXLERFRAIER,

[00:25:01] Lenny
English:

When you talk about conversion being good and bad, do you have a rule of thumb or of a mental model
of here's a rough range of this is good and we should not really spend a lot of time on this and this is bad

and we should optimize?
AR ERIE:

SIMKEIRURPFIN, RERBEFALIEANFOERE? hil—MEBECER: XTMHERLT, T
ZERZHE); BRPMRERE, HNFEMRWL?

[00:25:14] Crystal Widjaja
English:

So assuming that the frequency is correct, so you have a weekly frequency, if users are coming back, if it's
a free product, 60%. It has to be at least 60%. If it's a free product, we go over a week. If it's a paid
product, | usually look at that more as maybe 20 to 30%.

AR ERIE:

RIS ZIEHDY, LLINZAM. MRAAZEER, WFRE~R, BERNZE 60%., EDEXE 60%.
RERZ m, RINERABF. MREMETm, FEFEIAN 20% 2 30% Z£H.

[00:25:32] Lenny

English:



And this is retention, people coming back the next week?

FX, ATARRNAFLE?

[00:25:34] Crystal Widjaja
English:

Exactly. Coming back in the second week or month or whenever your frequency ratio is. And this is at
scale. So if you are much smaller, your friends and family that better be near close to 80% no matter
what, because if you can't even convince the people who care about you to use the product, it probably
isn't going to solve the job for anyone else.

AR ERIE:

. EHE A, FTANEEATERT MRV EAREIR, XBEAMRBR FHIRE, NRIRIIRE
RN, (REIBARMRABBEFRRIFERE 80%, RNMRIFEXCIREIAERRA T ZER~m, ©raEHhAR
RAT Bt ABYiR)E,

[00:25:56] Lenny
English:

Very handy. Very concrete numbers. And then your point is that when you're a startup, it's only going to
go down because your early adopters that are more excited and they'll be more excited by coming back.
So you want to start really high.

AR ERIE:

FEEA, FERFNHSF. MBNRE, SFERVLIQRN, XTHFRZETE, RARPXAEER
BME, EREREX. RSN —TIFESRRER TR,

[00:26:10] Crystal Widjaja
English:

Don't make the same mistake that Netflix and Spotify have made, which | guess is when they've
launched, they've started international expansion and they see this very small percentage of users start
to sign up for Spotify or Netflix. There are very few people though in Southeast Asia or internationally that
have the types of credit cards that Spotify or Netflix would accept. And so when they launch in these
markets and they see a ton of uptick in the first week, they're like, "This is only going to get better." When
in reality it's like you just pulled forward everyone who could have possibly subscribed to you, now you're
going to have to work a lot harder to get everyone else.

FRCERIR:

EIE Netflix 70 Spotify I RIHIR. FBZEMNINIFREFRYT KT, BEIRBRNLLHIFIAEFFEEMR,
BEFRBIXERTZ L, #8 Spotify 5 Netflix ZRIMERRHAEEL, FAUSMITEX LSRG
i, BHE-—AEREEKE, MIERE “BRIAZERMLE" . BULE, MRZRAWETFREEET
FREIN, ETRIFGEEANNIEZFEEMA



[00:26:47] Lenny
English:

The 60% number. So you're saying it's then every week, 60% of the previous week come back, roughly. Is
it just a rule of thumb?

FROCERIR:

KT 60% XMEF. MEBRSEAKRNIE LA 60% HWAER? XRBNZLEENG?

[00:26:54] Crystal Widjaja
English:

Yeah, exactly.

FRCEIE:

T, =,

[00:26:55] Lenny
English:

Is that how you think about it versus say cohort retention? Is that just because it's easier is just a simple
rule of thumb?

FROCERIR:

MEXHEBEMNG? MAESERKXHABRE (cohortretention) ? ERAANXHEEEE, RENEGRNEIEN
ng?

[00:27:01] Crystal Widjaja
English:

Am actually thinking of it as cohorts. So 60% should be your week one, and then it should flatten. | think |
usually give teams two to three weeks or frequency periods to see things flatten, but it better flatten
around 60% for a free product. That's actually what we saw at Gojek. Early days it was like 60, 70%
retention rates because people were using this product that really solved a huge problem for them. And |
think that's when | knew we were going to be fine. If people keep coming back, the product just needs to

work.
FRZERIE:

HRHELZREEFELEE, F—ABEFENZE 60%, ARBTTER, REBALAEAREI=ZFAZ/LMIREH
KMBHIFERE TR, ENTFRET@R, RFTFIRTE60% L6, XIERHKNE Gojek BRI, FHBRFXRRE
60% %l 70% Zj8l, FAANMERRNX N mfSRFER T INEXER. BTEBERMAERIIZHIIE. W0
RAMN—EEE, FmRBEEEEBITMT.

[00:27:36] Lenny

English:



Wow. So week one, 40% of people drop off week two and beyond basically nobody drops off is what you

look for.
RS ERIE:
i, FRAE—RER 40% BWARK, NEZRFBEARLEEARE, XE(RBERNE R,

[00:27:42] Crystal Widjaja
English:

Yeah.

FSCERiE:

=0

[00:27:43] Lenny
English:
Wow. What a high bar. But | like that, because-
FRCERIE:
=, MiEER. BHRERXAD, B

[00:27:47] Crystal Widjaja

English:

Yeah, well Gojek is a decacorn.

R EE:

W, & Gojek B “+AZE” ((RMEEBRIZETHAE).

[00:27:50] Lenny
English:

Okay. There we go. If you want to be a decacorn, there's your new benchmark. Amazing. Okay. There's a
bunch of other stuff | want to dig into. One is just data modeling and thinking about growth strategy as a
founder. So say a startup is just trying to think about, how do we drive growth, where do we invest, do
you have a framework or a process? | know this might be a really big question, but just for founders to
think about how their growth works, what their drivers might be, how would a founder approach that
problem?

FRCERIR:

9708, BART. MRIRERA+AS, ZMEMREHEE, XEFT. F, TERSHEMRAFERNRIT —

T EREERRURENEIIBAMAEEE KRR, RIS—KMEQBEETRE . HNOHENER? Hi1ZK
RBME? FERKE—MERIMIZ? RAMEXATER—MRAMEE, BXFelsAKR, NAEEEKIE
ERIN. WEIRRZRMA? SUE A ZUNEE FARRX AR ?



[00:28:20] Crystal Widjaja
English:

For sure. So | thought that this was not an obvious process. It wasn't an explicit process until | worked
with Reforge to build my data four PMs program. Got to get that plug there.

FROCERIR:

YR HURREXFR—1EMZ REVRIE. HEIFAM Reforge EALT “ER~mIENHIE" R,
A Z— M EERRTRE. IREFT N &

[00:28:34] Lenny
English:

Go Reforge.

R EIE:

Reforge N7Ho

[00:28:35] Crystal Widjaja
English:

| basically talked with the Reforge folks about here's what | would do in all of these scenarios. And they're
like, "Oh, so you mean you're doing this step one, step two?" And | was like, "Yes, actually. How did you
figure that out?" So | don't really think in-frame works, this is just a logical process to me. But | think what
I've figured out is, it's step one, you have constraints. Similar to our sandbox example of everything in the
world that's orange versus everything in a construction site, you have to think about the physics of the
current market, the product, the model and the channels that you're using. So to use Gojek as an
example, it would be market of Indonesia.

FROCERIR:

HEAK LZM Reforge AW T MIHESHIZR TR EAM. IR “18, FIURBERRIREME—D.
BITH? 7 KiK. BE, BX. MINBREARIN? 7 FIUEHAFENT “ER BRE, XNHERHRE
—PMEEIE, BREEHRNZE: F—F, PHRORFEMH. mEHENZARFDIEFF (HR EFRERER
A8 vs BR T FREENARR), MeRERIFIHT. ~mn. BENMAREN “YEEER” . U Gojek /¥
51, BRFLZENEMA.

[00:29:16] Crystal Widjaja
English:

Here are the consumers in this market, the driver's side supply side in this market. Here is the product,
mobile app. We're able to connect drivers and consumers. There is a allocation that we create model. We
charge per order, channel. We are able to do this through push notifications or in acquiring new users. It
might be through Facebook ads, or, and this was a really big insight for us, it's the real world. There was a
physical conception of a driver in a jacket driving around the city who was marketing Gojek for us. And
word of mouth actually was primarily driven by, "I saw a driver on the street, so | knew Gojek was here."

FRCERIR:



XM MIZRHEEREEY, EVHNERERN. ~meERE) App, HIEEZINNIERE. HIIQIZT

— P RERE, HIHRITREWEE. REFE, BB IHIXBMEIREFTAF . FJaeE@:d Facebook I~
5, HE —XNHENKRZ—PNEXRKER —ULMFR, FEXRREHHESFRHNENARIMUZ Gojek AY
Bohrg. ABMERELETERR “WAEH LB TEWN, FIUENE Gojek EXE” RapY,

[00:29:58] Crystal Widjaja
English:

And that actually was a huge driver of all of Gojek's growth as it expanded to new cities. So step one is,
what are the physics? Step two is when you think about loops and growth funnels and the quantitative
inputs to each loop, does that fit into these physics or do you have to change four or five different things?
So we were very careful about changing too many parameters and making too many bets on too many
variables going our way. So we would always change one small thing at a time and make sure that it fit
into the model.

AR ERIE:

XSEFR ERZ Gojek ¥ KEIFTIM B FABIE K EX RN 1. FRAE—T 2. MEEREMFA? F-FZ: SR
BEMEIF (loops). EKFIFUREBNMEANELRANE, ENRESNEXEYIEER? ERRFAIATN
ENFREBFT? HMNFEND, FREBABARZSY, BRAEXRSTELFE, HRNE2EERRLE—/)
=, AMERETERE,

[00:30:38] Lenny
English:

This episode is brought to you by Eppo. Eppo is a next generation AB testing platform built by Airbnb
alums for modern growth teams. Companies like Netlify, Contentful and Cameo rely on Eppo to power
their experiments. Wherever you work, running experiments is increasingly essential, but there are no
commercial tools that integrate with a modern growth team stack. This leads to waste of time building
internal tools or trying to run your experiments through a clunky marketing tool. When | was at Airbnb,
one of the things that | loved about our experimentation platform was being able to easily slice results by
device, by country and by user stage.

FROCERIR:

KETBEH Eppo #B. Eppo fH Airbnb RE AMAIEKHFABAITEN T —MK ABMIXTF &, Netlify.
Contentful #1 Cameo HF AT EBKH Eppo RZIFMNTNELK, TIRMEMEILIE, BITXERETFHEREE

ZE, BEmREERE L THEERFMEMIIIMAIE KA AL, XEHANNEAREZNEEERNELT
B, B4RE@EIKENEHETARBITRK, HYFKEAirbnb i, REERHKITNWLLTEMN—HE, THER
mizigE. EBXRMAFPMENERHFITIR 2.

[00:31:16] Lenny
English:

Eppo does all that and more. Delivering results quickly, avoiding annoying prolonged analytics cycles and
helping you easily get to the root cause of any issue you discover. Eppo lets you go beyond basic
clickthrough metrics and instead uses our north star metrics like activation, retention, subscriptions and
payments. Eppo supports test on the front end, the back end, email marketing and even machine
learning clients. Check out Eppo at geteppo.com. Geteppo.com and 10 X your experiment velocity. So



step one, just to cover this, is figure out how you're growing. In Gojek's case, it was partly real world,

people just seeing Gojek riding around.
R EIE:

Eppo BEMEIX—IEEE S, TRERRBERMER, BRMABRESKNDTAR, HEBREMKEILZIMBIER
AR ERRE, Eppo itfRBHEMNREERIEN, BMERBCE. 87, TN SEFIREER. Eppo
T, GEin. BMEEHEEVISFEIZRmIMIE. 58 geteppo.com &F Eppo. Geteppo.com, iL{R
HSCIORERF 10 8. FRLE—F, BE—T, MEFAFRMHR2NMMEKN, 7 Gojek WEFIF, HHFEER
MLt R, AM1EE Gojek FEHT LR,

[00:31:58] Crystal Widjaja
English:

| think it's both figure out how you're growing and also the elements that you have at your disposal. What
are the levers that you have that maybe you've never tried using? When we looked at our model this way,
we actually realized we had underutilized the driver's capacity to drive our growth. Pun definitely
intended. So in looking at the model this way, we had thought through what is our goal. We want GoPay
to be much bigger than it really is. It's a E-wallet service, users are able to get access to this digital
balance. How do we drive adoption? And so when we looked at the lever of we have a driver, we actually
created an incentive model. So we built a very small service that would check when a driver got allocated
to a customer, again, the product and the model, we would then check in the database, has this customer
ever used our GoPay product before?

FRCERIR:

FIANBEEFBEMBWNAE K, WEFBEMFLEPETRANTER, FEMLERTEEMKRZIHIAIITAT?
HEANXFEARA TR, FAIRORBFNMRE T AN (drive) FANEKEIEN —XELXNE—E
WK, WEXMAHEMEE, HMBETHNNVER: HNHE GoPay BIFLEMEKRRTZ, ER—THBFik
8RS, APALERSHRFRT. RNMMAHEZIRA? SFAVEN “HIRERN X MMIFE, FHAIeIZT
—NEEER, HOTERT — N EENRIRS, SRS REEFN (BRERFRNER), RITSNEHR
B XNEF AT AE IR GoPay = ami5?

[00:32:59] Crystal Widjaja
English:

Did they have a digital balance? And if the answer was no, we would message the driver immediately,
"Hey, this customer hasn't done a GoPay top up before. If you get them to give you cash and we deposit it
into their virtual wallet, we'll give you extra money." So using them as the salesperson. You wouldn't
believe how great of a salesperson someone can be when you were literally trapped in a car with them
going somewhere. And so you have this captive audience, captive attention, you have someone who has
the incentive to cross pay or cross sell someone into GoPay. And customers were able to feel the benefit
because the driver was explaining it to them directly. There was no change to the physics, it was a lever
usage.

AR ERIE:

TERFREID? MRERZSEN, BIMNIULMLERANLER: TR, XNEFLUANEFES GoPay, il
RIFREILMNIGIRINE, ARTINHEERFEANBIINEMNEE, RITMAMREMIPIRE.” EMSLAVEFHEE
Ro MMEERR, SMMEA—EREEEEEZZ NS, BOARRAZALBHHEE, MBET “®HE



£ HNRANERS, EE—TEHNETIXEENA. TPERREFL, RARNEREMIER. ¥
BERLAENE, XRZBMIFHER.

[00:33:49] Lenny
English:
What a devious strategy.
R EE:

BN BRI AR,

[00:33:49] Crystal Widjaja

English:

It was huge. It was 60% of acquisition once we released that.
FRCEIE:

MRER. —BERN&HTXNINEE, BT T 60% HIIRE.

[00:33:55] Lenny
English:

Oh my God. So for thinking through your potential levers and physics of your growth, do you think about
it bottoms up, here's all the things that are going on and here's areas we can invest? Or do you have a
menu of options top down of here's the 10 things it could be, it's looking like for Gojek it's these four and
let's focus on that?

FRZERIE:

KW, MAEBEBEMANEKNYEBEEEN, (REETMLEMEZ FIHAEEELRENSNTUIREDN
i), TRE LM E—METUEE (EbUIATaEE 10 43, 3t Gojek SRINERKRERX 44, ARELFFE
eil) ?

[00:34:15] Crystal Widjaja
English:

Yeah. | think you always have to start from the fact that we are not wizards. It's very hard to move the
physics of a universe when you are trying these new things. So start with what currently works and
currently exists and where you think the biggest constraint is or the best lever is, and then fix that one
piece because the entire universe isn't exploding. The world isn't changing so dramatically that your
physics change. So | think rooted in reality is very important.

FRCERIR:
B HIANMMBIAMN “BIIFBEM” XPMELHE, BMRZRXAEYN, BREXZFEOMEER. i
B, MERIBBIARBEMIENRER, HEMANRANORRBERFHIT, AREER—H7, EH

BENFEALEEF tRASERNZMELRNYIEERRIY. FMURRFIRALFEEE,



[00:34:50] Lenny
English:

Got it. Okay. So it's see what's working, find the constraints. And then step two is basically what can you
do to the product to optimize the funnel/loop to make it go even faster?

FROCERIR:

BET. FIURETABN, HEINR, RARF-IEX LRI (REN~mEMHARKMITIHER, ik
ERFEIR?

[00:35:00] Crystal Widjaja
English:

Exactly.

S EIE:

o

[00:35:01] Lenny
English:

Love that. Maybe as another example, if something comes to mind, with Kumu, how do you think of
Kumu through this lens?

FROCERIR:
KiET . MRERESZ—MFIFEE, LI Kumu, fRIIENEIXMEERER Kumu?

[00:35:08] Crystal Widjaja
English:

Yeah. I'm always very hesitant to talk about Kumu, because there's so much competition right now and
we are on the cusp of some very interesting things. But | think for Kumu, it's actually very complex
because there's a lot of human emotion that is involved. With Gojek you knew if you got the job done. You
made a transaction. With Kumu, how do you know if a consumer made a friend, felt like they had a
genuine friendship? So you almost have to create more friction to identify users who really got past that
barrier and aren't explicit with the activity that they did. So we have features that tell us if a user is really
searching for this job to be done, if they really want to be part of a community, how do they fill out this?

FRERIE:

2., RERRMBBRBKIC Kumu, RAMENZTSIEEHZ, MERNELTF—LEEEENEEND
%, BEIAAXTF Kumu R, BERELIEEER, BATREZANER. £ Gojek, RMEESEET
B, RFEMT —EXB. BT Kumu, fRINAMEREERTRETHL, BRI TEHRMNKIE? FIUMR
NFEXNEEEZH B KRG EEERT RS, B8ERRRIAEENNAF. UG LI
BERI IR BN TR R T ENE I BT, SRS ENERATXN—5, tilRNrESH?

[00:35:57] Crystal Widjaja



English:

Do they fill out the form? Do they fill out a questionnaire of many questions? Do they go through this
friction just to get access to a community? So we almost create this artificial friction to help differentiate
how deeply a user wants something or needs something. And if the user doesn't fill out that
questionnaire, maybe they're actually looking for something else. They were looking for entertainment.
They were looking for content or short form content. And so creating almost like hand razor approaches
for a user to say, "I wanted this thing." We leave a lot of breadcrumbs in the app to be able to identify
those paths.

AR ERIE:

ERTIE? AT TRZEENEED? 2SR EEHXLEEBMNNA T HN—TEEX? FrldHEA]
NFREETXMANNER, REHXSBAANERRANERRE. NMRAFPFERE, WIFMIIESKE
HAIBRAE, MIEHRRS, EHRARBTEN. FAUBMET RN “BFRE" NEE%, LAP&RE “&
BEXD o HMEApp FETTHRSZ “BEE" (RD), UERAIXLERRZ,

[00:36:38] Lenny
English:

Awesome. While we're on the topic of these two companies, just maybe for inspiration to founders who
are thinking of ways to drive growth, what were a couple of the bigger unlocks growth wise for these two
companies or even any other company that you've worked with that's interesting?

AR ERIE:

KiET . BRAME T XMEKAE], NTHREEFERZERKGENBA—ERRE, XRRAF (HEMEE
EREMAT) EEKAEEPLEERNIRKR?

[00:36:52] Crystal Widjaja
English:

Yeah. Definitely, in the early days it was copy. So | think if your product does something that's not super
familiar, you have to tie it to something that is. So | talked about using drivers to sell GoPay. Before that,
one thing that we did was to actually take someone's virtual account number and put it onto a picture of
a credit card. You know what a credit card is, that's familiar to you. A lot of people didn't know what a
digital wallet was. And so when they looked at this like, "Oh, okay. | have this virtual thing that acts like a
credit card. It works like my debit account.” Then they understood the concept a lot better.

FRCERIR:
B, B, FHENSR. RIANNMRENFRMT —EARTARENER, MBFIECHAENREE

R, HMARET ILEINIES GoPay, EMZAT, FAMEI—HSE2IERFNEMNKSRE—KEAFH
ER L. MAERARERFR, BRIMAAEN. REAFTHNEFARKFERE. FRUHMINEIXNE, &
8 IR, 38, FE—NMEERATHNEMRA, ERNAEGRERNMEERIKS” AR B hIEE
EMEZT o

[00:37:33] Crystal Widjaja

English:



And we actually saw top ups increase based on us, literally just sending that picture with someone's
virtual account number there. So they could go to an ATM and they would just type in the card number as
they would a regular debit account. And they realized that they could top up through that channel.
Because that was something that was pretty interesting to us, with just how do we tie the familiarity loop
back into the consumer mental model of the product and drive acquisition that way?

FROCERIR:

HNHIRERRERENT, NEBRANRNEZXT BEKEEEMKSHEF. XEFEMIIRAIUE ATM AL, &
EREBMERRRKA —FRA RS, tIIRIRFALUEIBIRERE. XMNENRFIFEER: HATWMEDSF
PERER HEEIHRENT M OEREF, HIHERRE?

[00:38:02] Lenny
English:

And that was at Gojek?
R EE:

ARZTE Gojek fifAY?

[00:38:02] Crystal Widjaja
English:

Yeah.

FSCERE:

=%

[00:38:04] Lenny
English:

Is there anything else maybe, since you don't want to talk too much about Kumu, any other advisorships

or companies, examples of something that ended up working really well to help them accelerate growth?

AR ERIE:

EHEEMBE? BEARARZ K Kumu, EREMNSAMERQTF, BRETARKMRIFET. Bt
NI REYE) 72

[00:38:14] Crystal Widjaja
English:

Things that have worked really well. So for one of the companies | work with, AB&B, they run a lot of their
D2C brands in South America and globally. So one of the features that we were looking at was how do we
ensure that subscriptions don't actually become a canceling point for a user. So in the app you could
cancel or you could resume your subscription, but you couldn't pause it. So when we looked at the
cancellation reasons and we saw that their number one reason was, | still have too much fear, we actually
decided, well, let's just add a pause button then.



AR ERIE:

MRFBIFHNFR - HEEIN—RAE AB&B (E: AEIREISEEEE AB InBev) , fti{i1EEmEM2IkE
E1RZ D2C mhd. FNEARN—IIER: NERFRITEAIHABFE “BUER" o £ App 1, fRAJL
BUHSMEITR, BEREEEE. ARNEBBEREN, AUHFRE—NRAEAR “‘REEXZEE (lHBR
58)"7 , FRENTRE, K, Bmm— > EEEH,

[00:38:58] Crystal Widjaja
English:

Because canceling the subscription is a permanent solution to having too much fear. How do you make a
temporary solution that solves the actual problem? Adding in a pause button actually helped alleviate a
lot of the churn that was becoming very hard to reacquire back. So that was one fix where we looked at
the, again, physics of the model. We're not going to create new changes to the product or create one time

buys or reactivation emails. We'll just solve the problem at that small constraint where everyone drops
off.

FROCERIR:

ENECHITHARY “FEEASZ” XMBINE—MKAMERRG R, RIMARAE—MRRLIREEN IR 5 5E?
MNEFRARFR LEE T RENRK, MXLERKNARREAZREEHRNB. XME—MEELR,
MNEREMR T EERNYIEER, BN TEN AR, BRTER—REWENERBUSEF. FA)
RABABNAKESB SRRV NR R LR T R,

[00:39:35] Lenny

English:

Wait, so can you order beer as subscription? Is that a thing? Is this a consumer product or is this-
R EE:

FE, PRUMREILOTIRESE? BXMEL? XZ—MEERE~ RIS

[00:39:40] Crystal Widjaja
English:

It was a thing, yeah.

FRCEIE:

=8, #WEH,

[00:39:43] Lenny
English:

Cool. Okay. This also reminds me, at Airbnb, this was actually one of the biggest wins, is adding a snooze
feature to your listing. Exactly the same thing. Yeah. All right there we go. Awesome. Tip for folks that have
churn problems, snooze/pause. | want to shift a little bit to a post that you wrote that maybe is one of
your more popular posts you wrote on the Reforge blog called Why Most Analytics Efforts Fail. And I'd love



to hear your broad overview of why do most analytics efforts fail and then how do teams avoid this?
Maybe what are two to three things they can do?

AR ERIE:

Bfo 4FIE, XWILFAEETE Airbnb, RABIMFZ —HLRLFERYIRIEMT “AKER” (snooze) IhHEE. 5T
B—E%E, B, XET. AERKABHA—NEN: KR/ EF, HEEH—MER, KXTIRE Reforge 1#
ELEN—RARKRZNUNXE, I (AtARSEBIESNTLIERIRKD). HEBRIRIRN “AtAaXS
OISR BIEE, KRR Xt iERn? Wira o EmME = b 1= LSS

[00:40:18] Crystal Widjaja
English:

Yeah, I'm actually pretty surprised at how much noise that has generated because | guess it came from a
place of frustration where | kept telling people like, "You are doing this wrong. Here's how you should
probably be doing it." But | think it resonated a lot with folks because they recognize all of those
symptoms, but they weren't sure why it was happening. So to say, oh, this is the thing, instrumentation is
what's wrong, | think it's a very actionable thing. It's probably one of the most solvable problems out
there. It just takes some time and mental model shifts to do it well. So a lot of people look at tracking data
as how do | track my OKR? How do | know if I'm going up or down? But they don't use it to track or
identify insights. So | will use the example of using Twitter for "news" when in reality they're actually

using Twitter for entertainment.
FRCERIR:

B, BURIRIXEXESIRTXAKRNKRIE, FHEXFEF—RKE, EAR—BEEIRAN: “RIVEE
T, NZEEE.” HINNESIRTRZANHEE, RAMITALTRERER, EFRHERRE. FrL, 5
“YER/EERE (instrumentation) KT RE” B—HIFEEEFRELENER. XARRRE 7R
Bz—, RAFE-LEHEMOERENZTMERT. REAMEEFBIEEER “HWUAIBERTATI OKR? 7 “IK
EAFMBEZRTERKT? 7 BM{IFAFBEREERIIRFAERE (insights) . HENMIF: BARA
Twitter BAT%E “WiE” , ELFRLAIIZER Twitter iR/Ro

[00:41:17] Lenny
English:

Do not treat metric gathering as entertainment. It's not there for you to be like, "Oh, that's interesting,
how novel," and then not act on it. So real news is information that changes what you do in the real
world. And if you don't change what you're doing, what you are doing is just getting entertainment. So
let's use that as the premise. The next step in instrumentation is to look at the fact that measurements do
not equate to insights. A measurement would be an observation. It's a data point in your database. So the
example being power users do four times more bookings, is an all observed fact because your
transactional database obviously says that is the case, but it's on an insight because it doesn't have
context. It doesn't give you information that lets you act on it and better understand the problem.

FROCERIR:
FEIBIEMREL FRR. EARBATILRB 1R, BEE®, BEHMH , ARNARERTEH. EENHEE
RECR AR S R PITHRIEE . WRIMAREIRITTN, (REMIMRZERR. LRI FR, 12

RINT—FREBT—ITEX: ME (measurements) FEFREE (insights), MER—MMER, BHIEERE
H— RS, g, ““CHEFP (powerusers) MFITEREBAFNNEE , XR—IMMRINEL,



NIFNRZHBEEEARXARTH, EXFAERR, ANERELTX, ERBERIILIRRIITEHRELFE
RIRFRYE S

[00:42:11] Crystal Widjaja
English:

So another example would be if | see my girlfriend hanging out with a guy | don't know, that is an
observed fact that you see in the real world. Your hypothesis could be that your girlfriend is cheating on
you, but the insight, the actual fact might be that she's not cheating on you, it's her cousin. And now your
insight is, | am paranoid and | need to change my behavior to be less crazy. So the insight will provide
value when you have this, why answered? Why is this person doing this thing? Here's why. And then you
are going to act differently. So for our purposes, if we look at a GoFood user will transact and is more
likely to use a voucher, that's a fact, that's an observation, but it's not an insight. An insight would be
something like GoFood users who are power users are more likely to use a free shipping discount on a
high GMV basket versus non-power users.

AR ERIE:

S—MFR: MREFIRLPEMN—ITHPNRHNBAT—E, XEWEHAPHN—IRNREL, RER
RARERIF AR HINT , BRE (ERFFESE) iR HN, BRMRST. REMIIRZE: RARR
T, BRFEERZTITH, AMWARIE. FAEL, SMREIET AHFAT B, REAIFENE. ATAXTA
BEHXHE? RREX. ARMRESRBMARBITE. MHEIKE, NRHINTEE “GoFood BFRZHITRZE
FRAREARES , XR—1FXE, — IR, EXERE. BRENEZ: “GoFood MIZLAFES
GMV iT&rRLb IO AR BRI R REHE T

[00:43:22] Crystal Widjaja
English:

And that actually tells you how to change your marketing approach. It tells you in what circumstances
does someone do this. When it's a high GMV basket, give power users the ability to get a free discount,
but do not do this for non-powered users because they won't convert any better than they normally
would. So, that helps you change your marketing spend. It helps you understand the decision points of
power users versus non-power users. The insight is instrumenting properties into an event so that you
can segment who is doing what behavior and make some hypotheses on that observation. Test that
hypothesis, and then you get some causal representation of whether or not that hypothesis was right.

AR ERIE:

XL EHFTROFAREERGR. EEFMEAEFABRTEXEF M. HiTEEHM (GMV) RS, 4
ZORBPRMRERTD, ERRLFROABR, AAMNNERURFZEAREEMREA. PR, XEBIRRE
EHxt. ERMEEZOBRSFZOBPIRER. AEMEIFREN (properties) BAEHH, XiF(RuL
A LDEEMA ATTH, ARTMERBRIZ. WAL, ARMRMESEIZRIKESERNERXR,

[00:44:10] Lenny
English:

So it sounds like a lot of the root of the issue is setting up the wrong metrics, the wrong... | guess there's
the tracking element of just capturing the right information. And then also just not focusing on insights
versus just having a bunch of information.



AR ERIE:

FRUABFEERRIEMIRRETIRE 7 RIS, HiRe- - REEEEBERNT, BEEHIRET ERIGESR.
SR ETET AR, MRABREIHES,

[00:44:24] Crystal Widjaja
English:

Exactly.

R EE:

R o

[00:44:24] Lenny
English:

What are signs that you're doing this? Say someone's going to go load up their dashboard and they're
like, "Am | failing or not?" What should they be looking for?

AR ERIE:
BT R REBIRIEEICHE? RISE AT RERE: “BRIEMIBEFRT? ” MIIRZEHA?

[00:44:33] Crystal Widjaja
English:

So | already know if a team is good at instrumentation or not just by looking at the instrumentation spec.
The symptom of a bad data tracking approach is you have a ton of rows with a ton of events, but every
event has one property or no property being tracked. So an example with Gojek would be when a user
lands on the map to select a drop off point, the event would be drop off or map loaded, let's say. And the
properties there should be things like how many drivers do they see on the screen? What is the pickup
location? What city is it in? What latitude and longitude is it? Is there surge pricing? What is the current

minimum fare? Do they have a voucher code?
FRCERIE:

HRAEFRESME (instrumentation spec) , FMEEME—THINEEERKIER, HFERMSRENER
B RERTLERITHEEMAESS, E8IMFEHRERT TR, BEERBREM. U Gojek A, HAF
HENMERETERN, EHAUEE EETER” N WEENE . XENBENZEE: BELERT
ZOPEN? EEMRER? EBIETH? KGEESD? BERAMSAM (surge pricing) ? HEINRIRKIE
BEZD? M1ENAEFREG?

[00:45:28] Crystal Widjaja
English:

All of these characteristics of the experience and the context that can help you look at hey, when a user
only sees two drivers on the screen, they're much less likely to convert than a user who sees five drivers
on a screen. Now we can look at in what cities and in what latitude and longitudes do we mostly only see
two drivers versus five drivers. Being able to do the second layer approach of the why and not just stop at,



"That's weird. When you have two drivers you are less likely to book." But then you never ask why. That
drives me crazy. Or the inability to even know that there were only two drivers on the screen. You're
missing so much context of the user's experience that you're unable to make assumptions about why the
user didn't convert.

FRCERIR:

FRAXEARIHN E P XFERTUEIRAI: 1B, SAFRERELREIRNEN, tiIINEURTRTE
AEANENBAF. MERNATUEEEPLERS. MELGET, RINASREFIHIINMA2ED.
BRBHATE_EBN “Na” 2, MAREEE “BHFE, RERTEIVNTITREIR" o RIRMATR
Afta, BLHEIME. HERREFCNESHNER ERBERTEN. FERTXZHAFAEEETX, UE
FEENBR At AR RUHE R,

[00:46:15] Lenny
English:

I love this. Maybe your course is probably going to be the answer, but for folks that want to figure out how
to do this taxonomy and events well, how do they go about doing that?

FROCERIR:

HERZ . WIFMATRIEMEESR, EXTRERFBERWNAMIF XTI (taxonomy) MEHERRIAFK
W, Tz EAM?

[00:46:26] Crystal Widjaja
English:

So | think it's important to just go through examples. Yes, every product is different, but everyone has the
same signup flow for the most part. So look at the signup flow examples that | have in the blog post or in,
| believe Amplitude actually has a pretty good long-winded documentation on this, on how to do a event
tracking. But it's really a matter of sitting down and thinking really deeply. If | were to press this button,
why would | and why would | not? And am | tracking that in my user properties? So it's really just sitting

down and mapping out the experience.
FRERIE:

HIANERFRER, B8, BT REAE, BEXZSHETmIEMRERRR/NEN. FIUAUEEREE
BENERLGHAVEMRETE, HEHMBE Amplitude LB IEBIFRXFMEFHITEHERNNE, BXH
LR TMETRANBENIE . IRBEBRXNMEH, HATASE, ITAFTEER? REAPRIERER
XETIH? FIUXENRZL TR, BEMIERE—E.

[00:47:05] Lenny
English:

Speaking of Amplitude and other data tools, do you have a default recommended metrics stack for our
founders just to start with and maybe a few other things as they evolve?

AR ERIE:

W2l Amplitude MMEMEIET R, REKE—MEFLOBARNRINEIREAL? KMTATTIE, BELARS
Emdar



[00:47:14] Crystal Widjaja
English:

That really depends on how early they are. So if they have a single data warehouse with all of their
transactional data, usually | say, you can probably get by with Google Data Studio. It's free usually with
whatever you're using. If not Metabase has a great open source free tool. If you have someone who can
write SQL or if you have multiple databases, then Metabase is great. If you need in app mobile device
event tracking, | usually recommend CleverTap because Mixpanel has unfortunately failed me a lot. And
Amplitude doesn't have the CRM components that | would need all in one space.

FROCERIR:

EXELEURFMMILFHAME, MRMNRE—INEEMERZHENHIECE, BEHIYA Google Data
Studio FAEERI(d. MRIMEEFEANRS BEMRRIRM. NREH, Metabase B— MEENFREZET
B, NERESTS SQLMA, HEEZMKIEE, Metabase EEWF. NETREENARBHIEEEHBE,
BBE W CleverTap, EA Mixpanel B1##i HKEFRZ R, M Amplitude HEERFEN. ERE—
=S8 2 A9 CRM B,

[00:47:51] Crystal Widjaja
English:

If I am much bigger and | need more analytics juice, maybe Amplitude makes sense on top of this, or
something that helps me pipe data into more dashboards and do less ETL for me. Then | would get into
Segment. And then once you get into experimentation, obviously | have to shout out to Eppo. | think
they've really instrumented a lot of the dashboards that | would've normally had to do in
experimentation projects. So | usually look at something like Eppo to just automate the decision making

flow.
AR ENIE:

MRMEREZ, FTEERNOMEES, BIFEXLERM NN Amplitude 2528, 3EB—LRERRIEH
ESANEZMNERE, B ETL (R, ¥, mE) TENITHE. BRKRSHIEA Segment, —EH R FISE
10, ARG Eppoo HIANMIIALIER S TRIERWIR PR AF B EREH BT FIUFK
BESE Eppo ZEMTAXRBoHERERIZ.

[00:48:21] Lenny
English:

Awesome. | think we're both small investors in Eppo, big fans, a little bit of bias, but yeah's it's an
excellent Airbnb team that built it, so it's cool. Shifting a bit from metrics and data to just growth teams in
general, maybe first question is just, how do you recommend companies set up a growth team in the
early days and then over time?

AR ERIE:

KT, HEIKAERRZ Eppo BYIMEKEN, BRI, At ~RL, BEHERAMNTER Airbnb FIFAFT
BHY, FEE MIBRMSIERMEREAIESR, F—NREE: REZNQBEFRHAUKKES Y BRI
BB REPA?



[00:48:44] Crystal Widjaja
English:

Yeah. So | can talk about how growth was set up at Gojek as an example, which | think is probably the
best practice. So we didn't really know what growth was at that time, but we knew there were obvious
gaps to fill. So because we had grown so quickly, the core product team was still making the core product
features. As simple as phone number masking. That wasn't a thing yet. You had access to your driver's
phone number. It's probably not a great thing. It's probably part of the core functionality and we need to
fill that gap. At the same time, growth was still necessary because you had all of these users trying to use
a product that aren't quite getting there.

FRCERIR:

989, A LALL Gojek FUIEKEIPNARNA, HIANXFIRERREL K. SNHINAFEETHRIAZE “18
K", BEERNAEERENTAFEERN. BARIMERKKRT, %O mBEEEF L% OINEE, thinE s
By “RRIESHIMRE" , HIERE. FEEREIENNBIESS, XAURARTF. XANEZOINEERN—B
7, HNFEEAZNTH. SER, BRNHARVEN, BAEXAZAFRZHAER mALZER.

[00:49:25] Crystal Widjaja
English:

So things like figuring out what SMS provider we should use to send the OTP to this user who is signing
up from this telco provider. That was a growth objective that isn't necessarily core feature work, but was a
gap to fill given the onboarding and SMS success delivery rates. Things like telling the driver if this was a
brand new customer, because at this point in time, drivers had taken thousands of rides and they
assumed every single customer knew how Gojek worked, when maybe they didn't. And so we knew that
the protocol was that a power user would know they would make an order and they would just wait. They
would wait somewhere, they would keep an eye out for a driver and then they would get on the
motorcycle and go.

FRCERIR:

tean, MERNMZERAMMEEHNBFRAEEMIETEBNAF LEWIES (0TP), XE—MEKEBR,
R—ERZOEEFR, BERIINRSISHESRKERNER, XE—MHFEEINTH. EHEREIFENX
RER—ITEMER, BAERANELEILTET, tilRigE TS EHAE Gojek R EATIFY, BF
SCRTREF IR, FMNMEBEERFANIBE TREMERLFE, EEAVNEE, AR LERELR.

[00:50:13] Crystal Widjaja
English:

But for a brand new user, are you supposed to walk to the driver? Are you supposed to find them? It's
unclear to this brand new, uneducated new user how to use the product. And so first time user experience
could have been a terrible one where they went and walked off and then the driver came to the pickup
point and they couldn't find them. So it was all of these small acquisition, adoption and engagement use
cases that growth was filling the gap on. And eventually we embedded our growth, | would say product
managers at the time, into these teams and they ended up synthesizing what growth was as a full-time
role. Eventually becoming PMs who own specific parts of the product stack.

FRCERIR:



BEXTFHAAKGR, (REZERBNNG? RIZEWPLMAN? WFXNRES|ISEFAAKGR, WFEAER~ @A
B FRUASE—XAFARRARERRER: BRERT, BN TEERIEAFEIA. FrLUEKEPAEAEY
EFFEXEXTRE. XRENS5EMNDAMNTAE. &%, RTEENPEKTREERATXLERNS, #
MNERBELTEREN-T2RABHNENX. &E, WIRAT AR~ ESRIE PM.

[00:50:58] Lenny
English:

So in your experience, and | hear this a lot, is your first growth person shouldn't just come in and figure
out what to work on. You should understand here's where we need growth help, let's find somebody to
tackle it, versus come help us figure out what to do to drive growth. Is that how you've seen it?

FRCERIR:

FRUMRIBIRIEZL (REEREIXMIRE) , REVE—MERARTRIZRBHKAG B CHEZMT 40 R
NMiZfBAE “XEHRMNFRERSEOER, HPARBRE” , MAR “RERMTBRIZEAMA EE
K o (REXAFHING?

[00:51:11] Crystal Widjaja
English:

Exactly. | think it's just setting the bar too high to expect someone to come in and model everything.
Again, there are physics in place it's very hard to move everything. So it's really about having someone
who already has all of this data knows where the biggest gaps are. Doesn't have to start from scratch and
figure this out and then just picks some small space to work on that they know is workable.

FRCERIR:

R TIANNHZE— M AHRMELFAESHEER, XBMEER/ART. BR—X, MEEEMERE, R
MR —1t. FRUAXBETH—TELZETHERE. NEKRATEERENA. AFEMNSFHER,
QFEPE—MERE B LURIERY) U FF 48 TFo

[00:51:38] Lenny
English:

Do you have strong opinions about growth being integrated? The way that you described where growth
PM basically has a cross functional team basically is the PM versus a separate growth team that's off to
the side.

FROCERIR:

MNFEKEAMNNZEERH (GIRERARE, 1EK PMBE— M EBIREERRN), BR— MR, EZUH
EKEPA, R ARIIEEELD?

[00:51:50] Crystal Widjaja
English:

Yeah. | think it can work as a separate growth team to the side if the company is truly head over heels,
tripping on insane product market fit, if there's insane, product market fit and you are really scrambling



to do core feature stacks, then maybe a growth team to come and be clean up is fine. We're the cleanup
crew. We pick up the pieces that were left behind, we connect the dots. You forgot to plug this in, we'll
plug it in for you. But we were a team of lots of stats heavy people. So a lot of my team were statistics
graduates. We cared a lot about looking at numbers and odds and probabilities because it really is a
numbers game at that scale. You could work on anything and everything would probably do something.
But what was the thing that would make the most impact now and unlock us for the future.

FROCERIR:

T, HUNNMRABTELRTFTRIEYN “Fmmizpltic” (PMF) ME, ICFHERZOINEER, BA—MRIZAE
KEPAER BENA" BRIUBY. BATME2FENA, HERETHER, EES T, RETHX M E
f, FANERiE L, ERMNZ2—THAERESITFHIAARBE. ZEARENRZABZRITFRILE,
HINEBEEENF. BERNHMR, RAERMRT, XENE—HHFEN. (RAIUEERNS, SHE-E
HAERMR. BXER: WEBTARMEAR, HEEARKHE,

[00:52:44] Lenny
English:

| was going to ask you folks to look for when they're hiring an early growth person, is that what you find,
just stats, data kind of person?

FRSCERIE:
KERERIZERAE K ARMNZEEMA, (RESHEXMEESIT ISR AML?

[00:52:49] Crystal Widjaja
English:

You have to have someone who knows how to run the numbers. If you're looking at ratios of conversion
rates, but you don't realize that this ratio is of a much smaller base size, you're going to make the wrong
decision. So someone who is intuitively good at statistics, they know how to do sampling appropriately.
They know what selection bias is. The worst possible thing is to have a growth person who thinks they are

doing the right thing and is measuring things wrong and then focusing on the wrong areas.
R EIE:

fRGTHE— N RE A BHIER A MRIMRABRMAER, AMLFIRBZXNMLARELIEE D, FMSBEE
REURTE. FTUEHR—TER EERAEITHA, tilxEmmEmr, MEtAaBERTERE. RIEKHE
e, —MEKARBUAEMIERNSE, ERVESERET, ARIEEHEFEERRNTE.

[00:53:24] Lenny
English:

Do you find that it's often easier or better to hire a young up and coming person or find someone that's
got a bunch of experience for your first growth hire?

FRSCERIE:
RRBE—MEKRTEZE—NEREEINAERS/EF, T2H—MRBFEEMA?



[00:53:34] Crystal Widjaja
English:

| would hire someone who is willing to take intro to statistics course. And it doesn't matter if they've had
the experience to go wild or not. | think it really is, can they focus on the right opportunity rather than the
most flashy thing? And | think both profiles can come under that.

FROCERIR:

HEBEA—TEEELEHZENTROA. MINRSEATINELEATER, FIANXBET: tI1ES
TATERONE, MARREHENARE? RREXMTE RBIAEE A EMEIX—R.

[00:53:54] Lenny
English:

Got it. And then what do you do in a hiring process for someone like this? What kind of things do you
suggest founders look for?

FRCERIR:
BHET . BATEBEXEANIREFRIEAM? MRENEIBAIHAAFEER?

[00:54:01] Crystal Widjaja
English:

Yeah. | actually look for that first principle bias. So I'll give people case studies of here's what we see, how
do you know that this is true? And then | have them set up an experiment design. | want to see that they
are sampling randomly. Not that they're like, "I'm going to build this feature and launch it, and of course
it's going to work." | want to see that they're taking a measured deliberate approach to considering why
someone might do this or what tools are available. A growth team can go terribly wrong when they just
try to onboard a bunch of brand new tools that don't integrate well and it takes six months to integrate
fully, and then they get nothing done for six months. Everything in growth is an opportunity cost of time,

trade off with what you could have been doing to the product in that time.
R EIE:

B, HEXSIHIM “F—1ERE" NRiF. HANBEERMDT: XBHNERIER, RINFHERA
XEHR? ARILANMNZTT—1 85, BB ERITRENEE, MARHR “BREMXNINEHRH
B, EBEESEN . FEBEIMIIRI—FEHEE. REABNGERERAPNTASZXEY, EGHL
AATR, NREKFAMRIMESINEEARMENFT TR, B TAAERYT, ERXFFEHLIT, 5
SHREH, 1EBKPH—IIEEERCTZE, BIRTEXERATBIZ AT LA = ma P o BN,

[00:54:50] Crystal Widjaja
English:

So we biased towards really quick hacky things. Like in the early days of Gojek growth, | think our first real
growth experiment, we were actually still the data team at this time, was to connect a quick Python script
to the Twilio API that we had access to. And we SMSd a bunch of drivers through a CSV that we uploaded
that said like, "Hey, your acceptance rate is really low. You're not supposed to do that. Please accept all
the rides that you are getting." And that actually increased acceptance rates by 2% across the board. And



when we looked deeper into that data, it did even more so for brand new drivers. And so we then worked
with the data driver onboarding team so that they could better facilitate the onboarding experience for
their drivers.

AR ERIE:

FRAFZRA MR B FIEERE. £REZ (hacky) HIERE. LLITE Gojek IEKHFH, HAKNNE—TEERN
IBRSR (MBI R X EXRZHIERR) 2 —ME R Python IR B AT LAEAEY Twilio APl 3%
i@ Eff CSVXXHA—RFEINAREE, RBEARERZE: T8, FREERRM, TaXtF, BEZIRREIRFR
BiT8,” XN EUBERBREST 2%, AHNTRANARIIEN, LI HENNBREK. T2
ESEWNREAEE, AEITREEF LS HBINERIKLE,

[00:55:38] Lenny
English:

For the interview question that you described, an experiment design question, do you give that as a
project where they have time to work on it or is it a live thing?

FRCERIR:
M FREARNEIRE (LR , MRIBEFA—TENETRNTNERETE, E2NZEA?

[00:55:46] Crystal Widjaja
English:

Yes. Yeah. | don't think live works really well for these case studies. | want to see people put in the time
and the work to do something to the best of their ability. And of course we ask them like, "Hey, you have
five days. We expect you to spend probably four hours on this, so if you don't have four hours within
these five days, let us know." So we're pretty careful about giving them the appropriate amount of time to
do it at the level of quality that we would've expected if they were to work here full-time. So give them
those four hours, we want to see do they Google. If they can't figure it out right now, let's see them
Google it. We'll ask them what approaches they took, how did they figure this out. And we like to hear
people say that they literally had to Google this and read a bunch of white papers. | do that as well.

AR ERIE:

Bl ENANMIEANXERZFDIRRER. BEBIIAMRANENGEN, REFEEMTTR. H7AFA]
=iE): IR, fREAXE. HMNFUHRAERFEZEEL NN, MRMAXAEREHAEENNY, FEFK
{i1e” FRAFANRIZES G MR BRIETIE, LUARIMIRMITSIREXETERIIFMAENREKT, Hhi13R
PN, FATEEMITEERZE Google, INRMITMEBARLE, MEMITEAE, HINZEMIIRIT
Lk, BEAFHAMN. HIMNESRAZIAMRMIIHEE Google T, ERT AR, RESHEXA
8

[00:56:39] Lenny
English:

For people trying to design one of these for themselves, do you have a question that you've retired that
you could share or something that would help somebody design their own prompt?

FRCERIR:



MNFRLERANBSRITXEFENA, MELKEFABLFBEANTABIUNE, SEEEIIARITES
AYE R ?

[00:56:49] Crystal Widjaja

English:

Yeah. | can give you a template after this call.
R EE:

989, EIELERGHAI U IR—MRIR.

[00:56:51] Lenny
English:

Amazing. We'll include that in the show notes. Easy peasy. Amazing. Okay. A last topic that | wanted to
cover is a very cool thing that you were involved in. It's a nonprofit that you started called Generation Girl.
And | think the mission is to help women and young girls get into STEM. So I'd love to hear about this
program, how you got into it, what it's all about, and then also just how listeners can help support what
you're doing.

FROCERIR:

XiET, BNKPEBRETENRE, GRAT, i, BEINRKRE—MERAERRES5N—HIEEENES.
BBRAR AR — R Generation Girl WIEEFIEL, HETCHEDSEM MM EIR ZLZ#H N STEM 4§,
HRBRIFXNNE, (MRNEAS5HGPN, ERXTHAR, MUNFARR AR

[00:57:15] Crystal Widjaja
English:

Absolutely. Yes. Generation Girl is very near and dear to my heart. So | co-founded this with a couple of
amazing women who were also at Gojek, but are now full-time at Generation Girl. So this really stemmed
from us repeatedly getting annoying comments about working in STEM. So things like, "You can't
possibly be the engineer on this project. You look like you like makeup and stuff." And we were like, "Yes, |
absolutely love makeup, but | also am badass at writing SWIFT code, so step aside." So having
experienced a lot of the misrepresentation of what an engineer should look like or should like, I think we
really look to Legally Blonde, is one of my favorite movies that represents you can take the powers that
you have, whether you like engineering or design or data, and you can be whoever you want and still kick
ass atit.

FROCENIR:

L. =M, Generation Girl WHRRIFBEEE, HEM/LIREMFTE Gojek TIEEMMF L EER LAY, it
ITIMAELERTE Generation Girl TfE, XBRFHNTREREIXTFE STEM SUHTIEMMATIC, tban: “fRAa
BEXANTMERNIREM, MELEGERERULZENA” BIMNRER: ‘BN, REXENRMLL, BRE
Swift KBBWFBRIT, FALLLF.” BARATREZXTFIRM “MZzKAAE" & “NZERTA" R
W, BEBHINESE (BBUEEA) (Legally Blonde) — BERERERENMBEE 22—, ERRTIREILUFA
REVEES], TIRIMREN TR, RITIEREUE, Mo ARERANERA, FEKAKRIIEE,



[00:58:14] Crystal Widjaja
English:

So a lot of the women that we support, we're actually happy if they go into one of our classes and they
say, "Actually, | don't like engineering." That's great. That's agency and empowerment that they got to
make that decision for themselves without any cultural biases or social pressure telling them that they
should feel this way. And so we offer free classes for girls 12 to 17. We have college classes. We partner
with teachers about how to teach STEM topics, especially in areas where they don't have laptops for
every student. How do you teach how to use Figma and things like that? So people can definitely support
us and reach out to us. We have a PayPal on our website, take a look.

FRCERIR:

MNFHENZHPIRZ LM, MR LTRER “ELXFFAENRIIE , RIIRMEBEEN. XREF. XA
MHAETBENNNE, AUNBEHMRAE, MEEXKREIAIHZENSIFMIT “NMi” Eaf. #&i1H 12
217 SR ERMBRTRIRE, BARFRE. BNSENEME, BMITNABER STEMIRE, 5512 ELEH
BN FEEEECABMAMX, RINEBEMIIEER Figma ZEMTR? FIUARREN A ULZFHRINHEKR
Bllle FETHIMLE_EE PayPal #54%, AILIEEE.

[00:58:59] Lenny
English:

Can you share some of the impact that you've seen from this? Are there numbers you can share or
anything that you can share around what the organizations have done.

FROCENIR:
REEDZE—FMMIFABEINARID? BB ARFREARFMMHNSFREAIUDE?

[00:59:05] Crystal Widjaja
English:

So we've already had several thousand students go through Generation Girl, summer clubs and programs
and classes. So we have an event every week. We have a full summer club that's every single day for two
weeks, every summer and every winter. We have partnerships with some of the biggest tech companies in
Indonesia, where we partner students with engineers and they work on projects together. And most
recently we're part of the MIT solve program with our new initiative Class. So Class, we're creating a free
to use site for teachers.

AR ERIE:

BEANLTRFEESMA Generation Girl NE<LE. IEMIREZ. RINESRHEER. SFEERMLXEEN
WA, BRETHESLE, KMNSHE—EEANRKEAREHE, LFESIRMEXNHETRIE. &
i, FAAYFITE Class iIAT MIT Solve B, & Class, FIEEANEIMENE—REZERBIMILL,

[00:59:40] Crystal Widjaja
English:

So right now we have partnered with a handful of universities in Indonesia, both in rural and city of
Jakarta where teachers can now have the knowledge and material to explain newer concepts that maybe



they're less familiar with, because startup world changes rapidly, how you develop changes rapidly. So
this is one thing that we are most excited about because every teacher impacts thousands of students a
year. And being able to teach the teachers and give them the resources that they need is something that's
really important.

FRCERIR:

BRIENELSMEN/IFIARFEEME, SRERNMEMEINATRK, HINMMAETLERSHIRTME, KERE
LA TR RER KBNS, BAMEIEREURR, ARAXBUBRR XBRRNEHEHN—HE,
EASUBMSERSTANT EHRNFE, B E)IBTH NI RHAFENZREIFEEEN.

[01:00:11] Lenny

English:

That'sincredible. It's currently just in Southeast Asia, is that right?
R EIE:

KAARBNT . BAIREARBIHE, 35?

[01:00:15] Crystal Widjaja
English:

Only in Indonesia, because frankly, this is where everyone needs the most support. Globally STEM is not
well received or welcoming at all to women. I think it's gotten worse over the past few decades. Below
18% of college graduates are women in computer science. So we're really trying to reach the youngest
generation because that's when you are told or informed that computer science is for specific types of
people.

FhSCERIE:

BRIREENE, AMNERNR, XENARTESZR. TENEER, STEM FENZEHARF. HINATEDLE
M+ EEBERRMEET . HENRZEURNRFENES, LELEFIRE 18%. FRURITERNES EM
RERN—N, AAPBSIFRENIWET “HENBZRAREXRENAZN” BiHE,

[01:00:46] Lenny

English:

It's really sad to hear that it's heading in the wrong direction. What do you think is contributing to that?
FREiE:

rEERETHEIRNAEARENRS AT, MIANZRHTASHTXMIAR?

[01:00:52] Crystal Widjaja
English:

| think there is still a lot of this mental model of what a computer scientist is able to do and how much
support they're given. So it's been shown in studies that at the youngest generation middle school, high
school, you are more likely to be given introductory STEM classes as a male than as a female. So women



just aren't targeted for STEM at that younger age. And so when they enter the high school or college
classes for computer science, they're way behind. And that does not feel good. No one likes to be the
worst in the class. And so it's more likely that you'll drop out. We've seen studies at Carnegie Mellon that
actually would create introductory computer science classes before the college class starts. And for the
women who did join those classes, they actually graduated at similar rates as their male counterparts. So
it's really setting them up for success.

FROCERIR:

FIAAXRT TENBEREMT A" URMIERESZOXE, MAFERZSEENOERE, HREHA,
TH. BFX—K, BELLLZEEEFAEIRE STEM N 1R12. FIUAZMEFERHSHE®RIESN STEM HE
REE A, FEib, HTHNSRHEARZNHENRFIREN, BEEET —KE. BPHBEHTLE, RAER
SMERESE. FRUMREARRRY ., BMNEIFREBERZNAR, ISR EERFREFGIIFILT
HENBZEN TR WFSMTXERZNLE, WA RI R ESBERSE. FRUAXERZEARIIR
PRI

[01:01:52] Lenny

English:

If folks want to help. You said that there's a PayPal page. Is there any other sort of action people can take?
FREiE:

NRASZAREEIT, (RREIE— PayPal T1E, i&HEH Mt ATe]LAKERRYTTEIS?

[01:01:58] Crystal Widjaja
English:

Yes. Enterprise software. We love to teach iOS development, licensed software. We have hundreds of
students a year, so let us know.

FRCERIR:
B8, R, FINEWHIOS A%k, FERNE MG KNSFEHRERFE, FILBEKRAEI.

[01:02:07] Lenny

English:

Awesome. And they can reach you on generationgirl.com?
FRCEIE:

XiET, 1A L7E generationgirl.com R EI{RIZ?

[01:02:10] Crystal Widjaja
English:
Generationgirl.org.

FRCERIR:



<& generationgirl.org,

[01:02:12] Lenny
English:

Crystal, thank you so much for being here. I've taken enough of your time. Two last quick questions.
Where can folks find you online if they want to reach out? And then other than the Generation Girl chat we
just had, is there any other way folks can be helpful to you?

AR ERIE:

Crystal, IFERBBREER. BIRTIRARLDME, REMNMEERNRE: MRAKBEKRMR, AJUEPERE
fR? BR7T NIZAEIZIRY Generation Girl, EB+AEMAGRAKE LB EI(RIG?

[01:02:25] Crystal Widjaja
English:

Yes. Please find me at crystalwidjaja.com. You can reach out to me and my email is there. Listeners,
please do instrumentation correctly. Please don't track your KPIs. Please track your user journeys and
experiences. We'll have much funner things to talk about if you do that.

FROCERIR:

W, IEIAIE crystalwidjaja.com ¥ EIFK, BEEHRMEKRAXMMFRE. SRR, ESHERMHITIESR,
BARERIBERRIY KPI, iHBERRI AP RENER, MNRFXEM, BINUESEEZEHBIIER L.,

[01:02:43] Lenny

English:

Amazing PSA. Thank you so much, Crystal.
R EiE:

FEERXH2mES. IFERABR, Crystal

[01:02:46] Crystal Widjaja
English:

Thanks Lenny. This was a blast.
R EE:

518 Lenny, BMSREF O

[01:02:48] Lenny
English:

Thank you so much for listening. If you found this valuable, you can subscribe to the show on Apple
Podcasts, Spotify or your favorite podcast app. Also, please consider giving us a rating or leaving a review



as that really helps other listeners find the podcast. You can find all past episodes or learn more about the
show at lennyspodcast.com. See you in the next episode.

AR ERIE:

EE B AR, INRFTEEX—EBNE, FILE Apple Podcasts. Spotify SIREIRAIE RN A _EITiR
ATHH. i, BEEABNTIHABTTIL, XEMAMBEHEMARLINXINER., RATUE
lennyspodcast.com ¥ EIFFEFEITH B THREZES. FITTEHEL.



