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[00:00:00] Kevin Aluwi
English:

In the early days of Gojek, there was a lot of resistance to our services. The most common form of that
resistance in the early days was actually by motorcycle taxi mafia. So you would have these areas that are
essentially controlled through violence by specific area mafia. And when we start having drivers pick up
orders and pick up passengers, these people would actually physically assault our drivers. We've had
everything from bricks thrown at our drivers to knives and machetes being brandished at them, and |
think it would've been easy for us to say like, "Hey, they're all contractors. They're third parties, let them
kind of just sort it out." But instead, we actually hired private security. So we actually work with private
security companies to help our drivers in those situations, to help kind of extract them out of these sticky

situations. And so we actually ran a fairly big private security operation for a fairly long time.

AR ERIE:

£ Gojek FRIZ#THA, FAHVARSSBEITRZMEN. FHERELNEAFALRFLKE “EREHEEERFRE”

(oK), EREMK, BARHRISENMAERBENBIRNITFIN. SHNFHBILAVIZEMHZFN, X
LAERFLESRENNENETAZTHE. BRNEHIZMER, MEABNTPEEX, BIEMIZESENTIFR
7)o FA8, MWIJAHKE, HHREZZNR: IR, N2 AEE, BF=7, iLNBECHERE.” EER,
HMNEFELEEATRARR. HRIMNSHARRQBEE, EXEFBRTREBINOEN, FHblIMXLERFH
REFERS. R, FESKO—RNEE, H(EFLETE— M IRESIRNAARRITEH.

[00:01:16] Lenny
English:

Welcome to Lenny's podcast, where | interview world-class product leaders and growth experts to learn
from their hard won experiences building and growing today's most successful products. Today my guest
is Kevin Aluwi. Kevin is the co-founder and former CEO of a company called Gojek, which I've always been
fascinated by. You may recall a former guest Crystal Widjaja, who was head of growth at Gojek, and I've

always wanted to get more of the story. Gojek is infamous for their scrappiness, their unique approach to



ops and growth, and as being one of the first and most successful super apps in the world. They've also
long been maybe the biggest startup in Indonesia and all of Southeast Asia. Kevin and the story of Gojek
have a lot to teach founders in the US and all over the world, and so | was really excited to sit down with
Kevin to dig into the story, he did not disappoint.

FRCERIR:

SOLHKE] Lenny BIiER, AXE, HERIPHREN~mAFENMERETR, FIMNETHENELRYS RN
Thi= ad AR EEMRRAVELS ., SRMERRE Kevin Aluwi, Kevin 2 Gojek ATIRIBX & BIIE A FkET CEO, F—
BEXMRXRATIEEEK, RAERIZEZAIMNER Crystal Widjaja, & E Gojek MG KHHTA, HE—BHRT
BEZXTXRATINNE, Gojek LLIHRZAHIZN (scrappiness). MIFHNZEMMERS N, URENHER
tRFEEMIN “BREMA” (superapps) Z—ME&. KHLE, EHRAIERNERALSERENRmEIL
ERABFLIAT]. Kevin# Gojek I ENEE R RNEIBABRBEREZE L, FRUIIEEHEBEMN Kevin
BTFRANRNXNRE, WRALEILHKE,

[00:02:04] Lenny
English:

You'll hear all kinds of wild stories about them having to hire a private security team to protect their
drivers, having to build their own cash distribution centers to pay their drivers, plus how they won in large
part thanks to their early investment in brand, why it's important to do the hard things as a startup. Also,
why super apps are surprisingly overrated and much more. Enjoy this episode with Kevin Aluwi after a
short word from our sponsors.

FRCERIR:

REFEIZMRIENHRE, NN FASFREMBAZREANRFRIFRN, FEFEIECHIEDZPOR
LEANAIE, WIMNEBMITNAERARE LEERHNRERARETE, UNRATAEAI—RIDEIQ
B, il “WE EXER, I, TERMMABRNAEEMEE LRESGET, UNEZHEEAT. ERTH
BEREENEARE, BMEAES Kevin Aluwi BIXiE,

[00:02:29] Lenny
English:

This episode is brought to you by Coda. You've heard me talk about how Coda is the doc that brings it all
together, and how can | help your team run smoother and be more efficient? | know this firsthand
because Coda does that for me. | use Coda every day to wrangle my newsletter content calendar, my
interview notes for podcasts, and to coordinate my sponsors. More recently, | actually wrote a whole post
on how Coda's product team operates, and within that post, they shared a dozen templates that they use
internally to run their product team, including managing the roadmap, their OKR process, getting internal
feedback, and essentially their whole product development process is done within Coda.

FRCERIR:

AT B M Coda B8, RITFKIKIET Coda RINMAIK—IRASE—RMIXE, UREMNFEFEBIRBEKEITE
Flitn. B, HBEVSAFSR, FN Coda MANKMXLE, HEXREEA Coda REEHNNFBANEH
. BERGECURDBEYE. &I, RKHFLET—HKXT Coda mEAIMMEEIKX, EBRX
&, 2 ZET /L TABATEITmBEERER, SERAEEE. OKRARE. REMRNBRIR, BARL
IR I & RAZER 2 7E Coda FTTREY.



[00:03:07] Lenny
English:

If your team's work is spread out across different documents and spreadsheets and a stack of workflow
tools, that's why you need Coda. Coda puts data in one centralized location regardless of format,
eliminating roadblocks that can slow your team down. Coda allows your team to operate on the same
information and collaborate in one place. Take advantage of this special limited time offer just for
startups. Sign up today at coda.io/lenny and get a thousand dollars startup credit on your first statement.
That's coda.io/lenny to sign up and get a startup credit of $1,000. Coda.io/lenny.

AR ERIE:

WNRARVEIPA TIED BIEARRRINY. BFRIEH—HTERTAED, XMEMRFEE Coda WERE, Coda K
ERE—ISEPNAE, TIeHRINE, ERT alaeiEiSFIAH ERIMER. Coda AiTFRAVEIPAEHEFREINGER £
BEHE—MAME BFAZXNEIH M AR MRS EFRIME. ©XMAE coda.io/lenny A, BIR]
EIRAYE — KK SR _E3R1G 1000 EThIFIEI A BHKINZAE, 1518] coda.io/lenny EAFHIAE 1000 EoaIFI I
NFIE, coda.io/lenny,

[00:03:45] Lenny
English:

This episode is brought to you by rows.com, the world runs on spreadsheets. You probably have a tab
open with a spreadsheet right now, but the spreadsheet product you're using today was designed
decades ago, and it shows. They live in silos away from your business data. They weren't made to be used
on a phone. And if you want to do even the simplest automation, you have to figure out complex scripts
that are nightmare to maintain. Rows is different. It combines a modern spreadsheet editor, data
integrations with APIs and your business tools and a slick sharing experience that turns any spreadsheet
into a beautiful interactive website that you'll be proud to share.

FRCERIR:

AEATS B H rows.com #Bl, HREBITERTFRIEZ Lo MMERTREMITH T — M EBFREREDR, BIRSX
ERANBFERTRE/LTENRITYN, E—REMBNL. ENEFETZELSHENNER. EfIFEAT
AEFNLEAMIZITE, MRMEMPRREENENE, MEATFERERMZA, MXLEHARLERE
BERE¥, Rows WIRE, EEETMABFREFmER. 5 API R STAEMNBIEER, URABHNHERE
¥, ATLRMERBFRREN—MERNXEAN, LHRERMD =,

[00:04:20] Lenny
English:

If you're writing a report on a growth experiment, you can use Rows to do your analysis on data straight
from BigQuery or Snowflake. If you're deep diving on marketing, you can import reports straight from
Google Analytics, Facebook ads, or Twitter. Or if you're working with sales, you can natively plug Stripe,
Salesforce or HubSpot directly into Rows. And when you're done, you can share your work as a beautiful
spreadsheet that's easy to read and embed charts, tables and calculators into Notion, Confluence or
anywhere on the web. I've already moved some of my favorite spreadsheet templates to Rose. Go to
rows.com/lenny to check them out. That's rows.com/lenny.

FRCERIR:



WMRREFEES X FIEKILWHIRE, RAILIEA Rows BIEX KB BigQuery 3% Snowflake BIHU3E#H1T5
o MRMREERNARE S, (RATLIEEM Google Analytics. Facebook &8 Twitter EARE. THE,
MRIFMEBHETE, RAILUE Stripe. Salesforce 3¢ HubSpot BIZR4EEN Rows, 5/, RALUSIREY
THERZRN—NBTFEIENEERBTRE, HREER. REMNITEREHAE Notion. Confluence WL LAY
FAtsE., RERBERERN —LBFREIERZET Rows, i rows.com/lenny EFE(]. M2
rows.com/lenny,

[00:05:01] Lenny

English:

Kevin, welcome to the podcast.
R EE:

Kevin, JMEREEE,

[00:05:03] Kevin Aluwi
English:

Thank you. Thanks for having me, Lenny. We've finally made it happen after a few weeks or months of
going back and forth.

FRSCERIF:
BHE, EHEHRRIET, Lenny, EANJIAEZE/LNEMRENDER, HINEFERI T XRMIE,

[00:05:10] Lenny
English:

Yeah, I'm really excited to finally meet you and to dig into a bunch of stuff. | think this is going to be a
really unique episode. | don't often have founders on the podcast, especially founders of companies that
are not based in the US. In this case, Indonesia, Crystal Widjaja, who is on this podcast previously. One of
my favorite guests is just like "Lenny, you got to get Kevin on your podcast." And so here we are.

FROCERIR:

R, BRIFBAXKELTFRIIGHRITREZER. RINNXBRIFBEIRFTN—F. BFAELERIRFCBALE
X, THEBLDBREZENATNEBA. XREBHNERHEL, ZalLdXMERR Crystal Widjaja (3
REVNREZ) BXHR: “Lenny, fR—EREIS Kevin LIREVER.” FTLL, HINSRBEXE,

[00:05:38] Kevin Aluwi
English:

I'm glad to be in a small group of category of people that you invite. Thank you. I'm a huge fan of what
you do.

FROCERIR:
HIRRZEMAMBBHDRAB LR PN —5. 1. RRMIIENBR L,



[00:05:38] Lenny
English:

Thanks, man, | really appreciate that. And just redirect to you, you are the co-founder of a company called
Gojek. Many people listening have never heard of Gojek, especially people in the US. So just to start, can
you just describe what is Gojek, what do y'all do? And then also | think more interestingly is just the scale
of | think people in the US, their mind will blow once they hear the scale you've reached with this
company. They probably hadn't heard of it.

AR ERIE:

A, (kit, FHAFEREL. MEEEREEEIRE £, {R2E Gojek ABIMEXGEIEA. REMARFATBEMARITL
i Gojek, THEEE A, FIAES, (REEHMIR—T Gojek B4, RIZMMAME? MEKINNEGTBH
RENMR —RBEEA—BRIXRAFHIMR, —ESKIZ—IR, REMITRIEMRTRIE,

[00:06:03] Kevin Aluwi
English:

So Gojek started as a motorcycle taxi based service. So it's a kind of uniquely Indonesian things where we
have millions of motorcycle taxi drivers in all of the urban centers in Indonesia. And so we started with a
very local problem and the first product was a on-demand super app, if you will, where you could ask
someone on a motorcycle to give you a ride, send a package for you or buy something and deliver it to
you. This then evolved over the years into a more general on demand consumer super app that also
included car drivers and other services ranging from the ones mentioned to grocery deliveries and

payments and financial services.
(00:06:52):

And today we took the company public about a year and a half ago after we merged with Indonesia's top
e-commerce platform. And we've managed to also expand outside of just Indonesia, where today we
have about 2.7 million drivers across Southeast Asia. We've completed about 3 billion orders last year, so
that's 3 billion orders. So the scale of our region is often under underappreciated, where we also have
about 15 million merchants doing general e-commerce, but also restaurants on our food delivery service.
And on that IPO, we're pretty proud to say that it was Indonesia's largest IPO of all time, where we raised
over a billion dollars at something like 27, 28 billion dollars in terms of valuation.

FROCERIR:

Gojek AEUEILELELE (ojek) NEMBIIRS. XB—MENERBISENIR, KITEEN PG
THROEBEREARERFELEETN. FAURMNM—NIEERLNREF G, F—TrmeE—" “RFEER
A" (on-demand super app) , SIRIREREXAMITRIE, RAILILBERENAHM—IE, BNFER,
HEBIRERAHEE L. ZFEK, XREERT - EEANKRFEREBLNA, TEETRETNNE
ftARSS, SEEMRNIAREIBABL R R EECIK. ST ERARSS.

(00:06:52):

SR, BIMNERA—FHFISHNEMRNEBEFESFE (Tokopedia) BHELEMH T HAERINYT EEITED
UMK, BRIEBENFRBIAEL 270 HREN. ZEHNTHTLH 30 2MTE, 289, 30121 &
XM XAIMIEL BRI, HNEB AL 1500 FMNEREHTEREF WS, URHNIMERS LHE
[To XFARIPO, HATAFEEZMIN, BIENEMHSE LMERAR IPO, HNFEETES 10 2%, HEK
£91F 270 12 %) 280 1Z2E 5T 28,



[00:07:50] Lenny

English:

And these numbers you shared 2.7 million drivers, 30 billion orders,
R EE:

ROZENXLEEF, 270 HEFEN, 300 12T -

[00:07:55] Kevin Aluwi
English:
3 billion.
FEiE:

3012,

[00:07:57] Lenny

English:

3 billion. How would that compare to an Uber or Lyft?
R EiE:

3012, X5 Uber 5% Lyft #BELUN{AT?

[00:07:58] Kevin Aluwi
English:

| don't know what their latest numbers are, but just in terms of the numbers of people and the number of
activity, | would place our scale among the largest US companies.

FROCERIR:

BRAMEMNNSRHHIERZ LD, ENMARRENEDEMS, RBRIMNPARINZERARTRIT
o

[00:08:10] Lenny
English:

That's pretty wild that there's this company out there that a lot of people didn't know about that is
basically of the scale of Uber and Lyft.

FRCERIR:
XARET, BABXEF—RBEZAHBIMENAE, HEARER LS Uber A Lyft 12,

[00:08:17] Kevin Aluwi

English:



In terms of volume, | would say that we're up there with Uber globally and definitely larger than Lyft. |
don't remember how many drivers are in the US, but we definitely have more drivers in the region than
all of America.

AR ERIE:

MASFEMS, FANBRMNESHCEERAUS Uber 83, MEBELL Lyft Ko HAIRBEEEEZDEMN,
BERMNEXMXNENBESELLEXEHZ.

[00:08:35] Lenny
English:

Just to kind of check this check box, you said it was a super app. What are all the things that Gojek does?
Just whatever you want to share, all the things that you can do.

AR ERIE:

NTHIN-T, MRIER—NBRNA. Gojek BIREMEMNA? RBMBDER, FrEREMBISEHEEHA U
Wio

[00:08:43] Kevin Aluwi
English:

From the point when we had the most services, we had everything from ride hailing to package delivery
to food delivery, to grocery deliveries. We had moving services on trucks and vans. We had on demand
massages, cleaning services. You could get your hair done on Gojek, you could order movie tickets, you
could get a loan, you could pay for things. | think at our peak we had something like near 30 different

services all in one app.
AR ERIE:

FEHNRSREHER, FMHRABEMNOE, BREX. IFEIREEREN—IIRS. FHMEERENEEE
AUREKBRSS . BAVRMIZTIZE. FERS. (RAILUE Gojek EFRLYIER, ITRRERE, BHBERM, AR ME
Ao FABTEEUERSHR, FATE—DAPER T I 30 MAERIARSS.

[00:09:18] Lenny
English:

| think it's like you're officially a super app if your founder can't even remember all the things that you do
right now.

AR ERIE:
A8, MNRNEABCHICALMEBBIFIESES, BIRMIMEZEIELBLENAT

[00:09:25] Kevin Aluwi
English:

Yeah, definitely. | would challenge anyone within the company to be able to name all of our services that
we've ever had on the app because it was pretty wild at one point. And I'd love to talk a little bit about my



thoughts on super apps at some point during the session because | definitely have some mixed views

over it as a product strategy as we've gone through that whole cycle.
R EIE:

B, £3RE. RmARENEAARENE, FiEEREINENA LRBEIHNPMERS, RATERETM
BRARASRAEE R, HEBEXRIPEP KRR BRYANEE, BAELHTENBRE, FA—Mrm
R, INENBERELREZR,

[00:09:54] Lenny
English:

It might be actually a good time just to jump into it. | know that | was actually saving that for later, but
this might be a good time. And part of the reason I think this is really interesting is if you open up Uber
these days, it's like 40 things that they're offering now. Elon at Twitter is talking about turning Twitter into
a super app like payments, communication, messaging, all these things. So | think it's a really interesting
trend that continues to pop up here in the US and | would absolutely love to hear your perspective on
super apps.

FROCERIR:

MAEFRERTIAXMERNFE. REKITEHEBRK, BREERREGE HANXREENHIRE
2, WRIRIEFTF Uber, fthTiRM T KLY 40 #hIhRE, K2 - DHWEKILHE Twitter ER— MBS,
BIE. HEFVRNEBRNA. FIUBIANXZ— T EXERERINEEEDS, RIFERFITIRELRN A
GSE=p7.8

[00:10:19] Kevin Aluwi
English:

Okay, I'm going to come off a little strong on this, but | am kind of annoyed at how much it's being
mentioned these days. It's really popular in VC-consultant-analyst circles because it sounds really great
on a strategy deck because all of the things that are really appealing, we'll talk about lower customer
acquisition costs, higher attach rates to different products, talk about higher retention across different
services, the ease of cross-selling and upselling. All of these things sound great, but in reality, a lot of
those benefits don't pan out. And one probably really good example that | like to reference is that |
remember one of our products was mobile phone top up and recharge. In Southeast Asia, a majority of
people are on prepaid plans instead of postpaid plans. So everyone basically buys their minutes and their
data plans upfront in the beginning of the week or the beginning of the month.

(00:11:27):

So we had a product which was a mobile top-up product. And so the reason | mentioned this specific
product as a really illustrative point on super apps is that it's a product that 95% plus of our customers
need because they're all on prepaid plans. So it's a very relevant product. And we had our UX research
research team actually look into why the engagement in the product wasn't as high as we thought it
should be. So one of the questions that our URX team asked our customers was like, "Hey, do you know
that you could top up your mobile minutes and by data on the Gojek app?" And only about 40% of our
customers, like 30 or 40% of our customers knew that this product existed. And that completely blew our
minds because one, it's a product that is relevant for all of our customers.

(00:12:25):



Two, it was literally there on one of the six buttons on the homepage. And | think the insight that we got
here was that there kind of needs to be a unifying concept across all of your services within the app for
your users to be able to think about your product in a sensible way. And for us, the way that our
customers thought about us was that they thought about the driver. And so when we went from ride
hailing to package delivery to food delivery, to grocery delivery, customers really understood that. And we
didn't have to sell this idea to our customers that you had all of these services under one app because
they thought about the Gojek driver. That made sense. You can easily cross sell somebody from a ride
hailing customer to a grocery customer or a food delivery customer because they understood the
unifying factor there being the driver.

(00:13:24):

But then when you start doing other things that don't have that unifying factor in terms of the concept
that a customer has when they think about your service, it starts breaking down. So one other fun UXR
insight here was when we launched massage services. So we had at one point though we've shut it down
a few years after, we had massage services where you can order a masseuse to come to your place. And a
question that many of our customers asked was that, "oh, is the driver going to come into my house and
give me a massage?" And for us, that was insane. Of course not, our drivers are not trained masseuses,
but that was the question that people asked because they thought like, "oh, this app is an app for these
driver related services, so if there was a massage service, I'm assuming it's that same man who's going to
give me a massage."

(00:14:17):

And so | think this kind of illustrates the importance of having these unifying concepts that are easy for
customers to think about the multiple different services. It's not as simple as just saying, oh, we have a lot
of engagement, we have a lot of eyeballs at a service. And then you have a super app that makes sense for
customers. And so that whole nirvana of lower CAC, higher retention that are all on these great strategy
decks often don't pan out because you kind of have to then resell this idea of like, oh, this is another
service and that you can use. And that's a bit of investment that you have to actually put in terms of

advertising and customer education that increases those customer acquisition costs.
(00:15:03):

And it also leads to design constraints because there's only so many ways you can display a whole bunch
of different services that actually have little to do with each other, which is why when you see super apps
today, it's kind of like this giant menu or this giant grid which does limit the design decisions that you can
make, which is unfortunate because if you actually, I think it's an unsolved problem at this point.

FROCERIR:

%, RETRNETERERE, ERHENREXMABRAERLBEELERM. EEXKR. RN ImE
FEIAFERT, BNELME PPT LIFERRE—RNIKEERBRFMD (CAC). FEFm2ZIiEE=RIH
mZE (attach rates). BRSHESEEFER, UAXXHEMB LHEENEMNME, FIAXEREREBRTE,
BERKP, REFAHLELRIN. ZRERSIB—TEBEFHMF: HEFHNN— N mEFIIEERE,
TAREL, ASBAEANEMNRER, MARRNEER. FIUES LSNP ABIERAVHNB L
BIERKMRE B,

(00:11:27):

FRAEMNBE— N FHNRES R FRIXMIES RENBRNAN—MERFHE, RN 95% L EREFER
FEE, ENUNBERTMNRESR, FIUXZ—MEXMERSH&m. HMNBAFPEREME (UXR) HPRA
BT AT mNE5ERERINTENIR AR, HF—7REE: I8, (RRIERAILE Gojek A L7
EIEFMWREND? * ERIABF KL 30% F 40% NEFAMEX N miEFEE. XIEHNKIZ—IR, AAE
—, XE—MMFEE BRI m.



(00:12:25):

B, ERMAEERNANMREZ— HANBENFINERE: ENBARANRERSZE, FEE— “G—
RS , XERFAARU—FMEaFEENASRBEMRIS R, MERIKRE, ERNRIMNVIANEESRE “F
M BB FRAHRMNMARAOET REIGREX, IIEMRAEEEN, TRPIEEERE. HNAFTERTF#
H M NAEARERST S, EAMIEET Gojek Al. XREE, (RAILUREZMEMNIERF
BRUANREIINERR, AAIMEEEPNE—RZERZER .

(00:13:24):

BYRAEMEMIEXME—RARNERN, ERNRRSEPANBRABRET . 5—TMEEHN UXRBEZ
KT RN WELIRERS BB R, IS —EHELIRERS LFERXAT), MAIURLOREN L. REE
FPRIN—MREEE: B, BT (BEREN) SAVHERRATIRED? 7 WHNRE, XEEFTRN.
HATE, HNVEANZERIRESEI. EAMIMEBEXAR, RAMIMTIAN: ‘B, XTVARRHRSHE
HABXRBUARSSBY, PRIAAIRBIERSS, HRIKMERNBARLBIRE,"

(00:14:17):

HIANAXGEATREZ TERERN "G RERSHHRSHNERR, XFUNER “HNNBERZES
B, BRZARE" , ARMMAE T —TITHEFERXIBRVA. IBLEFEHES PPT L#ERRIR CAC. &8
7Hy CERIBR FELEAEN, RAMRGHAERBRAF#EE B, XS5 —MrAIUERANRS" . XFE
EENERHEAERAKRERE, MG T REMZ.

(00:15:03):

EXZFEIRIT EAR, AARTHEEAEXNRSHNANER, MR AMRSREENERNAE
FE—NERBEBHME, XRE T IRE LUMHAIRITRR, KRS, EAZIANEIEFNLE, XNAR
— N REEREYE),

[00:15:28] Lenny
English:

It's hilarious story about the massage product. Sounds like a lot of startups are going to have some issues
scaling to new products and trying to become a super app. | want to shift a little bit and talk about brand.
I did a little research on you ahead of this chat. | watched your Marshall graduation and speech and a few
other interviews you did, and something that came out of your previous writing and talks is just how
much you care about brand and how much value you put into brand. And that you just have a lot of
opinions about the importance of brand. And to me and to most people, brand is this really squishy thing
and it's hard to know what exactly to do to build your brand, when to prioritize it, how to prioritize it
amongst other things you're doing, especially early on. So I'd love to hear your advice for founders that
are listening and just like, what should | actually do around brand? What's your advice for how to
tactically do something about brand and also just why do you think it's so important?

FROCERIR:

KTFREFmBRERETRT . WERRSVEIATEY BRI~ ZIXRABRN BEZEERHE, 8
B—TEE, RiKkmhd. EXRIWRZAET, HMREMT —EHR. FETIRESRREFRIEEHATIE
/LXK, MRZBINXEMKIEFAILEY, FIFEEERME, HAET T mERESHNE. M mENE
EUERZIME NHEURKZHARR, mER— T EBEM (squishy) BIZRA, REMERFZMEFA
KEILMME, FARMRZNAEEE, URELEBEMESHOATEE, LEREFHMER. FrUFRRENR
I fREG IEFEWRIRBIEU IR ATTRIRIN . R Tamhd, BEIRZMEHA? (RAIAMER EITSmEE T ARIN?
URARAT AN EIEE?



[00:16:23] Kevin Aluwi
English:

| do agree with you that it is kind of this squishy thing that most people see as an afterthought, may be
because it is kind of this squishy thing that it's hard to define, but I'm a very big believer that the two
most important things in a consumer business are product and brand in that order. And | don't think |
need to sell the idea, especially to your audience. That product is absolutely critical and probably the
most important. But brand as an afterthought is definitely one of the areas where | think there's a giant
missed opportunity for consumer tech businesses. And | get why we opened the session by talking about
the size of the business to get an appreciation of the scale for audience members who might be
unfamiliar with us or with the region.

(00:17:16):

But I wish | did have to start there because we actually started as a very scrappy company where we were
by far the underfunded player and without brand. We probably would've never gotten to escape velocity
beyond that scrappy stage, we've maintained our leadership in Indonesia through a lot of the things that
we actually did on the brand side to give you a sense of how scrappy we had to be in competition.

(00:17:52):

For the first six months after launching our app, we had only raised about $2 million and our regional
competitor had already raised 250. So they had literally more than a hundred times more capital than we
have. So it's easy to talk about what we built as this kind of giant business, but we came from a place
where we were seriously underfunded. And | think a big reason why we survived was that we built a great
brand for our consumers and for our drivers and for our merchants. And | think that great brands create
associations in their customer's minds that transcend the typically transactional or utilitarian one that
most people have with businesses and they become part of one's identity.

(00:18:42):

| think some of the best-in-class examples of these are probably all the Apple fanboys and fangirls, Nike
sneakerheads, for these individuals, the brand becomes a really big part of their identity and their loyalty
towards the products of the company go beyond a relationship that can easily be swayed just through
discounts or other more features that other competitors might have. And so I'm a really firm believer of
how important this is because you can see it if you step out of the tech bubble for a second, you can see
that there's so many great companies out there that really rely on the strength of their brand to build
these fantastic businesses and to create great experiences for their customers. And you ask, what are the
things that one can do?

(00:19:45):

| think for us, we invested a lot in our brand across multiple areas. And | think one specific area that | think
is really important is that you create consistency across all customer touchpoints. And so branding is not
just cool logo, cool advertising, fun imagery, but it's really about the impression that a customer or user
has with your product and with your business. So having that consistency across all customer
touchpoints is really important. So how you write copy and advertising and in the app, how you've even
designed the app, but we were the first company of scale to have ads that don't take ourselves too
seriously. We make fun of ourselves, we make fun of our cultural observations of Indonesia. And again, to
just build this overall field that like, Hey, we get, we are part of the overall culture of Indonesia. And | think
even going beyond the more aesthetic or communication oriented investments, we also leaned into

cultural artifacts in our product features to really build this brand that is part of day-to-day culture.

(00:21:09):



One of my favorite cultural artifacts is that in Asia it's fairly common to send food as gifts to your loved
ones or maybe people you're interested in dating. So people would send over food as gifts to their
romantic interests. And so when we launched our food delivery service, a lot of people were actually
using it for this, I'm going to send it to my boyfriend or my girlfriend or the person that I'm interested in
dating. And so it became this whole cultural phenomenon of sending go-food for these people and we
kind of lean into it in our product feature where all of the other players in the market at the time basically
only allowed you to deliver food to your home or your office, but we actually created a feature that

allowed you to choose a delivery point that was far away from where you were.
(00:22:04):

There was a lot of reasons why other companies didn't allow it at the time because it's like, oh, it might
be used for fraud and stuff like that. But we leaned into it, we leaned into it and actually created features
that allowed to put your pickup point far away from where your actual location was. And then we just had
fun with this whole idea of go-food dating. And so yes, it's kind of part of branding, but thinking about
branding beyond just marketing communication but actually be as being relatable and being part of the
culture and being sensitive of what that culture is, | think was something that we did really well in the
early days that allowed us to continue maintaining leadership in spite of the fact that our competitors
had more money, which meant that they could offer more discounts, they could offer more incentives to
drivers, but we really kind of lean very hard into being not just a utilitarian commodity, which is what a lot
of people would say is the nature of our business to some level of accuracy.

FRCERIR:
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(00:17:16):
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(00:17:52):

RN AR GENRIRTNE, BIIREET AL 200 5E7T, MEMNOMREEXNFELEET 2.512.
FRUAMEATIBY R 2 SEPR LR FABY 100 215, FRABIERIERITZLBIXPMNEALSZRES, BREIMNBM—THE
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(00:18:42):

HIANNX LA FRRGFOEIEERIN L, MpRERRE, WTFXEARY, @mERATHINSHNEE
HAMERD, TN AR mEORHEEHE T B ZRITNRNE MR SN FOINREFEIEN X R, REEX—
RNEEYE, HNNRMENRERERE, (RERIEREGANATKRERELNBIL T HERNLS, HA
FERRIE T IRIERATL, fRia), —DAREMEMA?

(00:19:45):
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MRV A, RIMNBFE—FAE “TMEECKIHMEE" B SRR AT, HEE, FITERXMENEK
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(00:21:09):
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(00:22:04):

HREMARAATXFMERSER, b0 ‘B, XAIESWATIER 28, BRIERHEMT, ST
AIFIREIRENERHDIEE. AREIELS “Go-Food A" XN RGUERAC. FIL, B8, XETFmhEE
ERN—E7, EEBUERNREAREME, BEilmEERAFIE. MAXKHN—ERD, FXXMIWERETEH
Bo WANNXZRNTERRUFEBEFN—R, XUBRNEREWNFERR (BHREMITLURHESIT.
LEINMEZAE) BBERT, RARRSALMA, HNBNILESARZ—1TFAENER, RERZASR
2 WESNIZZE: N ol b = 1T

[00:23:08] Lenny
English:

So just to get even more concrete, one takeaway from what you just shared, which is interesting, is the
first part of figuring out how to approach your brand is what's the personality of your product for you?
You said it was like we're just of the people, we're like you, we're here to help you, make your life easier.
And then that informs the copy, the messaging, be a little, | forget how you describe it, but just almost
bad grammar and stuff just because it relates more to people and then some of these product launches
that connect to that. So maybe if there's anything else you want to add there that'd be interesting. And
then what's like, | don't know, one or two moments that most helped build the brand. | know you're kind
of famous for having helmets and jackets on the drivers that help spread the Gojek brand. Is there
anything else that just like, wow, this was really effective to build this brand that ended up dominating

Indonesia?
RS ERIE:

ATERGK—=, NMFIIADENATFHERBEN—TEBERE: WERMAZNE—FERE~ BT
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MR mEEBRAR? HAERMNEILENELE. FHREHKEHE Gojek migMmEl®. TATAEMER
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[00:23:58] Kevin Aluwi
English:

The jackets and helmets piece | think is really, really important for two reasons. One, the more obvious
reason, which is that because they were just all over the streets of many cities in Indonesia, people were
familiar with the imagery and the names, but | think it's also really important that people saw what was



happening. So if we were like, | don't know, an airline and we branded a bunch of people on the streets
with our brand, yeah, sure, that might help with brand recall and people might know about the name.
But what was really powerful was that when people would be seeing these drivers with their jackets and
helmets, they would be seeing passengers on the backseat as they were stuck in traffic. So I'm stuck in
traffic and I'm seeing these people whiz past me with with this imagery on them, and immediately | get
that association like, oh, I'm stuck in traffic, but | could be out there cutting through traffic on a
motorcycle or you see them carrying packages or delivering food, and you immediately get like, oh, these

are guys who can deliver food or deliver packages for me.
(00:25:14):

And so it was like this beautiful combination of one just having that imagery and having that visual
everywhere as a reminder of the brand. But more importantly, it was also a physical reminder of the
service of what we do and of how we can help you. And so looking for these opportunities where again,
customers can make that connection between the logo and the colors and the name with actually what
the service is, | think are the opportunities that | would say people should look out for. They're admittedly
quite rare, which is why in my opinion, the laziest kind of branding tends to be the most popular. Just put
your name and your copy on a billboard or on a CPM or CPC campaign. But there are these opportunities |
think, on being able to reinforce the value proposition of your business in a way that is beyond just visual
recall. And | think that was why that specific anecdote is something I like to talk about because it was
really one of those special things that reminded people on why we're here.

FRCERIR:
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FIUXR—MRENGES: —HEEEA T RN EEGENREIEE; EEEEMNE, EHEXNEIIFIMHAR
SRR IRIRERE, AL, SWXLENE— LB R Logo. BIBMEBIS KIRIRSIKARLE
RENME—HIARNBANRIZE RN, WA, IMHNSEEEL, XMEATAKIARMIENREEISEE
FRRT: RAERMHNBFNXERE ShE L, HEHIT CPM/CPC T HRK. BIFKIAA, WEFEET LN
=, BEBULBHEMEERNAXBULSHNEEK. BEXMEATARSNXKICIBMIENHKSE, BAE
St B ARLEAREE AR A EIEFEENSHRSEZ—,

[00:26:37] Lenny
English:

Yeah, | think you tweeted that it was one of the most important things you ever did as a company is
decide to put these logos on the helmets and jackets. Reminds me of Lyft's pink mustache, which went
away, but felt like a really important way for them to differentiate.

AR ERIE:

B, HICBIRASHEL, REEREMHKT L Logo BIFITATMMENREENATEZ — XILHEELT
Lyft BT, BREBEFERT, EIERNEREZMIILMERMHN— M EEERNS.



[00:26:51] Kevin Aluwi
English:

No, totally.

R EE:

=5, TERE.

[00:26:53] Lenny
English:

You talked about how scrappy you've been, and | want to dig into that a little bit more. | think there's like
US startup scrappy, and then there's like Gojek scrappy, and it'd be fun to hear maybe a story or two just

to illustrate how ridiculously scrappy you were as a company early on, especially.

AR ERIE:

RKBITIRMIEZ A “ERBIE” (scrappy) , HEBRNERE T, ®IEE “%I?JJ@'J YEIRBHET , &
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[00:27:11] Kevin Aluwi
English:

One thing that we did in the early days that was absolutely crazy was that we were one of the pioneering
companies, one of the pioneering technology companies in Indonesia and in Southeast Asia. And so we
came into a environment where a lot of the things that maybe companies or people in more developed
economies take for granted, for example, having electronic or digital payments, that was something that
actually didn't really exist that much when we first started. And so we had a problem of actually trying to
pay drivers because drivers every day we would be paying out incentives or just having customers pay
with their credit cards or their store balance, and then we'd have a challenge and getting our drivers to
actually be able to take that money out for their earnings. And in the early days, we actually had cash
booths. So we actually had physical spaces with a vault and cash sitting in the vault where drivers can
show up that, oh, this is my driver ID and this is the balance that | have with you. Please give me the cash.

(00:28:31):

And so we would have these actual physical locations where there would be lions of drivers essentially
taking cash. And we eventually figured this out of like, okay, we'll work with a bank and integrate with an
ATM network and all that. But in the early days we just did it ourselves of building essentially a mini at
ATM network, which | think even that sounds too fancy of what it was it. Because it was literally a booth
with a vault with cash in it. And we had at the time already tens of thousands of drivers all across in

Indonesia.
(00:29:10):

Another scrappy story that actually Crystal reminded me of recently that we did was at the time there was
a lot of fake driver apps out there because we didn't have all of the security investments that we
eventually made, things like code obfuscation and better API security that wouldn't allow for these
fraudulent driver apps, these basically third party driver apps to connect to our platform. So there were a
lot of these drivers using these third party driver apps that were doing things that... So they were kind of



doing unsavory things like stealing driver details, some of them even as bad as financial details so that
they can then at some point drain driver funds. And the way that they did it, the way that they convinced
drivers to actually use these apps was that they actually added some features that at the time we didn't
allow. So things like we wanted drivers to be conscious of what was happening on the app, and so we
would actually make sure that drivers would push the accept order button.

(00:30:28):

We made sure that that was the only way that drivers could accept orders, but this app had a
functionality that would automatically accept orders as soon as they came in. And so actually it was kind
of this interesting situation where they were doing things that were fraudulent and were not safe for the
integrity of the platform, but at the same time they were also providing some value to the people who
were using them. And so at the time we had to make a decision of like, okay, we need to nip this in the
bud and one way that we could have done it, that would've taken time was it really invest in a lot of the
technical security aspects of it, but we didn't have the bandwidth to be able to do that. Engineering and
security talent is actually super scarce in Southeast Asia at the time, still is today, but at that time
extremely scarce.

(00:31:25):

And so we ended up making the decision of actually copying those features. So we actually saw all of
these third party fraudulent apps and instead of building a whole system to prevent them from being
built or preventing them from working on the platform, we just said, "Hey, let's take their top two or three
features and let's build them into our app." And that actually significantly reduced the number of users
on these third party apps just by having this mentality of you can't beat them, then join them. And that |
would say that wasn't a philosophical decision or a principal decision. Is was actually a decision made
out of necessity because we simply couldn't build all the capability to combat these apps at the time?
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[00:32:13] Lenny
English:

Are you hiring or on the flip side, are you looking for a new opportunity? Well, either way, check out
lennysjobs.com/talent. If you're a hiring manager, you can sign up and get access to hundreds of hand
curated people who are open to new opportunities. Thousands of people apply to join this collective. And
| personally review and accept just about 10% of them. You won't find a better place to hire product
managers and growth leaders, join almost a hundred other companies who are actively hiring through
this collective.

(00:32:44):

And if you're looking around for a new opportunity actively or passively join the collective, it's free. You
can be anonymous and you can even hide yourself from specific companies. You can also leave any time
and you'll only hear from companies that you want to hear from. Check out lennysjobs.com/talent.

AR ERIE:
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[00:33:03] Lenny
English:

These are hilarious stories that you had to compete with these ripoff jail broken apps, fraudulent apps,
and then you had to build a cash box network all over the country. That's amazing. | knew there would be
good stories in this question and I'm glad you delivered. There's also this feeling of within Gojek of just
doing the hard thing and you just shared a couple stories of this versus the simple... A lot of startups are
like, let's do the simplest thing, feels like you guys lean into the hard thing. Why is that? Where'd that
come from? And then is there any other story of something that you did that was like, we'll do it the hard

way?
FRZERIE:
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[00:33:41] Kevin Aluwi
English:

| really don't like the idea of moats. Again, one of the concepts that gets thrown out a lot by strategy type
folks of what's the moat of your business or your product? And usually people are looking for an answer
like, oh, look at this capability or look at this feature or look at this distribution partner or all of those kind
of things. And I don't believe that any moats are durable over time. Eventually with enough time all moats
can be crossed. And | think one so-called moat that doesn't get talked about enough is the fact that
you're able to do hard things because hard things are hard and just simply doing things that are hard, as
long as they create value to your customers, actually is a position that makes it harder for your
competitors to be able to win over your customers because it's hard to do those things.

(00:34:52):

And probably another example of doing something that sounds very difficult was that in the early days of
Gojek, there was a lot of resistance to our services and one of the forms of that resistance, one of the
more most common form of that resistance in the early days was actually by motorcycle taxi mafia. So
you would have these areas that are essentially controlled through violence by specific area mafia. And
when we start having drivers pick up orders and pick up passengers, these people would actually
physically assault our drivers. We've had everything from bricks thrown at our drivers to knives and
machetes being brandished at them to just physical altercations, literally mobs of people getting into
these brawls. And there was a lot of these kind of things that actually happened in the streets of Jakarta
at the time. And | think it would've been easy for us to say, "Hey, they're all contractors, they're third

parties, let them kind of just sort it out."
(00:36:14):

But instead we actually hired private security. So we actually work with private security companies to
help these situations, to help our drivers in those situations, to help extract them out of these sticky
situations. And so we actually ran a fairly big private security operation for a fairly long time until it
became common to have Gojek drivers do all of these things across cities. We actually ran this very
operation intensive thing just to make sure that our drivers could be as safe as possible and it showed our
commitment to the driver community, it showed our commitment that we cared. And again, going back
to that earlier point around having that branding association, drivers knew that, hey, we weren't just a
platform that didn't care. We actually cared about their safety and that helped build that goodwill even as
competitors started coming in and paying more money, we still had a lot of loyalty within the driver
community because of things like that.

FRaZERIE:
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[00:37:30] Lenny
English:

How did you actually have a security person on a motorcycle? Were they pretending to be the rider and
then just get out and punch them in the face?

FRSCERIF:
FIIEGREAME? BiIRRARBEEITLEND? MIZ2RERBF, AERABERANH—ET?

[00:37:39] Kevin Aluwi
English:

A minority of situations were like that, but a lot of that was just like, having an on-call service where they
could just dial a number and somebody within a 5-10 minute distance would actually show up. And so we
would have these patrols effectively in specific hotspots where if there was a situation brewing that they
would instantly or almost instantly show up to the site and help diffuse it.

FROCERIR:
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[00:38:13] Lenny
English:

| love that you have this super app that's doing all these things for people. Plus within the company
you've built all these mini businesses, like a whole bank to pay people, private security company. There's
probably some other... Crystal shared a story of you guys rented out a stadium for drivers to collect all the
drivers and give them phones.

AR ERIE:
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[00:38:33] Kevin Aluwi
English:

Yeah.

R EE:

=0,

[00:38:34] Lenny
English:

Okay. This is great.
FRCERIE:

AET

[00:38:34] Kevin Aluwi
English:

Yeah, that | think is probably one of the hallmarks of this region in general where | have no doubt that
what we were building and what we are today is a technology company, but | do think that in the early
days you do have to be a lot more operations heavy. And then | think that lends to that scrappiness
because there are a lot of things that to solve elegantly and technically will take a lot of time and just kind
of over focusing on those type of solutions I think would be doing your customers a disservice because
there are opportunities to make things a lot better just through probably more innovation in operations
to kind of kickstart things until you have the more elegant, scalable, technical or product solution.

FROCERIR:

BH, TANNXAREEX MIKIIRSHRIEZ — HEFMERA]HE EEMERN RIS KFFLHZE—
KEHRAE, ERBITANERY, MOAEMEIEEE. FIANXSHTHRM “Bizh” , BABRZSHEN
REANENEAFERABRZHRKIE, HIANMRIELTTTXRBRLR, RMENELHNRARIE,
Fr@dizE LREIFRBHIE, AIUERMILEEER[ELN, BEMAEENE. A BREIRART ™ mi#
P IE

[00:39:38] Lenny
English:

That reminds me that at Gojek, you held tons of different roles throughout the time you were there. You
were obviously co-founder, your Co-CEO at one point, defacto CPO at one point, ClO, CFO. | heard that
you were writing like push notification copy, became a driver at one point just to keep things running. So
feels like another good example of exactly what you're talking about of just doing the hard thing in the
operational component.

FRCERIR:

XL A IRTE Gojek HAEHEMEI TH AR AR, (REARKACIHBA, BEKE CEO, —ERFELHN
CPO (BE™mE), B4 CI0 (BEFEREE) MCFO (BAREVSE). RIARMESIHXBENNIXE, &



E—EXBEEIANUERER. XIMFRNIAFMRE “EEEX TE#ES" BIX—MREF

[00:40:05] Kevin Aluwi
English:

I mean, yes, actually | did have a stint as an amateur performance marketer in the early days of Gojek. |
would write copy, | would upload ads onto Facebook and Google and try and do my best in optimizing
our online marketing spend. But | think | did all of those things, not because | wanted to be scrappy
necessarily, but | do think that as, and this is probably most relevant for founders, less for executives, but
| think as a founder, | do think it's really important to understand the work that needs to be done in order
to see what excellence looks like. And for us, again, we came from an ecosystem where the availability of
experienced talent was relatively low. And so for me it was very hard to be able to say, "oh, let's hire
person X from organization Y with job description Z," and we know that they probably can deliver
because again, the talent availability was really low.

(00:41:16):

And so a lot of times | felt like | needed to understand, okay, what is this job? What exactly does it entail is,
and seeing how bad | am at it allowed me to understand what good looked like. And so | held a lot of
those roles just because | wanted to understand every part of the business as best as | could in order to
then find somebody who could do it orders of magnitude better than myself. | would say that is true for
all of these roles except for being a driver. | think being a driver, | wasn't trying to understand what
excellence as a driver look like. Obviously the drivers do a really challenging job and | think I just wanted
to understand what that role was like to build a lot more empathy towards the job and make sure that our
product was catered towards what those needs were.

(00:42:12):

So when we first launched our car ride hailing services, | think | was the first actual driver on the app and |
would every now and then be a driver. And | remember the early days when | actually picked up a
customer. It was this lady and she put in her destination as a mall. And so | went to this house and | knew
that, okay, | needed to drive to this mall, but then this lady comes out with this giant bag and so | had to
hop out the car, take this giant bag, put it in my trunk, and then off we went. And in the middle of the
drive she's like, "Hey, | need to drop off and do my laundry on the way to the mall." And | just had to,
"okay, cool." We took a detour, | lugged this giant bag out of our trunk and helped this lady do her
laundry.

(00:43:17):

And then we went to the mall and | got very little money out of that experience and it wasn't instant, but
this is eventually what led to, | think a lot of the support | gave to our driver teams when they were
pushing for, Hey, we need more waiting fees, we need to add multiple stops in order to make sure that
hey, a lot of this extra work was actually compensated. And it was something that | obviously experienced
personally and it was something that | definitely was excited about as a set of product features and
principles when it came to building our driver app.

FRSZERIE:
=0, PR LETE Gojek BHE, FHFMuE—EEBtEINIREHNEH AR (performance marketer)s HREX
=, 1B & LZE Facebook #l Google, HRAMUIKNNNELEHH, BRMHXLEE, F—EERANFKAR

KMSZ4 “BR , MBRATIANAFEREBA (XMNEEAREX, MEERZ), ERFESTHIIIIEN
FEXfF4R "2t EXEE, BXEE, RNINMLNESRESR, BELRHNATBNEZ. FrUXK



i, REEEY: “B, LI YHABME Z TEN X AFE” , AEMIEEMIIELER, EAAT
HNERRER.

(00:41:16):

FRURZEHMEREFHRFELER . B, XNTERMHA? cARESHA? BIECHFESIE, ik
BT ARMIST. FIUREEIXEABRENTRABERANM TR SHNENEE7, UERGEHREIRELLTMS
B ENLAHERHA. BRTHENUIN, FrEREEEML. HESIFNN, IHFERXBERITAR
“EHEHEN o B, AVNMHNIR—0IFERERAMNIE, RREVTERTBERMAERN, MM
X TIEF=EEZHHIG (empathy) , HIBRENTHSmeel&EXLERK,

(00:42:12):

FRUAH BN E—RIER A ENOERSE, RERENALNE—TESLAN, RERSEBEE, HiZEE
A —REEIT—IEF. BR—IXL, NEME— 1 ET, RAFEENR, HMERBHAEET,
ERULERE-TERNRTFER, FMURFF/IRTE, BIRIARFRHEEENRE, ARHE, FE—
#, dhin: IR, EEPNRERBINEBRREESRT” HREWR: “FE, &EH.” BiI%TR, KL
BIARRFMEEFERER, BIMUZRT KR,

(00:43:17):

REHRMNEITED, BREHHBIAMTRIONE. BATBRUFRY, EXRLRERKRNZFENHEREL
BUREK, tbil: BAIFRBEEMERSR, RIFEENZ REFEINE, URARXEFINI TIEEFIME. X2
BEFEHINER, FUEHESVIRNAERN, WXL mIsefREMNREIEE T,

[00:43:58] Lenny
English:

It feels like having to do that ends up being a feature as you said, that you actually experienced a lot of
these challenges and you said the really good point about knowing what to hire and what these people

are going to actually do.
R EIE:

RUEMGIRRD, FEEMXERRATRT—M " , BAMESEN T XERLL. MERERT—1
FEFHMR: REXF A MEZBHAFHA, URXEARKERET 4.

[00:44:07] Kevin Aluwi
English:

Yeah.

FCERE:

108

[00:44:07] Lenny
English:

That's interesting how that often turns into a good thing. | know you also have a pretty interesting
journey into tech. What can you share around that?

AR ERIE:



XRE#E, IMEHEEIRUNFE. BRNEMEARETILIHNHREERES, XTFX—RIFEDFLEMFA
ng?

[00:44:18] Kevin Aluwi
English:

So | am basically a failed finance professional. | didn't really know what | wanted to do in my life. And in
2005, which is when | entered college, the hot sexy thing to do was finance. And | guess that was what |
wanted to do. And | went, studied finance, and then the crash of 2008 happened and | graduated 2009, so
it's probably the worst time to try and be a finance professional. And so | went through a really
challenging time there, but eventually | got a job at a boutique investment banking firm. And that was, |
thought like, okay, now | was set for life. | got the job that | wanted. I'm working in finance. But then long
story short, | was not very good. | was not very good. My bosses thought | was underperforming. | didn't
feel like | was performing, and | kind of left that field that | thought I built my entire, | guess future dreams
and identity around.

(00:45:32):

And after | did that, | decided to take a bet in Indonesian technology because when all of this was
happening was around 2010, 2011, and it was starting to see the development of the current technology
giants in the US at the time. And | thought that it would be pretty cool if Indonesia ever had a technology
industry to be part of it at the ground floor. And so | moved back in 2011 and it was super early. It was
really early at the time where the level of talent, the level of funding, the level of product market fit, the
number of people who transacted on the internet was also still super low. People still saw the internet as
a place for chat apps and social media. And so the level of belief that people had in the space at that time
was pretty low.

(00:46:30):

People didn't think that real businesses and real valuable products could be built, especially be built
locally. And so taking that bet was something that I think it really panned out for us to be really early in
the space, which today has become very vibrant to the scene. Southeast Asia has become, | think one of
the most exciting spaces in technology in the world to date. But at the time it wasn't obvious. And being
able to see that development | think was something that was really important to me because it really
shows you what's possible in a very short time. And | think it's something that probably people in
technology in the US can relate to, the people who've been working in this space for like 20, 30 years. But
being able to see those early days for me was just really valuable and | think was an experience that |

definitely cherish.
R EIE:

FEXER—MRUNERMIE. FURENARER SRt 4. 2005 FH ERFN, &RA. RAEH
R BErt. HEAMMEREEN. TRAEF TR, A5 2008 FERAEHIEL, 2009 F5k, HAIEE
EAAETRMALESERI., HEHT —RIFEREE, ERLARET-—RERRARIT (boutique
investment banking) #ET —HTI{E, HEFHM: B, XEFRT., RBINTHENTE, RESHAL
B BKIERER, RMEHAT. RENRET. HOEBRAARRIANE, RECHEFLLELER. T
HREFA TN HBUNSFRAEHRKZENI ARG,

(00:45:32):

T ZE, FREFENBRRITIIE—E, RAX—IRERNKLZ 2010, 2011 &F, HIIEERENRHRE
SKIEFHRlEES. Fi8, NRENERER BRI, SREVIMSSET—ESRE. TEIHE 2011 FRT



B, HEHELTFIFERHANMEE. AFAKFE. BEKFE. m@hHLEE (PMF) UREN L2509 AHE
FER. AMBAIREEMNE FRINRN AL EIARRIAFT. B AT AT Ay = OAE H (o

(00:46:30):

MIRAREERIERENISMEEAMEN™m, THEAMUNS5R. L, ERIFE—E, 1ERiIK
AT EADFRBIEITE, XRZFETER SRXNMUAELBFEDER. HINAFBLERAG SR
ERSAXKEIRRGEZ — BEEN, IHFEMZ M. EBILNEXMEARNZRGFEEE, ANER
REBR T ERERBA—)EE 8. REEERHRFABLEIET 200 30 FWATREIBEHL, BXHK
W, BERMILERIY ARIFEERN, BRRIIFEDEN—RERN,

[00:47:31] Lenny
English:

It's really hard to just build a company outside of Silicon Valley, and it was even harder back then. COVID
and remote work almost made it the easiest it's ever been.

FRCERIR:

TEEALSMBI—RATENEY, MANERHE LI, HERBNZED AL FILEXGEER[AMMREN
B5o

[00:47:40] Kevin Aluwi
English:

Yeah.

FREiE:

21,

[00:47:40] Lenny
English:

Sounds like a lot of the fact that you were so far away from the Bay Area informed the way that you built
this company, the scrappiness that you talked about. I'm curious if you have any advice for a founder
who's trying to build a company now outside of, say the Bay Area or just US in general based on your

experience.
FROCERIR:

IR, ZEEXKX—FXREMTRIBILIARNAN, URMIIMREROBH “Hah” . HRBIE, RIEMR
ML, WFMAEREREXKLSN HEREELINEIATEBA, REFTARINE?

[00:47:58] Kevin Aluwi
English:

Yeah, look, it was super hard back then. It was particularly hard because Indonesia is such a valuable
market, Indonesia and the rest, | would say primarily Indonesia just because of its scale. But | think
overall Southeast Asia was just such a valuable market and it was interesting for global companies to



want to win it. So we competed with global and regional companies, but the local talent and funding
ecosystems were really underdeveloped. So that challenge of having to compete with the best in the
world for customers in the market while also not having all of the resources available within the market to
be able to build products and companies that can compete was | would say one of the most challenging
parts of building probably in markets that are atypical or outside of Silicon Valley and maybe some of the
other technology centers in the world like China and India.

(00:49:01):

So some of my learnings probably there that | would take going forward is | think we talked a lot about
being scrappy. In the beginning, we were a lot more ops-heavy than tech-heavy. And doing the things that
don't scale through other means | think is definitely something that is absolutely necessary if you're
building outside of these main technology hubs. Another thing | would say is you need to get good at
remote work really early. And | think today that's kind of become a lot more prevalent as more and more
people have experience with remote work. For us, we built an engineering center in Bangalore in 2015,
and this allowed us to compete a lot better with the global giants because we had access to a really deep
talent market in India at the time, but we were really early in this whole remote work thing because it
wasn't common for people in our region, but also globally to have so much talent concentration outside

of headquarters.
(00:50:14):

And | do believe that companies who want to compete against world class competitors outside of these
technology centers like Silicon Valley need to become good at remote work really fast because getting
that talent probably means having offices or individuals who are outside of your home market or your
headquarters. And probably the final | would say tip here is don't just copy, because Gojek was not an
Uber clone, even though that was kind of how some investors or analysts talk about us, we were focused
on a solution that was uniquely an Indonesian phenomenon, the motorcycle taxi driver. And this led to
both product and branding innovation. On the product side, we were an on-demand super app because
we saw that a human being on a motorcycle could do a lot of things. And so we built a product around
that idea and hence we ended up with a super app even before super apps were really a thing.

(00:51:24):

And then that branding point that we talked about a little earlier about giving our drivers jackets and
helmets so people could see them zip around town, which actually doesn't make sense if you're a car ride
hailing service because it's not very easy to brand a car and the drivers are inside the car. But all of our
competitors at the time when they first entered the motorcycle ride hailing space didn't brand their
drivers because they came from a car-centric view. And so again, understanding your unique market
dynamics is also really important if you're building outside of these technology centers.

FRZERIE:

28, IE, SNERNBLYE, KRR NNEE— T FERNMENTE, TERRANENMIR, HIANE
NMHABIHE—NEFEENENTE, 2XEQFRMERETC, FUENANESEKRARRS, EESHKX
MRARSE, EEAMHATMBZEESRERNFEER LR B, BESHRALEAFTHRATRTSEER, XK
BEEBHH R BRRNEZRAARS NN~ RMQE, WANXZEIFMEETY EESURTE. BNEFREK
FOLSMNITE) el EREENERD Z—.

(00:49:01):

BO—ELWHIR: 8%, BITRTRSZXT "B . BARMER, RIMEREZEMIFRAR. WRIRE
HEFERRPOLSMI S, B EMFRMARL “FTEMMENL” (don'tscale) BIEBENZLEN.
S—HER, MEEREMERTENF. FESKXELTR[REEB T K7E 2015 FHMEVMS REILT
— ML, XitRTEEFNSLKEXRS, AABRNSRRETHERENAA T, BELH,



BINEZEN AT EERRERN, RASNERNBMXDESIK, EEHBLOMABNLEENATEFEHR
w o

(00:50:14):

REE, BEEESFHRPOLUSNSHALNFREHNAF, BIARERETENE, RARNAAATER
FEBEALTHHHEBUIMIDAEFEE TN Ra—RENE: FERENE. Gojek £=2 Uber 1952
PEhy, REALERABAEFXADNMEXABTRN. RITTEITTFHRRA—TRISHEBIR: ERXEHEESN.
XHERT il LBelHE. ErmAE, RNE—MIEBRANA, AARMNEI—TBEERENATU
WIRZHER/. FTRENESZXMUAENRET = m, BEERENARERTZA, RIMELREET—

(00:51:24):

EERNZARINBEEER: LENAKZMRE, ILANBIMBIERESFR. NRMEBAENLIER
5, ZELTAE, ANGAETmEIMRAES, MESHNEESR. SNENMENRENFEENERE
LY ZE T BT &R R B 44 BT mEARIR, EAMIHFERNRE “LUSENFL” IR, FILL, MRAEXER
PO, BAIRIRSGR T RS EIFEER,

[00:52:10] Lenny
English:

We've been chatting about Indonesia and Southeast Asia. I'd love to hear just what should people know
about that market? We've chatted about what you guys have built and a few other companies here and
there, but what companies should people be aware of what's happening? What's the latest, what's
exciting?

AR ERIE:

BIN—EEWENEMAmIL. HRBAT, AT @EBNHZHMESE? FNMTRITZIBAE, X
NEM—LEZEMNATE, BEADEMZXIWLEAT? BEETREFA? RHHN. SAXKENEBTEMTA?

[00:52:24] Kevin Aluwi
English:

Yeah, | think specifically Indonesia, most people don't know that Indonesia is the fourth largest country in
the world and that Southeast Asia holds almost 10% of the world's population. But beyond the macro
picture, | think also we've experienced a pretty unique level of pace of adoption for products with great
product market fit. So products with great product market fit grow tremendously fast in this part of the
world. And in 2015, for example, when we launched our app, we grew more than a hundred percent
month on month for the first 16, 18 months. So we more than doubled every month for more than a year.

FRCERIR:

B0, WIANNFIREE, AEHAFNENEZHRENAAOKRE, MAEIIAEHE 10% AL, B
BT EZMEE, BIAARINEZHT —MIEEREN. BERE PMF (FamiziE) B~ miiRBEERE,
ERXMHX, BEARE PMF~RIEREEIRA. FIE07E 2015 FHA LB A, £7116 2 18 MREE, &
MEYARLLIE KT T 100%. Em2i, EF—FZHEREE, KiEePEHBEE G,

[00:53:16] Lenny

English:



That is insane. I've never heard of that.
FRSCERIF:
XARIET o FMEKITIHE XML KIRE,

[00:53:19] Kevin Aluwi
English:

No, and our investors at the time, Sequoia is one of our investors at the time, told us that this was the
craziest growth story that they've ever heard of in the world. And | wouldn't say because of our
necessarily our brilliance, it was a combination of how in Indonesia and in Southeast Asia, there are a lot
of these things that are obviously broken and could be improved with better technology and better
products. But we also have in this region a very young population who are excited to try new things. And
so if you find a solution that really resonates with a lot of these common day-to-day problems, the
adoption curve is just absolutely insane. And | think it's one of the things that are definitely unique to
developing regions like this one.

(00:54:14):

One company that's really interesting for example, just to give a flavor of the type of seemingly off the
wall product or company being built in this part of the world, there's a company called eFishery, and
what they do is they basically create a closed loop ecosystem for fish farmers in currently, | think they're
only operational Indonesia or they're recently expanding beyond Indonesia.

(00:54:45):

They help farmers feed their fish through this IOT smart device that helps measure the amount of fish
feed that needs to go into the ponds, but they also then help farmers do things that get financing and
also sell their produce out to local or even regional or global markets. And it's a company doing
something like a quarter billion dollars in revenue and it's profitable and it's basically a fish farmer, a
close loop ecosystem. And it's pretty wild that something like this exists, but it does speak to, | think again
earlier what | said earlier about the hunger that the population have for better solutions. And if you can
find these better solutions, you can really build companies of the very meaningful scale very, very quickly.

FROCERIR:

BHY, BNYRPKREE ALREARRPZ—) SFER], XEM(ESXIINRRIENEKSEE, T
SWMXTLRENRNNERAE, MERANENENARIL, FRZEMZ AR LU EiFayH A
FmRE, MEXTMXARFEEFENAL, MNARTZRNEN. L, MRIFEREI—1EE5ER
BREHESRRS SR, HRAE (adoption curve) BEENIEN. HINAXZBEHIKNTXER BRI
AR,

(00:54:14):

EHNEENGF, ATILMBR-TXMXEEHENBMEMN "B NEmIAE: §—RAFMY
eFishery, ftiJEX ERAFEFIE—NANESER. BRRBMNEZENREE, HERERNFIER
BIMT Ko

(00:54:45):

A TES B (10T) EeeREEARRE, ZZHFAULLUNERFERNMENERE, I, MITEEEE
RREHE, HEFREEAM,. #IXEELETHT. IRATNEWRARNE 2.512ETEE, MEBEERF
To EXARLEMBR—IFHREFNANESRS, XMATNEERREN, BEEXRENETEZEHN: Af]
IEIFRRFEIEE, MRIMEEIREIXLERR RS, FENAUIFEREZEIIEREGEAMEN AT,



[00:55:42] Lenny
English:

So at this point, you've stepped down a CEO, you've stepped down from the board, what's next and how
does it feel?

FRSCERIE:
BAMIE, (RBELKEMET CEO, HBHETEES, ETREAAITE? BRI

[00:55:50] Kevin Aluwi
English:

Yeah, I'm still on this journey honestly, of how does it feel. | think that building Gojek is by far the most
important professional experience and frankly, one of the most important life experiences I've had. It's
made me a way better person actually. And now that I've stepped away, | am not as bored or as aimless
as people would expect after having such a kind of all-consuming thing be part of my life experience.

(00:56:37):

What's next? Honestly, Lenny, | don't know. | don't have a plan at this stage. | do some angel investing on
the side. | work with other founders to be able to maybe just share some of these experiences that |
shared today and just figuring out what makes me happy and what are the kind activities that | find
rewarding. | don't know, maybe I'll start another company at some point. | think that's my default, but |
think right now I'm just taking things easy and trying to figure out another problem | guess, that | could
be obsessed about.

FRCERIR:

WL, XF “BREMET , WEEEEF. RIANRIL Gojek BHiES NIEREEMIRWEZ, BRI,
WEREREEBNEEZHZ— ERMFLUERTEMT —NEFHA. RERBFT, HHLEGANTERAR
HFREITIIEETE, ERZABE SR T e EERER,

(00:56:37):

ETRRMAA? R, Lenny, HAE. WMEFTEEIT. RSB —EXERE, BIS5HMEIBAS
B, PERSRDENXLELZL, RRABREF BRI AEIUTKRE, URMLEZEDIUERETERNX. HAHA
8, BIFERTHERESBEF—RKQE, FEBRHARIAED. BIE, RRBERBN—T, HEIFHS—
EEILFRIR BV,

[00:57:25] Lenny
English:

You've earned that time to explore and look for new problems. Is there anything else you wanted to touch
on before we get to our very exciting lightning round?

FROCERIR:

RIS T RERM F PR E, ERINTHENFFELSAKERRAELR (lightning round) Z7T, REEHA
Bixpyg?



[00:57:33] Kevin Aluwi

English:

No Lenny. | think we've covered a lot today, and | just wanted to thank you for the time.
R EE:

BBT, Lenny, HBENSKREZRZTRZNS, RRBRGHFHEAIEE,

[00:57:41] Lenny
English:

Amazing. It's absolutely my pleasure. And with that, we've reached our very exciting lightning round. I've
got five questions for you. Are you ready?

FRSCERIE:
XHET, XREMEE, B4, BITHATIEES AMENRNBER, BREENIRE AR, HE&FTIE?

[00:57:48] Kevin Aluwi
English:

Yes, let's go.

R EE:

HEET, e,

[00:57:50] Lenny

English:

What are two or three books that you've recommended most to other people?
R EE:

RENAEEFRSHNR=ZEBEHA?

[00:57:54] Kevin Aluwi
English:

What You Do Is Who You Are. | think that was the second most popular Ben Horowitz's book, but I'm really
obsessed with building interesting and engaging cultures, so | think that's one. Another is a classic
marketing book. Again, we talked a lot about branding today, so there's this book called How Brands
Grow by Byron Sharp. | don't agree necessarily with everything in it, but | do think that it's a great primer
on how to think about branding and marketing.

AR ERIE:

CIRBYITRIRERZIE) (What You Do Is Who You Are) , FEBIXZEZAR - ET 4% (Ben Horowitz) 55 -%3%
LR, ERIEFMETFELEBESIANBIXL, IUXREF—x, F—HASEHNEHBEE, BEARK



MNESRKXTRZmE, B—4BU (@EWMEIEK) (How Brands Grow) , {E&:E Byron Sharp, HA—ER
ERFHREUR, BRIANNEREE REMEHEBIREN DR,

[00:58:25] Lenny

English:

Favorite recent movie or TV show?
R EE:

RSN EEHBENTE?

[00:58:27] Kevin Aluwi
English:

Favorite recent movie, The Menu and favorite recent TV show? Netflix show is a Cyberpunk 2077 Edge

Runners.
RS ERIE:

RIRENNBEEE (REXE) (TheMenu), REREVWEBMTIE? Netflix Noh@f (TR 8517
&) (Cyberpunk 2077: Edgerunners),

[00:58:38] Lenny

English:

Oh, wow. | haven't heard of that one.
R EE:

MR, M, FdELITREAR

[00:58:39] Kevin Aluwi

English:

Oh, you should check it out. It's super cool.
FRCEIE:

MR, fRNIZEEE. BRE.

[00:58:42] Lenny
English:

I'll go check it out.

R EE:
BREEEN.



[00:58:43] Kevin Aluwi
English:

Yeah.

R EE:

4¥89

[00:58:43] Lenny

English:

Favorite interview question that you like to ask.
FEiE:

RERENRNEIR PEETA?

[00:58:46] Kevin Aluwi

English:

Tell me about a subject or activity you've been obsessed with for a long time.
FpERIE:

FHIFBR— MRKEA LR —ERRRY A ERN.

[00:58:51] Lenny

English:

What do you look for in an answer that's like, okay, this is good.
R EE:

MELBERZFREIMN A, MERT “FE, XNLEERE ?

[00:58:54] Kevin Aluwi

English:

| want somebody to basically almost pitch to me an obsession they have than makes me interested in

knowing more into that subject. The more obscure, the better and the more passionate they are about an

obscure thing, even better. And | think it shows people's capability to be really passionate about

something and sell something and think about something in a very structured and detailed way.

FRCERIR:

BREEXHEERE HHE MK, RN BOIEFEH—D T RIS, LI, MRS
NEMFRHRE, BMEE T, FHANXERRT —PANEZRARBIES], USHEHERES. UIFEEEK

MiFR A B ERXERIES .



[00:59:25] Lenny

English:

What are some products that you love and have recently discovered?
R EE:

BMEFER BRI LI am?

[00:59:30] Kevin Aluwi
English:

Two products, | think right now that I've found absolutely delightful. One is the ARC Browser. | know that
it's gaining a lot of traction out there, but I'm a very chronic tab hoarder. My Chrome tabs are just all over
the place, and | love that they've figured out | would say the best approach to kind of tab management,
and there's just a ton of little delightful, awesome design details in the app that | think is just really cool.
And it's a browser. When's the last time there was a really cool browser that came out? So | also love the
ambition that the company has.

(01:00:09):

Second product, Steam Deck. I'm a huge gamer, and | think it is probably, | would say the best game
platform to actually build on the vision of truly portable mobile gaming.

FROCERIR:

BRI mERFBIFEELS AR — =2 ARC XK. HMEEIWERA, ERE2—TMHERN “HERER
7 o FHEY Chrome fRENEIRERRE, HERMITLE T —MHBNNBRFNVTENEES %, NAEERS
LARNR. BRENRTAT, HRFIFEE. MACR—DNNE —E—RHAXABRR KGR T AR
i&? HBRENXR AT OES,

(01:00:09):

B mE Steam Decko HEB—MAERBENIIR, FIANERIGEREESI “EEABZHENR" BRORE
T B0

[01:00:25] Lenny
English:

I love your point with ARC for tab hoarders. | also used to have a lot of tabs and | love it just auto deletes
stuff and just disappear, and it forces you to lose your tabs and it works out surprisingly.

FROCERIR:
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[01:00:38] Kevin Aluwi
English:
Final question.

FRCERIR:
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[01:00:38] Lenny
English:

I'm curious what comes up for this one? What's something you've recently changed or that you've heard
of someone at Gojek recently changed in their product development process that was maybe minor, that
had a tremendous impact on the team's ability to execute.

AR ERIE:

HREFFXNAIBFZEALZ, REERETHA, HEMRAR Gojek WRAEFRARAIETRILAET
fta (BIFER/NBIRE) , EXEBRBYRITRESET ERRIRIE?

[01:00:53] Kevin Aluwi
English:

One relatively minor thing that | thought had a lot of impact with execution is being very clear that
whoever is accountable for the results should also be the decider. | found that a lot of literature out there
says that product teams should be this communal best ideas come from everywhere group, which | think
is well-intentioned and absolutely everyone should contribute ideas, but | think not having it be super
clear who is accountable and who is deciding often slows down execution a lot. And | think when we
switch to making it really clear that who was the decider for any kind of product development process, |
think our execution definitely improved significantly.

FRCERIR:

BIAARPITHEEEAZIN— MENBNRE R BHMEENERAR, EMNIZERETE, RLAM
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[01:01:37] Lenny
English:

Amazing. Kevin, thank you so much for being here. Gojek is such an interesting and important story, and |
feel like most founders can learn something from the story, so | was really excited to bring you on and to
hear a lot of these wild stories that you shared. Two final questions. Where can folks find your line if they
want to reach out, learn more, and how can listeners be useful to you?

FROCERIR:

AT o Kevin, JFERSREER. Gojek B—MNLEBEEENHE, REF/ASHEBABMEMPR 1,
FRASARRE M EREBIRE, RO EXERENRE, RERMAE: ORAMNERKRA T TEESES, A
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[01:01:57] Kevin Aluwi

English:



| am @kaluwi on Twitter. That's also my email, kaluwi@gmail.com. I'll always be happy to chat about
Gojek or just generally anything technology related. Again, | have nothing I'm working on at the moment,
so | just would love to jam with cool people.

AR ERIE:

Y Twitter Ik S 2 @kaluwi, FRIARFEHZE kaluwi@gmail.com. KR REWIEN Gojek HEFMSHIFARX
g, BREE, REEEEMERTE, FrUKEBMENA—ELRMRE,

[01:02:22] Lenny

English:

Amazing. Thank you again for being here.
FRCEIE:

KIET . BRREHREIEIH,

[01:02:25] Kevin Aluwi
English:

Thanks, Lenny.

FRERIE:

518, Lennys

[01:02:28] 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:
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