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Executive summary

The project assessed whether a marketplace for verified home and field-service workers should launch first in Indonesia
and, if so, which categories, geography and monetization logic created the strongest initial wedge.

The original analysis favored Indonesia over the United States, Australia and New Zealand because it combined large
market scale, high mobile and internet usage, national QR-payment infrastructure and fragmented service supply. The
recommended first wedge was repeatable urban demand in categories that are easier to standardize - especially
cleaning and AC servicing.

The proposed commercial path started with a percentage of completed orders, then added subscriptions for recurring
business/operator clients and provider-side revenue share as repeat volume grew.

Launch thesis
Start narrow in one dense urban cluster, prove repeatable service execution and visible completion, then expand business
accounts, operator workflows, categories and cities.

1. Platform and workflow under review

The platform concept connected three user groups: individuals sourcing verified workers, businesses buying recurring
service capacity, and property/operator teams managing service requests across locations.

Layer Purpose

Trust & identity Verified profiles and matching

Coordination Chat, scheduling and progress tracking
Verification & control Photo evidence, checklists and dispute handling
Closure & payments Approval workflow and payment flow

Request-to-completion flow

Step What happens

1. Create request Service type, location, urgency and request details are captured.

2. Match worker or team Request is routed by location, category and availability.

3. Chat and confirm Scope, timing and pricing are clarified before work starts.

4. Track progress Updates, notes and attachments stay in one workflow.

5. Verify completion Photos, checklists and customer confirmation reduce ambiguity and disputes.

6. Approve and close Work is approved, the order is closed and payment is recorded through a
defined workflow.

2. Why repeatable urban services

Repair, maintenance, cleaning and AC servicing are recurring operational needs for households, small businesses and
managed properties. The original analysis treated cleaning and AC servicing as especially useful phase-one categories
because they are more repeatable, easier to standardize and easier to verify than large project-based work.

The category is sensitive to trust, quality and accountability: customers need workers to arrive, complete the right job and
leave visible evidence of completion. That operational requirement is what made workflow visibility part of the product
thesis, not merely a marketplace convenience.
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3. Why Indonesia

Factor

Research-period signal

Why it mattered

Scale ~283.5M population in 2024 Large addressable base
Digital reach ~212M internet users in early 2025; ~356M active Mobile-first access and broad digital reach
mobile connections
Payments QRIS national QR standard; source presentation Existing digital-payment infrastructure
referenced an IDR 10M transaction cap
Supply structure MSME-heavy and fragmented service economy Room for better coordination, traceability and
standardization

These figures are retained as research-period context rather than current 2026 statistics.

4. First-launch market comparison

Category maturity Competition Entry difficulty First-launch fit
Indonesia Large Moderate Moderate / fragmented Moderate Strong
United States Very large High Very high High Weak
Australia Medium High High Medium-high Moderate
New Zealand Small-medium Medium-high Moderate Moderate Moderate

The benchmark was qualitative. The purpose was not to prove that Indonesia is objectively the best market in every
dimension, but to select the best first launch environment for this specific operating model.

5. Market opportunity and launch wedge

The original work deliberately avoided treating broad facility-management estimates as a precise phase-one TAM.
Instead, contract cleaning was used as a more relevant recurring-service reference, and phase one was narrowed to
repeatable urban work such as cleaning, AC servicing and selected minor maintenance.

The initial cluster proposed was Greater Jakarta, with South Jakarta and South Tangerang as practical focus areas. The
first demand mix was dense urban households, small-business service needs and repeat work in one cluster.

6. Competitive landscape

Player Model Core relevance Implication
Sejasa Broad service marketplace Multi-category household/SMB services Confirms broad marketplace demand
Pinhome Property ecosystem + services Property-linked household services Shows services embedded in a larger
property journey
KliknClean Vertical operator Cleaning, AC and adjacent repeat services Validates repeatable standardized
categories
OKHOME Productized service brand Cleaning, AC maintenance and home Shows productized service packaging
assistance
Seekmi Service marketplace Repair, maintenance and accommodation Confirms adjacent execution models
services
Grab / Gojek Superapp layer High-frequency consumer services Sets the convenience and distribution
benchmark

The recommended positioning was not ‘another marketplace'. It emphasized verification, workflow visibility, structured
completion and a usable record of service execution.
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7. Business model

Priority Revenue stream Role

1 Percentage on completed orders Primary launch monetization

2 Subscription for client companies Recurring accounts for hotels, operators and other
business clients

3 Provider-company revenue share Additional monetization as partner companies use
the platform for demand and workflow

8. lllustrative revenue scenarios

Scenario

Active customers

Orders/customer/month

Monthly orders

Average order value

Take rate Monthly platform

revenue

Conservative 10,000 05 5,000 IDR 250,000 10% IDR 125,000,000
Base 30,000 1.0 30,000 IDR 300,000 12% IDR 1,080,000,000
Upside 80,000 15 120,000 IDR 350,000 15% IDR 6,300,000,000

These were scenario mechanics for a focused dense-cluster launch. They excluded customer-acquisition cost,
support/operations cost, fraud/disputes, refunds/rework and working-capital effects of payout timing.

9. Risks and expansion logic

e  Trust and safety.

e Quality consistency across providers.

e Payment and compliance implementation.
e Supply retention and competition.

The proposed expansion path moved from one urban cluster and repeatable categories toward business accounts,
operator workflows, additional cities and broader service categories only after execution quality and repeat volume were
proven.

10. Role structure

Role Core flow

Customer Create request — add evidence — review match/quote — track — approve —
pay/rate

Provider Receive match - review scope/location - accept/reject — confirm
timing/pricing —» complete with evidence - close

Operator Create/monitor requests across locations — route work — track
approvals/completion - review history and vendor performance

11. Public-edition takeaway

The strongest part of the work was the narrowing logic: a broad marketplace idea was translated into one geography,
two repeatable categories, one dense launch cluster, an execution workflow and a monetization sequence. The revenue
scenarios were then used to show what adoption would have to look like, rather than being presented as a forecast.
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Need this adapted to your business?

If you need a market-entry analysis that narrows geography, segment, workflow and economics into a launch decision,
Send the current context, market, model or question. I'll review it and explain how I'd approach the work before any paid
work is agreed.

keinekratzer.com/contact

Selected sources

The public edition preserves the source base of the original research. Links below were part of the original deliverable or its evidence
set.

World Bank - Indonesia data — https://data.worldbank.org/country/indonesia
DataReportal - Digital Indonesia — https://datareportal.com/reports/digital-2025-indonesia
Bank Indonesia - QRIS — https://www.bi.go.id/QRIS/default.aspx

OECD - Indonesia | MSME context — https://www.oecd.org/indonesia/

BPS - Statistics Indonesia — https://www.bps.go.id/
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