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Momentum Academy helps leaders immerse in innovation, validate & execute their strategies

Get in touch: 
academy@mworks.asia

Leverages insights, experiences 
and community to develop real, 

immersive learning experiences.

Find out more at: momentum.academy
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Some of our partners…
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We have analysed global expansion of 20+ tech majors

Experiences, challenges and lessons learnt by Chinese and Chinese inspired 
tech companies, and their major competitors.
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And synthesised the key takeaways into… 

Buy from Amazon or from bookstores nationwide
 (in selected countries incl. SG, MY, TH, AU, US, CA)

https://www.amazon.com/Seeing-Unseen-Behind-Chinese-Venturing/dp/1119885833
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Momentum Works insights team have been parsing the underlying logic of digital economy

And many more at: 
insights.momentum.asia

Ecommerce & food delivery Company anatomy Web3Macro & investment Fintech & digital banks

http://insights.momentum.asia/
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Momentum Works coverage on the logic of Shopee 

The LowDown articles

Momentum Academy’s 
previous sharing
Off the record: Behind 
Shopee’s Doors

MW reports

https://thelowdown.momentum.asia/?s=shopee
https://thelowdown.momentum.asia/grab-goto-and-shopee-how-do-southeast-asias-tech-giants-stack-against-each-other/
https://thelowdown.momentum.asia/is-shopee-really-in-decline/
https://thelowdown.momentum.asia/seeing-the-unseen-tik-tok-and-the-root-of-shopees-current-challenges/
https://thelowdown.momentum.asia/shopee-finally-made-the-right-decision-to-pull-out-of-india/
https://thelowdown.momentum.asia/our-thoughts-on-shopee-mass-layoffs/
https://thelowdown.momentum.asia/shopee-launches-on-demand-parcel-delivery-in-indonesia/
https://www.youtube.com/watch?v=9535ezDGt64
https://www.youtube.com/watch?v=9535ezDGt64
https://momentum.asia/product/who-is-shopee/
https://momentum.asia/product/who-is-shopee/
https://momentum.asia/academy/off-the-record-behind-shopees-doors/
https://momentum.asia/academy/off-the-record-behind-shopees-doors/
https://momentum.asia/product/shopee-in-poland/
https://momentum.asia/product/shopee-in-poland/
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Why are we doing this talk?
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In this talk, we discuss:

● What exactly happened with 
Shopee in 2022?

● How will ecommerce in 
Southeast Asia shape in the 
future? What will be Shopee’s 
role in this future?

● How could everyone predict, 
and prepare for the potential 
changes in the ecommerce 
ecosystem in Southeast Asia?

Shopee’s 2022 is so much different from 2021, with strong head-tornados

Competition is getting their act together, and aggressive 

Ecommerce is so entrenched in Southeast Asia, impacting many of us

1

2

3

Source: Momentum Works Insights

https://thelowdown.momentum.asia/is-shopee-really-in-decline/
https://thelowdown.momentum.asia/our-thoughts-on-shopee-mass-layoffs/
https://thelowdown.momentum.asia/our-thoughts-on-shopees-latest-layoffs/
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contained in this document is the exclusive property of 
Momentum Works. Any reliance on such material is made at the 
users’ own risk. 

What we’ll be covering today
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1. Setting the scene: What has happened so far

2. Behind the scenes - People, 
Organisation, Product, Leadership

3. What to expect in 2023?

4. Q&A



Setting the scene
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Momentum Works 2022. All rights reserved. The material 
contained in this document is the exclusive property of 
Momentum Works. Any reliance on such material is made at the 
users’ own risk. 
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2021: Shopee was (seemingly) invincible
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Entry to 
France, Spain, 

and India

Sea raises US$ 
6.3B for Shopee’s 
global expansion

Entry to 
Colombia, 

Chile

Launch of 
Shopee Food 
in Indonesia

Launch of 
Shopee Food 

in Malaysia 

Vietnam’s 
NowFood 

rebranded as 
Shopee Food

Shopee’s 
acquisition of 

Indonesian lender 
Bank BKE

Sea’s market 
cap reached 

US$ 200B

Entry to 
Poland

Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov

2021

Source: Tradingview (02.11.2020-01.11.2021), Momentum Works Insights
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2022: a complete reversal of fortunes
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Layoffs
LayoffsRescinding 

job offers

Exit local ops of 
Argentina, México, 

Colombia, Chile

Exit from 
France, India

Exit from 
Spain

Tencent’s 
reduction of 
stakes in Sea 

Limited

Garena’s 
Free Fire 

ban in India

Management to not 
take cash 

compensation

Nov Dec Apr May Jul

2022

Feb Mar Jun Aug Sep Oct Nov

Paying user number of Garena declining

Source: Tradingview (02.11.2021-31.10.2022), Momentum Works Insights
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Shopee has exited (almost) all the markets it had entered during the pandemic

Indonesia

Malaysia

Vietnam

Philippines Mexico

Brazil

Chile

Colombia

Singapore

Thailand

Shopee presence R&D Center

South Korea

Beijing

Taiwan
Shenzhen

Hong Kong

Shanghai

Source: MW-01VC: Building & Investing In A Global Tech Company

Japan

Logistics Office
manage cross-border sellers

Argentina

India

Poland

France

Spain

Shopee in Poland  
report by Momentum 
Works, Oct 2022

https://momentum.asia/product/mw-01vc-building-investing-in-a-global-tech-company-81-hurdles/
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Dwindling confidence in the company
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Source: The Business Times, South China Morning Post, CNA
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Overall, it has been a painful year for tech…

16
Source: Tradingview
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What we have 
accustomed to

The past decade has been exceptional

Source: fred.stlouisfed.org
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Southeast Asian currencies (and złoty) are dropping in value

18
Source: Tradingview (03.01.2022--08.11.2022)
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Petrol price changes impact consumption, as well as fulfillment costs
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Petrol prices in 2022

Pr
ic

e 
in

 U
S$

Source: Tradingeconomics.com
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There’s increasing competition as well
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Trying to get their mojo back Increasing ecommerce focus in Southeast Asia
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Is Shopee’s flywheel not flying anymore?

Is Shopee really in decline?

Is ecommerce saturated in 
Southeast Asia?

Can Shopee reverse its fortunes?

Is TikTok Shop a formidable foe?

Source: Off The Record: Behind Shopee’s Doors

https://momentum.asia/academy/off-the-record-behind-shopees-doors/


Behind the scene 
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Momentum Works 2022. All rights reserved. The material 
contained in this document is the exclusive property of 
Momentum Works. Any reliance on such material is made at the 
users’ own risk. 
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GMV is moderating, while take rate is inching up
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GMV / quarter (US$ B)

2017 2018 2019 2020 2021 2022
Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2

1.761.501.481.311.000.770.660.490.360.270.300.230.170.130.110.070.050.030.02

Source: SEA Limited (quarterly results)

Q3

1.98



© Momentum Works

Q2Q2

The $6.3 billion capital raise last September was a close shave

24

31.12.

(US$ Billions)

Share-based compensation 
and impairment of goodwill*

Cash and cash equivalents 
and short-term investments*

Q1 Q2 Q3 Q4

30.09.30.06.31.03.
2020 2021 2022

31.12.30.09.30.06.31.03. 30.06.31.03.

Q1 Q3 Q4 Q1

-0.28
-0.39 -0.43

-0.52
-0.42 -0.43

-0.57 -0.62 -0.58

-0.93

2.6

3.4 3.6

6.3 6.1
5.6

11.8

10.2

8.8

7.8

-0.04 -0.08 -0.08 -0.09 -0.10 -0.11 -0.12 -0.13 -0.14

-0.36
Net Loss

Source: SEA Limited (quarterly results)

7.3

30.09.

-0.57

-0.37

Q3
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2020

Increasing investment in logistics and financial services 

25

Property and equipment, net 
(in US$ Billions)

Loans receivable, net of allowance for credit losses 
(in US$ Billions)

Source: SEA Limited (quarterly results)

2021

30.09. 31.03. 30.09. 30.09.31.03.

2020 2022

1.38

0.36 0.40

0.77

1.18

2021

31.03. 30.09. 30.09.31.03.

2022

2.14

1.83

1.50

0.45



© Momentum Works

Fun fact: similarities between Poland & Indonesia
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Poland Indonesia

Population1

2021 

 GDP2

current 2021 US$

2015-2021 GDP growth3

CAGR, constant 2015 US$ 

Urbanisation4

2021 

VC investment5

2021 US$

38M 276M

57%

6B

60%

0.7B

5.48%5.89%

$ 1.2T$ 674B

Garuda pancasilabiały Orzeł

Source: 1. 2. 3. 4. World Bank  5. Southeast Asia Tech Investment - 2021 by Cento; Data from PFR Ventures and Inovo Venture Partners
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Poland’s rich ecommerce infrastructure made it easy for Shopee to enter
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Fast
pay-by-link

3PL

Poland’s ecommerce ecosystem with major players

Value chain

Credit card / Debit card

Logistics

Marketplaces Transfers

Vertically-focused

Ecommerce Payment

*Non-exhaustive

Traditional

BNPL

On-demandOnline shopping platforms

Vertically-focused

C2C

* In-house - not very popular; mainly 
carried out by supermarkets to deliver big 
food orders or stores to install an 
equipment

Source: Shopee In Poland Report

https://momentum.asia/product/shopee-in-poland/


© Momentum Works

Shopee brought their involuted shopping festivals to Poland
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05.05 06.06 07.07 08.08 09.09 10.10

Shopping May Day 
Picnic in Shopee

Summer Festival of 
Low Prices

Holiday Sale Shocking occasions Super Shopping Day Anti-Inflation Shield

The first big Shopee 
advertising campaign in 
Poland. 

“The campaign was popular 
on social media, 
generating around 10 
million views on Facebook, 
TikTok, Instagram, and 
YouTube.” - Michał Dmoch, 
Marketing Senior Manager 
for Shopee 

“Baby Shark” “Macarena”

In the 6.6 campaign, 
Shopee highlighted the 
functionalities of the 
platform by ensuring  
peaceful and smooth 
shopping with the  
Shopee's guarantee.

“Duck’s theme”

As part of the 7.7 
campaign, a holiday 
promotion was also 
available in 
cooperation with the 
Żabka chain stores. 
The promotion was 
aimed at new Shopee 
users.

“Despasito”

With the launch of the 
8.8 campaign, Shopee 
introduced the 
Shopee Shake game 
within the mobile 
application, 
combining fun with 
the possibility of 
winning additional 
Shopee Coins. 

“Love in 
Zakopane”

“Love in 
Zakopane”

The 9.9 promotional 
campaigns included 
the Shopee 
ambassador - 
Sławomir who is a 
well-known rockpolo 
Polish musician. 
Shopee also 
introduced gadgets 
from Sławomir's 
original line. 

In the 10.10 campaign, 
FMCG products are 
available in the 
Anti-Inflation Basket 
on the platform. The 
campaign is 
promoted by the 
brand ambassador - 
Sławomir. 

Source: Shopee In Poland Report

https://momentum.asia/product/shopee-in-poland/
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… with local happiness

29

SŁAWOMIR 
Shopee’s ambassador, 
well-known rockpolo 

Polish musician

Source: Shopee In Poland Report

https://momentum.asia/product/shopee-in-poland/
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Local champion Allegro has many more ways to …monetise 

30
Source: Shopee In Poland Report

sales 
commission

surcharges 
for delivery

fees for 
listing offers

fees for 
highlighting 
active offers

revenue 
from price 
comparison 
(e.g. 
Ceneo.pl)

optional 
advertising 
services

sub- 
scription 
fees

IT services
revenue 
from own 
products

revenue 
from 
affiliated 
websites

advertising 
for third-
parties

√ √ √ × √ √ √ √ √ √ ×

√ √ × × × × × × × × ×

√ √ × × × √ × × × √ √

× × √ √ × × √× √ × × √

√
√ × × × √ √ √ √ × ×

BuyerSeller Others

only if it exceed limits 
introduced 

service fee for OLX 
payment and shipment

optional fees for 
storage and 
distribution

https://momentum.asia/product/shopee-in-poland/
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Europe proved difficult - where Amazon could not penetrate effectively
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Marketplace

SPAIN FRANCE GERMANYITALY FINLAND

In 2020 ecommerce sector in 
Spain corresponded to 5.63% 
(US$ 66.5B)  of country’s GDP1, 
placing Spain in the 6th place in 
Europe (rank by % of GDP).

The country is dominated by the 
offline sellers. In 2020, its 
ecommerce sector was  4.79% 
(US$ 108.9B) of country’s GDP2 

(7th place in Europe). 

The leader in the Finnish 
eCommerce market is 
verkkokauppa.com. In 2020, 
Finland’s ecommerce sector was 
2.43% (US$ 4.9B) of country’s 
GDP3. 

Logistics

Marketplace

Logistics

Marketplace

Logistics

Italy is among the fastest 
growing ecommerce markets in 
Western Europe. In 2020, its 
e-commerce sector was 1.99% 
(US$ 31.5B) of country’s GDP3.

Marketplace

Logistics

In 2020, Germany’s ecommerce 
sector corresponded to 3.08% 
(US$ 90.8B) of country’s GDP3. 
Amazon is the most prominent 
player in it.

Marketplace

Logistics

Source: Shopee In Poland Report

https://ecommercedb.com/en/store/verkkokauppa.com
https://momentum.asia/product/shopee-in-poland/
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Shopee had abandoned the French market much earlier than reported

32
Source: data.ai, Shopee In Poland Report

SPAIN
La entrada: 2021
La salida: 2022

FRANCE
L’entrée: 2021

La sortie: 2022

“We do not know why, but French 
consumers just do not respond to 

our campaigns. 

We could run marketing to get them 
to the campaign landing page, but 

they do not convert.”

https://momentum.asia/product/shopee-in-poland/
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Monetisation: SeaMoney has built a large array of licences & capabilities
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Insurance Bank

Indonesia

Philippines

Malaysia

E-money Licenses

IndonesiaMalaysia ThailandVietnam Philippines
Singapore

Indonesia

Philippines

life

general

general

general

Credit

Digital Bank 
License

Payments

Thailand

Brazil

Source: Momentum Works Insights
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Infrastructure: Shopee made aggressive investment in logistics to build moat

34

Thailand

Vietnam

Singapore

Indonesia

Malaysia

Philippines

1350

40

N.A.

10

60

1350

1100

80

2400

170

750

 0

Shopee Express Hubs

Service points

Inhabitants per sq. km1

Low HighLEGEND

Source: Momentum Works Insights, Shopee Express, Google Maps
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Competition: Lazada’s evolution (not involution) in 2022, in four men

35

Jiang Fan
Chairman, Lazada Group

Head of Alibaba’s International 
Digital Commerce unit

General Manager
eBay

Chun Li

Member, Lazada Board of 
Directors

James Dong

Group CEO, Lazada

Magnus Ekbom

Co-Founder
Ex-Chief Strategy Officer

Group CEO

CEO Lazada Indonesia

Co-President, Head of Product
Lazada

CTO, B2B Division
Alibaba

Director of Product Development
Paypal

CEO, Lazada Thailand & Vietnam
Lazada

Head of Globalization Strategy & 
Corporate Development, Alibaba 
Group
Alibaba

Associate Partner
McKinsey & Company

President
Taobao and TMall

President
Taobao

Founder and CEO
Umeng

Alibaba inject an additional US$ 
1.3 billion in Lazada in 2022

Ex
pe

rie
nc

e

Source: Momentum Works Insights

Jan 2013, with Martell
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Competition: Lazada has built shares in Dana and Touch ‘n Go, and why that matters
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Europe expansion?

Bought into Dana…

Source: Momentum Works Insights, Corporate report

Touch ‘n Go SDN BHD

Antfin Singapore Holding

Lazadapay Holdings

Alipay Singapore Holding

ASP Malaysia
AIA BHD

45.00%

23.00%

11.62%

5.99%
3.00%

35.94%

33.19%

17.70%

6.75%
2.21%

API Hong Kong Investment

Lazadapay Holdings 
PTE LTD

PT DSST Dana Demilang

PT Kreatif Media Karya
PT Sinar Mas Multiartha Tbk
PT Sinar Pertiwi Megah
PT Tigris Andalan Nusantara

2.21%
2.00%

11.38%

… and Touch ‘n Go wallet
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Competition: TikTok aggressively pushing for ecommerce 
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Douyin’s ecommerce GMV (in US$ billion)

Douyin’s ecommerce GMV target for 2022 is 
around US$ 211 billion.

In 2022, TikTok Shop expanded to 
6 countries in Southeast Asia

2021 2022

target

Source: Momentum Works Insights
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Competition: TikTok has been quite busy, and it needs to

38

50% growth in TikTok’s headcount between 
2021-2022

Source: Momentum Works Insights, LinkedIn, Financial Times, company reports

Q1
2021

Q2
2021

Q3
2021

Q4
2021

Q1
2022

Q2
2022

Q3
2022

Digital Ad Revenues Worldwide, by Company
Q1 2021-Q3 2022
billions



© Momentum Works

Competition: TikTok is already going beyond short videos and live streaming

39
Integrated “Shop” button in TikTok Indonesia to allow ‘search’ discovery 

Source: Momentum Works Insights

TikTok Shop in Southeast Asia
Push to monetise the highly engaging 
content platform
report by Momentum Works, Jan 2023
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Advertising = 69% ByteDance revenue in 2021

Shopee, Lazada and TikTok Shop in the big picture (of their respective groups)

40

China International

Logistics

Entertainment Ecommerce Payment
Ecommerce

E-commerce and other 
services make up 45.8% 

of the total revenue of 
Sea Ltd. (in 2021)

Payment

Commerce

China International

Entertainment

Ecommerce = 60.8% Sea revenue in Q3 2022Retail commerce  in China (Taobao/TMall) =  
66% Alibaba revenue

US$ 109.48 B
US$ 9.96 B
Q3: US$ 3.16 B US$ 61.7 B

Source: Momentum Works Insights; Data from 2021

Ecommerce

Douyin GMV:  US$ 104.3B 
 TikTok Shop GMV: US$ 0.95B 



© Momentum Works

Shopee in the POP-Leadership lens

41

POP-Leadership is a strategy framework created  by 
Guoli Chen, professor of strategy at INSEAD, and 

Jianggan Li, CEO of Momentum Works. 

Leadership: In 2021, Shopee went into an aggressive expansion mode across many 
continents and new verticals, in a hope to capture more growth while capital was 
cheap. The leadership of Shopee, known to be very strategic yet detail-oriented, was 
overstretched and did not have enough mental space for all fast increasing 
complexities as a result of the expansion. 

People: Shopee has sent some of its top lieutenants from its successful Southeast 
Asia market to global markets, including Poland. Such tactic ensures the quickest 
replication of the organisation’s strengths into a new market. However, the long term 
viability depends on whether it could develop a strong local leadership.  

Organization: Shopee’s strong cross border capabilities supported the initial market 
entry. That said, how to keep the organization coherent and different units synergistic 
is a common challenge for any (tech or non tech) company expanding into new 
markets, and Shopee is no exception. Its quick retreat from other markets in 2022 
averted bigger organisational issues.  

 
Product:  Shopee largely copied its existing playbook, including product (in the narrow 
sense - the app etc.), operations, customer and seller acquisition into its markets. 
Such playbook seems to have worked in Poland, while failing in France and Spain. Its 
large investments in product and team headcount did not seem to have yielded 
proportionate product improvements. The investment in consumer fintech and 
logistics capabilities is the right move.  

Source: Seeing the Unseen: Behind Chinese Tech Giants’ Global Venturing
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We have received a lot of visitors from China lately, and their ecommerce expectations
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Why does it take minimum a week to 
get a package delivered in 

Singapore?

The product descriptions are not detailed 
enough. There is no video or detailed 
description and pictures, like in China

I never know when my parcel 
might arrive. It is highly 

unpredictable and unreliable.

The logistics and tech infrastructure 
need to be much improved. 

The sellers take 2-3 days to respond to 
a message, while in China, I would get 

my package by that time.

Source: Momentum Works Insights
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On the other hand, Pinduoduo’s Temu is aggressively entering the US market
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Source: Momentum Works Insights
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The fundamental questions we should ask about the future
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Source: Momentum Works Insights

Is there a future for ecommerce in 
Southeast Asia?

What would the role of platforms 
be in that future?

How will Shopee stack up versus 
other platforms in that future?

Shopee office in Shenzhen, China
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Remember what Jack Ma said half a decade ago?
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“In the next ten or twenty years, there will be no e-commerce, 
only new retail… The combination of online and offline plus 
modern logistics can truly create new retail.

The era of pure e-commerce will soon come to an end, the form 
of pure retail will also be broken, and new retail will lead a new 
business model in the future.”

- Jack Ma on New Retail, Oct 2016

Source: Momentum Works Insights, Translated from Chinese during Jack Ma’s speech: https://www.bilibili.com/video/BV1J54y1B7A5/ 
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Momentum Academy helps leaders immerse in innovation, validate & execute their strategies

Get in touch: 
academy@mworks.asia

Leverages insights, experiences 
and community to develop real, 

immersive learning experiences.

Find out more at: momentum.academy

by 

Talks

Case studiesWorkshops

Immersions

http://momentum.academy


48

ExperienceKnowledge

Knowledge | Community | Experience

Inform, Connect and Enable tech and 

new economy in emerging markets

Ventures

academy@mworks.asia

Community
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