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Abstract

The business model concept basically focuses on three questions. Which customer will
be offered value? Which value will be offered? How will income be generated? Although
studies on the business model started earlier, it has been intensively discussed with
the emergence of internet enterprises. Through the Internet, entreprises; facilitated
access to customers, lowered their costs and were enabled to diversify their revenues.
However, there was a rapid increase in the number of business competitors with the
Internet. This forced them to innovate business models in order to be competitive. The
aim of the research is to identify the business models of Turkish internet enterprises and
to determine the relationship between their success and failures and business models.
In this research, business models of the enterprises are examined with case study
approach. Within the scope of the study, 5 internet entrepreneurs were interviewed
and business models were determined. The result of this research is that Turkish
entrepreneurs have to operate at the lowest possible cost. The reasons for operating at
the lowest cost can be listed as follows: a) the market of Turkey is a relatively small, b)
Turkish users do not prefer paid accounts, c) according to Turkish entrepreneurs some
income models are inappropriate, d) the number of investors is small, and investors
are biased towards some business models. The other result of this research is that the
chance of the success of the entrepreneurs can be collected under 3 factors a) if there is
a leading enterprise that will inspire for the business model, b) if they sell to corporate
customers, and c) if they can receive investment.

Keywords: Business Model, Internet Enterprises, Turkey,
JEL Codes: L26, M13, L19, L10, L21, D49,
Basvuru: 23.05.2019 Kabul: 23.11.2019

TURKIYE’DEKI INTERNET GIRISIMLERININ i$ MODELLERININ
INCELENMESI

0z

Is modeli temelde ii¢ sorunun cevabina odaklanmaktadur. Hangi tiiketiciye deger
sunulacak? Hangi deger sunulacak? Nasil gelir elde edilecek? Is modeli ile ilgili
calismalar daha oncesinde baslamasina ragmen internet girisimlerinin olusmastyla
vogunlukla tartisilmaya baslamigtir. Internet; girisimlerin miisteriye erisimlerini

kolaylastirdi, maliyetlerini diisiirdii ve gelirlerini ¢esitlendirme olanagi sagladi. Ancak
internetle birlikte isletmelerin rakiplerinin sayisinda hizli bir artis oldu. Bu durum
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onlarin rekabetci olabilmek igin is modellerinde yenilik yapmaya zorladi. Arastirmanin
amact Tiirk internet givisimlerinin is modellerinin belirlenerek onlarin basar: ve
basarisizliklari ile is modellerinin iliskisini tespit etmektir. Aragstirmada isletmelerin is
modelleri vaka ¢alismasi yaklasimi ile incelenmistiv. Calisma kapsaminda 5 internet
girisimcisi ile miilakat yapilarak is modelleri belirlenmistir. Bu arastirmanin sonucu
Tiirk girigimcileri miimkiin olan en diisiik maliyetle ¢alismak zorunda kalmaktadirlar.
Diisiik maliyetle ¢alisma sebepleri a) Tiirkiye gorece kiigiik bir pazardir, b) Tiirk
kullanicilar iicretli hesaplar: tercih etmemektedir, c) Tiirk girisimciler bazi gelir
modellerinin uygun olmadigina inanmaktadirlar, d) yatirnmcilarin sayisi az ve bazi
is modellerine karsi onyargilar bulunmaktadw.  Arastirmanin bir diger sonucu ise
girigimcilerin basari sansin ii¢ faktor artirmaktadir: a) is modelinden esinlenilecek
lider bir girisim varsa, b) kurumsal miisterilere satis yapiyorsa ve c) yatirim
alabiliyorsa basar: sansi artmaktadur.

Anahtar Kelimeler: Iy Modeli, Internet Girigimi, Tiirkiye,
JEL Kodu: L26, M13, L19, L10, L21, D49,

1. INTRODUCTION

“The business world is rapidly digitizing, breaking down industry barriers and creating
new opportunities while destroying long-successful business models” (Weill & Woerner,
2015: 27). With the emergence of Internet companies, it is becoming clear that there will
be significant changes in business models (Teece, 2010: 178). The first companies have
marketed software and services on the internet as products, and very large companies
have emerged. However, over time, businesses that offer similar services have emerged
with new business models. Enterprise habits have been reinforced, customer loyalty,
cost of change and financial barriers have been tried to be established, but these efforts
have not been very effective. More attention has been paid to business models as new
businesses start to leave old businesses in very difficult situations. Older businesses
have had to change their business models over time. “As business increasingly moves
from the physical world of “place” to the digital world of “space,” companies need to
strengthen their digital business models” (Weill & Woerner, 2013: 71). However, the
enormous increase in the capacities of internet technologies and the decrease in their
costs are enabling more and more services every day. As the old services are starting to
be provided over the internet many factors, such as the way of doing business, service
expectations, distribution channels, employees’ skills, costs, customer volume, the fee
that the customer is ready to pay, are changing. A suitable business model for this new
situation was a necessity.

Studies on this business model is mostly based on internet enterprises. Because internet
technology is at the forefront of the technology that shapes the business world. The
Internet is becoming more and more widespread as a technology that has reached the
world as geographically as ever. It is expected that the next widespread use will be in the
form of spreading the Internet to different products and services. It is expected that the
number of internet affiliate products and the number of services that can be given through
the internet increase day by day. This reveals the fact that internet technologies will affect
more industries in the future.

The business model construct was introduced in the late 1950s but hardly used in
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publications until the 1990s; research on business models has also increased since the
1990s with the rise of internet enterprises (Saebi & Foss, 2015: 202). The main reason for
this interest in business models in the literature has been the understanding that one of the
most important determinants of internet enterprises success is business models. Although
there are various studies on business models, most of them have been conducted in
Western countries. Therefore, examining the business models of enterprises in Turkey in
comparison with other countries and in terms of enterprises in the same areas is important
to identify the differences between them. The research is structured around two basic
questions. “What are the business models of Turkish internet enterprises?” “Do business
models influence the success of enterprises?” The aim of the research is to identify the
business models of Turkish internet enterprises and to determine the relationship between
their success and failures and business models. Since this study is a qualitative study and
it examines the enterprises operating in 5 different areas employing case analysis, the
results cannot be generalized to all enterprises. However, it will provide considerable
inferences in terms of how Turkish entrepreneurs differentiate their business models
according to their international competitors or and identify similar business models. These
deductions will be inspiring for both internet entrepreneurs and researchers working on
internet enterprises.

1.1. Literature Review

The concept of the business model emerged in the 1960s, but in the mid-1990s, was more
and more addressed with the proliferation of internet companies (Barneto & Ouvrard,
2015: 4). The business model explains how the enterprise works. A good business model
should be able to answer Peter Drucker’s questions; “Who is the customer and what is the
customer’s value” and “How will we make money from this business?” (Magretta, 2002:
4). The business model can be expressed in terms of specific strategic choices, although
it can be differentiated by each industry (Barneto & Ouvrard, 2015: 5).

The main concepts related to the business model are; sustainability, income stream,
cost structure, value chain, value proposition, customer segments, stakeholder network,
delivery channel, revenue stream, product and service production and exchange (Zott,
Amitt & Massa 2011: 1028). Osterwalder & Pigneur (2010) defined 9 elements of the
business model (see Figure 1). The business model canvas helped leading companies to
move from product centric thinking to business model thinking (Muhtaroglu et al., 2013:
32).
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Figure 1. Business Model Canvas (Osterwalder & Pigneur, 2010)

The business model can be regarded as the center of entrepreneurship research (Morris,
Schindehutte & Allen, 2005: 734). The business model explains how an enterprise
operates (Magretta, 2002: 4) and meanwhile, it is the heuristic logic that links technical
potential and economic value (Chesbrough & Rosenbloom, 2002: 529). Before an
enterprise emerges, it must decide the business model. The business model sets out the
essential features of the enterprise. Existing businesses can focus on new benefits by
rethinking business models. Business model strategies, that can be focused on, can be
classified as: 1) identifying additional attributes of the product, 2) providing strategic
benefits for third parties, 3) using cross-selling opportunities, and 4) crowdsourcing
(Kesting & Giinzel-Jensen, 2015: 285). With the first strategy, the business focuses on
delivering more value by integrating existing products and services with complementary
new products and services. In the second strategy, strategic benefits can be provided for
third parties. This strategy involves submitting information of a large user group to other
groups. Search engines use search information from large consumer groups as a means of
reaching customers for advertisers. The third strategy involves presenting other products
and services that existing customers may purchase with the products and services they are
buying. The fourth strategy is that your content is created by users, not by the business.

When we look at the history of business model studies, the first studies on business
model date back to the 1960s (Barneto & Ouvrard, 2015: 4). However, studies on
business models have been intensified since 1995 (Zott, Amitt & Massa 2011: 1023) with
the widespread use of the internet. The spread and development of the Internet can be
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handled in many ways. First, the speed and capacity of the internet has increased. This
increased speed and capacity of the internet made it possible to transfer more data. In the
first stage, the data was text based. After that, high-capacity data was available. Secondly,
the diversity of internet bonding patterns has increased. Because of the technology that
removes the necessity of connecting with an internet cable, it has been possible to increase
the number of devices and device types that can be connected to the Internet. Another
development has been the increase in internet security and the preparation of the legal
infrastructure, which has increased the trust of people and institutions on the Internet and
enabled many transactions to be carried out over the internet, including money transfer
and cryptocurrency.

When literature related to the business model is examined, there are studies about wireless
broadband (Rao & Parikh, 2003), 3G (Ballon, 2007), radio frequency identification (RFID)
(Park & Park, 2007), mobile commerce (Wu, Chen and Guo, 2008), Chinese mobile
phone company Shanzhai (Hu, Wan & Zhu, 2011), adoption of product-service systems
(Barquet et al., 2013), the Italian telecommunications industry (Ghezzi, Cortimiglia
& Frank, 2015), the Korean telecommunications industry (Park, Kim & Nam, 2015),
Internet of Things (Rong et al., 2015), Internet-based logistics control towers (Alias et
al., 2015), sustainability-oriented businesses (Joyce & Paquin, 2016; Yang et al., 2017),
mobile music delivery business (Ide et al., 2014), e-commerce of agricultural products
in China (Zhang & Huang, 2015), digital banking (Sia, Soh, & Weill, 2016) and smart
cities (Walravens, 2015).

Ismagilova et al. (2017: 26) examined the SMART economy business model in Russia,
concluding that development in the sector can be achieved through complexed government
support and investments in R&D stimulation, education development, creation of R&D
results commercialisation infrastructure, special tax credits etc. Muhtaroglu et al., (2013:
32) studied the phenomenon of business models in big data applications and services
such as location based services, medical services, and retail services. Wirtz, Schilke,
and Ullrich, (2010) investigated the impact of web 2.0 applications on value creation of
business models.

Leodnetal.,(2016) created the wellness e-services business model in Spain and Mexico using
the canvas business model. When examining the digital ecosystem, actors, interactions,
resources, legal requirements, and devices were considered. As a result, differences in the
ecosystem of the two countries have been identified due to the technological gap between
two countries, legal regulations in data recording systems, connectivity costs, cultural
characteristics and staff qualifications in the wellness e-services (Ledn et al., 2016).

Several variables are considered when determining a business model. If there is significant
technological innovation in an industry, innovation and technology management are of
critical importance; but, when the business model is ignored, success is not guaranteed
(Zott, Amitt & Massa 2011: 1032-33). Business models usually change while technological
innovations are emerging. Business model design is associated with innovation. Most
firms fail to reveal the full potential of the business model (Kesting & Giinzel-Jensen,
2015: 285) and assume that business models will remain the same while many things
change. But changes in the business environment require revising the business model,
otherwise the likelihood of failure increases (Park, Kim & Nam, 2015: 608).
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2. METHODOLOGY

In order to assess the business models of Turkish internet enterprises, the business models
of 5 enterprises were examined employing case study approach. In-depth interviews were
conducted with the founding partners of 5 enterprises. An internet search was conducted
to determine the entrepreneurs to be interviewed and assistance was received from the
Business Angels Networks and Teknocity administrators to select the right enterprises.
Interviews were held in the form of video conferences over the Internet. While selecting
the companies to be examined, particular attention was paid to choose pioneering
entreprises in a specific field in an environment with no market dominating business
at the time of their establishment. Because it means that there is no clear guide on how
to succeed if there is no competitor dominating the market. Thus, the entrepreneur will
be more creative in determining the business model. Sampling method is purposeful
sampling method. Each interview lasted 40-75 minutes.

Semi-structured questionnaires were used in the interviews. In order to accustom the
participants to the interview, they were first asked the story of their entreprises since
its establishment. Subsequently, each business model element and the reasons for its
choise was addressed individually. Finally, the participants were asked to provide
information on the number of sharcholders of the enterprise, training of shareholders,
whether they received investment, the purpose of the entrepreneur and the number of
staff. In addition, questions that were not in the questionnaire were asked to better assess
the situation upon the entrepreneur’s answer. The interviews were recorded with the
permission of the participants. During the interviews, notes were taken and later were
combined with additional notes taken from the interview recordings. Business models of
five entreprencurs were prepared using “Business Model Generation: A Handbook for
Visionaries, Game Changers, and Challengers” (Osterwalder & Pigneur, 2010) book.

3. FINDINGS

3.1. Foreign Language Education

The first enterprise provides foreign language training on the internet via short videos.
The activities that the enterprise does are basically divided into films, cartoons, serials,
documentaries, television programs and speeches that can be used for educational
purposes and usually do not exceed 20 seconds. Later, the text in the video is translated
into the supported languages. There are two translations of the text. The first is the
correct translation and the second is the wrong translation. Sometimes, in the wrong
translation, the word is wrongly translated, or sometimes the structure of the sentence is
misinterpreted. The videos are classified according to their length, audience age, difficulty
level and grammar structures.

The key resource of the enterprise is human resources as it is in all innovative enterprises.
In addition, the venture develops an artificial intelligence to dissociate itself from other
businesses. Thanks to this artificial intelligence, users can encounter different contents
as they use the system. In this way, all users have an advantage over other discouraging
education systems. The most important advantage of this enterprise is to determine what
the user is missing in order to determine his or her level or knowledge without needing
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a test.

The customer group targeted by the enterprise is anyone who wants to learn the language.
The enterprise does not separate those who want to learn language into different market
segments. For this reason, it serves all the world, every level of income and users of
all ages. The enterprise now offers English language learning services for 20 different
international languages. While these mother tongues cover a significant part of the world,
for those whose language is not available, English is an option.

The most important value offered to users of the enterprise is that it makes learning
foreign languages fun. On this account, users can learn without being bored. It means that
fewer learners have to stop learning. The enterprise knows its users better as they spend
time on the system, so they can offer more relevant content to them.

Users can access from computers and mobile devices. The first option is to access the
website, which is designed for both PC and mobile devices and can be used on either
without any software installation. There are also applications for Android and i0OS
operating systems.

This enterprise is promoted through social media networks. It has relationships with
users through these networks. The instructors of the enterprise can teach lectures live on
Facebook. They also come together with them by organizing conferences, participate in
youth intensive activities and universities in Turkey.

There are linguists and computer programmers who give part-time support in addition to
full-time employees. In order to make the enterprise more widespread, it is doing business
with language teaching courses and schools. While the greatest cost of the enterprise is
staff and hosting services, the cost of promoting the business is very limited.

The enterprise is completely free for both individual users and enterprise users. For now,
the only source of revenue for the enterprise is advertising. Because advertisements are
turned into educational material for users, users are more likely to engage with ads. Users
often watch more than once to understand what is said in the ad. It can also identify the
new word with the brand. For this reason, it is possible to charge a higher display fee than
ads for other entrepreneurs. The enterprise is also working on two new incomes. The first
is to focus on the teaching of these languages by making agreements with governments
that want to expand their language and culture. In this way, it will be possible for more
people to learn the language. In addition, as a training material, serious promotional
support will be provided about the country to use the films, series, documentaries, etc.
that reflect the culture of the country. The second revenue source is a commission for
each product purchased by linking to a site where the main source of the video used in
education (film, documentary, etc.) is sold.

3.2. Wedding Organization

The second internet enterprise brings together customers and businesses that can provide
products and services that people, who are about to marry, need. The main activity of this
enterprise is to establish and maintain a virtual market place. For this reason, care is taken
to keep the proportion of those who want to get married to the businesses that will provide
the goods and services that the married people need. Because this balance is broken and
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the number of those who want to get married increases, the tendency of researching other
sites is increasing because the customers do not have enough options. When the number
of business increases, the businesses leave the system because they can not attract enough
customers. For this reason, the enterprise seeks to increase both groups in a balanced way.

The first resource of this enterprise is that it was the first in the market. Because when
virtual markets are taken into consideration, the enterprise, which is the first adopted
in a market, takes almost all of the profits. It is not possible for subsequent entities to
receive a significant share of the market unless they have made significant innovations
or have allocated considerable investment budgets. The second resource of the enterprise
is human resources. The most important factor affecting the entrepreneurial investment
decision is the motivation of the employees and the ability to attract qualified personnel.
The third resource of the enterprise is the platform on which it is built.

It also cooperates with the businesses providing the technical infrastructure to carry out
the enterprise activities. The greatest cost of the enterprise is the salaries that employees
are paid. Other costly activities for the enterprise are to improve and maintain the virtual
market system. As the enterprise enters new territory, new employees are hired to fill the
database with the businesses that provide services related to marriage, and when entry
is complete those employees are released. In addition, the content related to marriage is
translated by adapting it to the culture of the region. The number of personnel required
for these two operations decreases after the entry in the new territory. The enterprise tends
not to see the cost of sales for the field salesperson as an actual cost. These people are
only working as long as they bring in sales above their cost.

The target customer group of the enterprise is the people who want to marry and the
businesses that can serve them. The target volume of the enterprise constitutes a small part
of the total customers. For this reason, the enterprise does not rededicate the target market,
for example, the gender or ethnicity. Considering the target group that the enterprise has
identified, a serious problem arises. Normally, virtual markets have the ability to resell
to a significant portion of the customers they have acquired, but marriage is usually done
once in life. For this reason, repeated sales are not possible when a customer is earned.
The customer who enters the system needs to be sold as many services as possible at one
time. The value proposition of the enterprise therefore covers all the services needed for
marriage. The enterprise allows the couple to do all the planning related to their wedding.
This provides new customers for marriage service businesses.

The enterprise brings together those who want to get married and those who provide
services to them. In this case, only those who will get married will have personal contact
when they have trouble with other businesses and all services to the customers are self
service. The enterprise uses limited internet advertising to reach the customers. To sell
memberships to corporate clients, the enterprise sets up sales teams in major cities. Sales
teams for medium-sized cities visit on a regular basis, there are no sales teams for the
small cities.

Enterprise income is derived from corporate memberships that are sold to businesses and
supplementary packages such as priority listings in the province. The enterprise does not
sell corporate memberships in the first phase in newly entered areas. Because corporate
members are leaving the system when they can not get enough customers, it takes quite
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a long time to regain the customers who abandon the system. For this reason, the number
of persons to be married is provided free of charge to corporate customers until they reach
the designated targets in that region. Thus, corporate customers are free to try out the
services of the enterprise and see the benefits to their business. The sales to the customers
who try the service are easier afterwards.

3.3. Customer Data Processing Service

The entreprise instantly analyzes the data of the business for the website owners. Using
this data, they offer products or content that can be of interest to users. Thus, it is aimed so
that the users who come to the website stay longer on the site or purchase more products.
The main activity of the entreprise is to improve the model that increases the sales on
the website and the user traffic by using the data which is in constant flow. The main
resource of the entreprise is the highly educated workforce that develops this model.
Partners have undertaken a number of projects with universities for state agencies before
the establishment of this enterprise. Therefore, it can be said that the university is the first
partner of the enterprise. The highest cost of the entreprise is personnel costs, for better
product development and also to realize the sale of the products.

The basic value proposition of the entreprise is to increase the sales of internet sites and
the customer traffic. The services offered by the entreprise mainly use two data types.
The province handles the data of users who have come to the site before. Thanks to this
data, it instantly creates lists such as best selling, most read, and most popular on the site.
On this site, when the users enter the site, they find it ready on the site. So you can easily
decide which products or content to look at. Secondly, it processes the data of the person
who uses the site. By using these two data types together, it is possible that the user will
be interested in the products and content. It also gives you personalized content when
you send an SMS or email to your registered customers on the site. Other products may
not be reported or are given in a lower order, given that the information that the person is
interested in or that the products that are likely to be of interest are being given priority.
The enterprise has designated its customers as medium and large internet entreprises.
The entreprise makes face to face sales to customers in Istanbul which is Turkey’s largest
city. The sales unit is not created for the other cities because they do not have sufficient
customer potential. The enterprise only provides face-to-face sales and consultancy
services for large businesses operating in Istanbul. Premium services are provided for
these businesses by way of bidding. All remaining businesses have Internet sales where
they can purchase self-service accounts. There are a 14 days free trial and three separate
packages. Although the venture allocates a fairly low budget to promote internet sales,
there are quite a few customers joining it. The number of these customers is very high, but
the revenue generated by them is much lower than the income generated by face-to-face
sales. The enterprise, therefore, encourages entry-level customers to buy higher packages.

3.4. Social Survey Platform

This enterprise defines itself as a social survey platform. The main activity of the
enterprise is to motivate people to prepare and respond to surveys. Users can share
the questions with the respondents, which can be prepared in various forms. As many
inquiries as possible are asked of those who enter the site. The person who answered the
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question can see the percentage of people who prefer an answer to each question before.
For this reason, those who are curious about what other people are responding to can
answer a lot of questions. The main resource of business is the platform infrastructure that
provides the best possible interaction between users. Enterprise promotes the platform
through partnerships with major news sites in Turkey. After the news on news sites, users
can answer with their opinions about the news before leaving the site. The platform does
not charge for this service. However, it puts a log of the platform. The major cost of the
enterprise is the labor cost.

The entreprise is the one who is interested in the customer base. Those who are curious
about what other people think about in a given context constitute the target of the platform.
The platform’s value proposition is to eliminate curiosity by asking and answering the
users, also curiosity is social. The enterprise reaches its users via the platform and news
sites. The relationship of the enterprise to the customer is usually through the platform.
Site employees and users can not communicate easily. Here, more and more users
communicate with each other. However, users can complain about content. Questions
that can be accessed from the main page of the platform are often selected by the editors
to reach a certain number of respondents. Other questions are published without editorial
supervision. The main resource of the enterprise is sponsored surveys. The enterprise gives
institutional customers the opportunity to ask questions about themselves. In sponsored
surveys it is possible to offer customized content according to the given response that is not
in other surveys. For example, an e-commerce site is able to ask the users what they want
to do with the sport and direct users to a page where detailed information about that sport
is given according to the answer. In addition to the event that the enterprise has obtained
from sponsorship, there are also options for receiving advertisements and memberships
for paid news sites. However, entrepreneurs do not want to place advertisements to bother
users inside the site, and to disrupt the friendly environment. The drawbacks of paid
membership to news sites are, in this case, a transition from a social media platform to
providing technical support to those sites. In this case the enterprise will not be able to
use their logos in these sites and will not be able to link to their platform. Additionally, as
the number of users will not increase enough, this will be far from being a social media
platform.

3.5. Crowdsourcing Platform

The crowdsourcing enterprise mediates the support of the wider public for those who
are in the field of technology, arts and social responsibility. The main activity of the
enterprise is to attract project owners to the site and help them to announce their project
well. The main resource of the enterprise is the relationship established with those who
want to realize the project and the trust it gives to those who want to support the projects.
The enterprise cooperates with universities, art centers and other project development
communities to meet project owners. The cost of the enterprise is kept as low as possible.
There are three partners of the enterprise and there is no expectation of income for each
of them because they have other jobs. The only costs of the enterprise are hosting the
platform and the cost of meetings and competitions for the promotion of the platform.
As crowdsourcing is not spreading organically throughout the country, it is necessary
to introduce themselves to the project people face to face. It is expected that full-time
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personnel costs will be generated while promotional costs will be reduced after projects
are funded with a certain prevalence and success.

The enterprise helps finance large-scale crowdsourcing for those whose project is a value
proposition but does not have the resources to realize it. The enterprise also supports the
successful funding of each project. The enterprise has three core customer segments.
Persons with technical infrastructure in which they can develop technological products.
The enterprise is primarily aimed at this segment. The student communities of the
universities come together with the students in engineering and design faculties. These
people are able to raise funds more easily because they can develop physical products.
However, since these people have access to public funds, priority preference is not
crowdsourcing. This segment is not easy to be persuaded for this reason. The second
is artists who develop art projects. These individuals are in arts courses and related
faculties of universities and are segmented by themes. Generally, there are projects such
as documentaries, short films, and concerts. The third is sensitive people who develop
social projects. The enterprise is very selective about these projects. Because it is difficult
to successfully fund these projects. Supporters donate in cases which they like the project
very much or trust those organizing the project. The enterprise offers self-service to
donors and a service to those who have a project. The entrepreneurs need to increase
the number of successfully funded projects in order for new and better projects to come
to them. For this reason, the experience of finding funding for the project is a priority.
The only resource of the enterprise is the commission from successfully funded projects.
Current projects need to be funded successfully in order for the enterprise to generate
revenue and attract more projects in the future.

4 DISCUSSION

Within the scope of the research, the business model of five Turkish Internet entrepreneurs
has been examined.

The wedding organization platform is the only example that can supply angel investment
capital. For this reason, although the venture has grown within a few years without an
angel investment capital base in the country, it has reached the same size in only a few
months abroad after finding capital. This enterprise has been able to adapt the business
model of its overseas competitors without significant changes. In the process of growth,
it has been able to expand abroad using the same platform and business model.

The enterprise, providing customer data processing service, aims to generate more value
from its users by instantly processing the data the entreprise have. The business can use the
business models of the leading enterprises. Although there are no significant differences
in the business model between rival entreprises, competition continues through the
efficiency of data processing.

Surveys of the Turkish social media platform show it is resisting the ability of the global
social media platforms to implement the same business model. In larger markets, while
sponsored messages would provide sufficient income for the enterprise, in the Turkish
market it would be necessary to find additional income for this enterprise. Entrepreneurial
social media is making resisting other income-generating activities because it is felt that
engaging in this type of activities would change the business to a social media enterprise.
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In the foreign language education venture surveyed, it does not offer any paid service
while all competitors are selling premium accounts and paid memberships for educational
institutions. Although this enterprise is sufficiently sustained in business through
advertising revenue, it can not be said to support rapid growth.

Because the crowd funding enterprise can not yet fully convince itself of its contribution
to the realization of technological projects, it does not seem possible for the enterprise to
produce income for itself.

Le6n et al.,, (2016), in their research found that business models differ between
countries. Similarly, there are differences with the business models of Turkish internet
enterprises and foreign enterprises. Turkey has a smaller market and entrepreneurs have
more difficulty accessing business angels. There are also fewer examples of successful
initiatives. Weaknesses occur due to the deficiencies of the entreprenorial ecosystem.
Similar to the findings of Ismagilova et al., (2017: 26) for Russia, Turkish enterprises are
not able to develop rapidly with their own income models. Thus, government incentives
may be effective to support their growth.

As a result of the review of Turkish enterprises, it has been observed that they have to
work at the lowest possible cost while forming business models. The reason for being
forced to work within such a low-cost market is the relatively small market in Turkey,
beliefs of entrepreneurs and Turkish customer preference to use free accounts. Moreover,
Turkish entrepreneurs have to manage the enterprise with little capital due to difficulties
in finding capital. They can not grow fast enough to introduce themselves and develop
new services due to budget constraints.

The chance of success increases when Turkish Internet enterprises determine their
business model a) if they have a leading competitor to take as an example, b) if they
receive their revenue in return for the services they offer to their corporate customers
and c) if they can find the capital to achieve the scale required by the business they do.
When enterprises rely on their income to consumers or businesses that want to access
consumers, they cannot earn enough income. Starting with low capital and waiting for a
long time to reach an adequate scale brings along risks for enterprises. In cases where the
consumer does not know or cannot fully understand the value proposition, the business
needs a significant marketing budget to gain new customers.

CONCLUSION

This research provides important tips for understanding and adapting existing business
models for internet entrepreneurs. Internet enterprises in different fields were selected
and efforts were made to provide as much diversity as possible.

Within the scope of the research, 5 cases were examined to find the answers to “What
are the business models of Turkish internet enterprises?” “Do business models affect the
success of the enterprises?” Since the research covers 5 internet enterprises, the findings
cannot be generalised over all enterprises. However, the research provides important
insights into Turkish internet enterprises.

Further studies may adress the business models by separating the internet entrepreneurs
by industry. Moreover, if a sufficient sample can be determined, it is also recommended
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to employ quantitative methods in order to compare the growth rates, profitability and
capital finding skills of entreprises with different business models. Investors are worried
that some business models are not suitable for Turkey. Subsequent researchers may also
explore investors’ beliefs about the success of their business model.

In order to increase the chance of success, the entrepreneurs willing to prepare a business
model must take into consideration the following issues. If the value proposition is not
easily understood or adopted by customers, high marketing expenses-will be required.
They must own capital to allocate to this field. As selling services to end-users in Turkey
is difficult, it should be examined whether the revenue from the advertisers or sellers who
wish to access it will cover the costs. If the business you set up is the first one in Turkey,
then the revenue model employed should be similar to your foreign competitors’. If you
don’t have foreign competitors, you need to diversify your income generating activities.
Income is important for the continuation of the business, especially when you cannot find
investment in the early stages. If you do not have enough capital, it will be important to
know which business models investors will invest in.
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TURKIYE’DEKI INTERNET GIiRiSIMLERININ iS MODELLERININ
INCELENMESI

1. GIRiS

Internet sirketlerinin ilk ortaya ¢ikmasi ile birlikte is modelleri konusunda 6nemli
degisimler yasanacag1 anlasilmaya baslanmistir. Is modeli kavrami 1960’larda ortaya
¢itkmakla beraber 1990’larin ortasinda internet girketlerinin ¢gogalmasiyla yayglnlasmlstlr
(Barneto ve Ouvrard, 2015: 4). Is modeli, girisimin nasil ¢alistigin1 agiklar. Iyi bir is
modeli Peter Drucker’in “Miisteri kimdir ve miisteri degeri nedir?” ve “Bu isten nasil
para kazanacagiz?” sorularina cevap verebilmelidir (Magretta, 2002: 4).

Is modeli iizerine yapilan calismalar, cogunlukla internet girisimleri {izerine yapilmistr.
Eski hizmetler internet iizerinden verilmeye baslandik¢a isin yapilisi, hizmetten
beklentiler, aracilar, c¢aliganlarin becerileri, maliyetler, miisteri kitlesi, miisterinin
6demeye hazir oldugu ticret gibi pek ¢ok unsur degismekte, bu yeni durumda igletmenin
hayatta kalabilmesi ve rakipleri ile miicadele edebilmesi i¢in yeni duruma uygun is
modeli gelistirebilmesi gerekmektedir.

Arastirma iki temel soru etrafinda gergevelenmistir. “Tiirk internet girisimlerinin is
modelleri nedir? Is modelleri girisimlerin basarisii etkilemekte midir?” Arastirmanin
amact Tirk internet girisimlerinin is modellerinin belirlenerek onlarin basari ve
basarisizliklari ile is modellerinin iliskisini tespit etmektir. Bu arastirma nitel bir ¢alisma
oldugundan ve 5 farkli alanda faaliyet gésteren girisimi vaka analizi ile incelediginden
dolay1r sonuglar1 tim girisimlere genellestirilemez. Ancak Tiirk girisimcilerinin is
modellerini uluslararasi rakiplerine gore nasil farklilagtirdiklar1 veya benzer kildiklarini
gostermesi agisindan oldukg¢a 6nemli ¢ikarimlar saglayacaktir. Bu ¢ikarimlar hem internet
girigimcileri hem de internet girigimleri iizerine galisan arastirmacilar igin ilham verici
olacaktir.

1.1. Literatiir Ozeti

Girisimlerin odaklanabilecekleri is modeli stratejileri 1) tiriiniin ek 6zelliklerini ortaya
¢ikarmak, 2) t¢ilinci kisiler i¢in stratejik faydalar saglamak, 3) capraz satis olanaklarini
kullanmak, 4) miisteriler ve kitlelerden faydalanmak (crowdsourcing) seklinde
siniflandirilabilir (Kesting, Giinzel-Jensen, 2015: 285).

Is modeli ile ilgili literatiir incelendiginde kablosuz genis bantlar (Rao ve Parikh, 2003),
3G (Ballon, 2007), radyo frekans1 ile tanimlama (RFID) (Park ve Park, 2007), mobil ticaret
(Wu, Chen ve Guo, 2008), Cinli cep telefonu firmas: (Hu, Wan ve Zhu, 2011), italyan
telekomiinikasyon sektorii (Ghezzi, Cortimiglia ve Frank, 2015), Kore telekomiinikasyon
sektorii (Park, Kim ve Nam, 2015), nesnelerin interneti (Rong vd., 2015), akilli sehirler
(smart city) (Walravens, 2015) ile ilgili ¢alismalar bulunmaktadir.
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Bir is modeli belirlenirken ¢ok sayida degisken goz Oniine alinir. Bir sektorde 6nemli
teknolojik yenilikler olurken elbette yenilik ve teknoloji yonetimi dnemlidir ancak is
modeli goz ard1 edildiginde basari garanti degildir (Zott, Amitt ve Massa 2011: 1032-33).
Teknolojik yenilikler ortaya ¢ikarlarken is modelleri nadiren degismeden kalir. Is modeli
tasarimi yenilikle iliskilidir. Cogu firma is modelinin, potansiyelinin tamamini ortaya
¢ikarmada basarisiz oldugunun farkinda degildir (Kesting, Giinzel-Jensen, 2015: 285)
ve degisim karsisinda isletmede pek ¢ok sey degisirken is modellerinin ayni kalacagi
varsayilir. Fakat is ¢evresindeki degisimler is modelini revize etmeyi gerektirir, aksi
takdirde basarisizlik ihtimali artar (Park, Kim ve Nam, 2015: 608).

2. YONTEM

Tiirk internet girisimlerinin ig modellerinin anlagilmasi i¢in 5 girisimin is modeli vaka
analizi yaklasimi ile incelenmistir. Arastirma kapsaminda 5 girisimin kurucu ortaklari
ile goriigilmiistiir. Gorisiilecek girisimcilerin belirlenmesi igin internet arastirmasi
yapitlmigtir ve dogru girisimleri se¢gmek i¢in is melegi aglarindan ve teknokent
yoneticilerinden yardim alinmustir. Secilecek girisimlerin alaninda Tiirkiyenin ilk girisimi
olmasina veya pazari heniiz domine eden bir igletme yokken kurulmus olmalarina dikkat
edildi. Ciinkii pazar1 domine eden bir rakibin olmamasi nasil basarili olunacagina yonelik
acik bir klavuz olmadigi anlamina gelmektedir. Boylece girisimei is modelini belirlerken
daha fazla yaraticilik sans1 olacaktir. Ornekleme ydntemi amagl rnekleme yontemidir.
Gorligmeler internet iizerinden gorintilii goriisme seklinde gerceklestirilmistir. Her
goriigme 40-75 dakika siirmiistiir.

Gorlismelerde yari yapilandirilmis soru formlari kullanilmistir. Arastima kapsaminda
Osterwalder & Pigneur (2010)’un gelistirdikleri 9 yapitash is modeli esas alinmustir.
Yapilan goriigmeler katilimcilardan izin aliarak kayit altina alinmistir. Bu sayede
goriismeler tekrar tekrar dinlenmis ve goriisme esnasinda alinan notlarla birlikte vakalar
olusturulmustur.

3. BULGULAR

Arasgtirma kapsaminda bes Tiirk internet girisimcisinin is modeli incelenmistir. Diigiin
organizasyon platformu dis sermaye temin edebilen tek Ornektir. Bu sebeple girisim
yurt igerisinde dis sermaye temini olmaksizin birkag¢ yilda biiyiimesine ragmen sermaye
bulduktan sonra yurt disinda ayni biiytikliige sadece birkag ayda ulagabilmistir. Bu girisim
is modelini tasarlarken yurtdigindaki rakiplerinin is modellerini énemli degisiklikler
yapmadan Tiirkiye’ye uyarlayabilmistir.

Miisteri verilerini isleme hizmetini veren girisim isletmelerin sahip olduklar1 verileri
anlik olarak isleyerek miisterilerine daha fazla deger iiretmeyi amaclamaktadir. Isletme is
kolundaki lider girisimlerin is modellerini kullanabilmektedir. Is modelinde rakiplerinden
anlamli farkliliklar bulunmamasina ragmen rekabet verilerin islenmesindeki etkinlik
iizerinden devam etmektedir.

Anket sosyal medya platformu olan girisim diinya ¢apindaki sosyal medya platformlarinin
ayn1 i modelini uygulayabilmek i¢in direnmektedir. Daha biiyiik pazarlarda sponsorlu
iletilerden elde edilecek getiriler girisim i¢in yeterli geliri saglayabilecekken, gorece
kiiciik olan Tiirkiye pazar1 bu girisim i¢in yeni gelirler bulmay1 zorunlu hale getirmektedir.
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Girigimci sosyal medya iddiasindan vazgegmemek igin diger gelir getirici faaliyetleri
uygulamaya ge¢irmemektedir.

Yabanci dil egitimi veren girisim ise neredeyse tiim rakipleri ticretli premium hesap
satis1 ve egitim kurumlari i¢in kurumsal {iyelik satis1 yaparken {icretli hi¢bir hizmet
sunmamaktadir. Bu girisimin reklam gelirleri, isleri siirdirmek igin yeterli olsa da hizli
biiylimeyi destekleyecek dl¢ciide olmadigi sdylenebilir.

Kitle fonlama girisimi ise heniiz kendini tam olarak tanitamadigi, 6zellikle teknolojik
projelerin gergeklestirilmesindeki katkisina proje sahiplerini ikna edemedigi i¢in girigimin
kendine yetecek geliri dahi iiretebilmesi miimkiin gériinmemektedir.

4. TARTISMA ve SONUC

Tiirk girisimleri ile ilgili inceleme sonucunda is modellerini olustururken olabildigince
diistik maliyetlerle calismak zorunda kaldiklar1 goézlenmistir. Diigiik maliyetlerle
calismanin zorunlu olma gerekgesi Tiirkiye pazarinin nispeten kiiciik bir pazar olmasi
ve Tiirk miisterilerinin ticretli hizmetleri tercih etmemesidir. Ayrica Tiirk girisimcilerinin
sermaye bulma konusundaki zorluklar1 dolayisiyla az sermaye ile girisimi yonetmek
zorunda kalmaktadirlar. Bu sebeple girisimler kendilerini tanitmak ve yeni hizmetler
gelistirmek konusunda biitce kisitlar1 dolayisiyla yeterince hizli biiyiiyememektedirler.

Tiirk internet girisimleri is modelini belirlerken 6rnek alabildikleri lider bir rakipleri
oldugunda, gelirlerini kurumsal miisterilerine sunduklart hizmet karsiliginda aldiklarinda
ve yaptiklar1 igin gerektirdigi 6l¢ege gelebilmek igin sermeye bulabildiklerinde basari
sanslar1 artmaktadir. Gelir elde etmeleri tiiketicilere veya ona erismek isteyen isletmelere
bagl oldugunda yeterli geliri elde edemektedir. Az sermaye ile baslayip yeterli dlcege
gelmek i¢in uzun siire gegmesini beklemek igletmeler agisindan riskler olugturmaktadir.
Tiiketicinin bilmedigi {iriinlerde veya deger Onerisini tam anlayamadigi durumlarda
isletmeler yeni miisteri kazanmak igin ciddi pazarlama biit¢esine ihtiyag duymaktadirlar.

Leon vd., (2016) yaptiklar1 arastirmada is modellerinin iilkeler arasinda farklilik
gosterdigini bulmuslardir. Benzer olarak Tiirk internet girigimlerinin yurtdisindaki
girigimlerin is modelleri ile farkliliklar mevcuttur. Tiirkiye daha kiiciik pazara sahiptir
ve girisimciler is meleklerine erisimde daha fazla zorluk ¢ekmektedir. Ayrica basarili
girigimler konusunda 6nlerinde daha az 6rnek bulunmaktadir. Girisimcilik ekosisteminin
eksikleri dolayistyla zaafiyetler olugmaktadir. Ismagilova vd. (2017; 26) Rusya’daki
bulgularina benzer olarak Tiirk girisimleri kendi gelir modelleri ile mevcut kosullarda
hizli gelisim gostermeleri miimkiin degildir. Bu durumda devlet tegvikleri onlarin
biiylimesinde etkili olabilecektir.

Bu arastirma elektronik girigimciler i¢in mevcut is modellerini anlamak ve kendilerine
adapte etmek icin 6nemli ipuglari vermektedir. Birbirinden farkli elektronik girisimler
ele almarak olabildigince cesitlilik hakkinda bilgilendirme yapilmaya c¢aligilmustir.
Bundan sonraki ¢alismalar internet girisimerini sektorel olarak ayirarak is modellerini
inceleyebilirler. Ayrica yeterli 6rnekleme erisim miimkiin olmast durumunda nicel
calismalarla farkli is modellerine sahip girisimlerin biiyiime hizlari, karliliklari, sermaye
bulmalar1 becerileri karsilastirilabilir.

Is modeli hazirlayacak girisimcilerin asagidaki konulara dikkat etmeleri onlarin basar
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sanslarini artiracaktir. Deger Onerisi miisteriler tarafindan kolaylikla anlasilabilir
ve benimsenebilir degilse ciddi pazarlama biitgeleri gerekli olacaktir. Bu pazarlama
biitgesini ayirabilecekleri sermayelerinin olmasi gerekir. Son kullaniciya Tiirkiye’de
hizmet satmak zor. Bu durumda ona erismek isteyen reklamveren veya saticilardan elde
edilecek gelir maliyetleri karsilay1p karsilamayacaginin incelenmesi gerekir. Yapacaginiz
is Turkiye’de ilk ise gelir modeliniz yabanci rakiplerinize benzemek durumundadir. Eger
yabanci rakipleriniz yoksa gelir getirici faaliyetlerinizi ¢esitlendirmeniz gerekir. Ozellikle
erken evrelerde yatirim bulamadiginiz durumlarda isin devami i¢in nakit gelirler 6nemli
olmaktadir. Yeterli sermayeye sahip degilseniz yatirimcilarin hangi is modellerine yatirim
yapacagini bilmeniz 6nemli olacaktir.
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