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Introduction:
Our term project is a startup dotcom web site, which is an intermediary for the coders and companies or individuals that need employees to code their project in a given time frame.  We chose this topic, because our group members are all computer engineers and we saw a gap in renting a coder for a project.  In addition, this site will be popular for the programmers, because our site will create a part time job opportunity for them. On the other hand, our web site will let the students to find solutions to their homework or projects. From the companies’ point of view, this kind of engagement decreases the cost, because the company will pay money on project basis. The demand exists for this market in Turkey and we will be the first mover, considering that it is a profitable business (see Diagram 1).  
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Diagram 1

Our business plan for this project contains the e-business model schematics shown above (see Diagram 1) and the 8 key ingredients of our business model as described below. The e-commerce type of our initiative is mainly C2C. However since the buyers and coders may be companies, the type may also be considered as B2C, C2B or even B2B.
Value Proposition: Our website is intended to serve both coders and companies or individuals who are in search of part time coders that they can rent for just a short period of time, in order to conclude their business projects or individual tasks. Our website is very useful for coders in order to find clients and earn money without working for a company, as a freelance programmer. On the other hand it is also very useful for the companies because by this way, they can save great amount of money. They would not need to hire coders and pay for them when there is no need. Some companies may just need a coder for a specific project and this need can be for just a short period of time. Finally it is very useful for students too, in order for them to get some extra help in doing their homework. But on this issue, we will clearly state that no graduation or degree projects would be done through our website. Another type of disallowed projects can be the ones violating copyrights or other laws.  
Revenue Model: There are two possible revenue models: one will be based on subscription fee, and the other will be commissions over the work done. Both will also contain advertisements, and affiliate. 

For the first model, the buyer will pay subscription fee for being a member of programyazdir.com. He also will pay money for giving advertisement to the web site. But this money will be a small amount. In addition, the coder will pay a small subscription fee to be one of the coders in the programyazdir.com. By this way, they can see the advertisements of buyers and can join auctions.  
In the second model, the main revenue is commissions cut from the coders, which will be the 15% of the money they will get from the buyers. When the project concludes and the buyer states that it is satisfied, 85% of the money will be paid to the coder. 

The buyers, when they agree to work with a coder will pay us the agreed amount of the money of the project. By keeping the money from the beginning until the end of the project, we will have the chance to invest the money and earn more from interest. Other revenues will be the advertisements we get on out site and banner exchanges to get referral income.
Market Opportunity: Our website is intended to serve coders and buyers. 

Buyers: who needs custom software developed, any customized programming and outsourcing can refer to us. These buyers can be firms, organizations, individuals, in short, anyone who needs help on computer jobs will be in our buyer market.

Coders: who are interested to earn additional income, willing to work as a freelance in our web site instead of working for a company and without ever leaving their home will be our software coder market. Also small scale companies may be interested on this kind of jobs.
Competitive Environment: Our fierce competitor will be www.rentacoder.com, freelance coders and coding companies. The majority of buyers of “rentacoder” are from the United States, the United Kingdom and Australia, also the majority of coders are from the United States, India and Romania; however we intend to serve for only Turkish market therefore we won’t have a firm competition with rentacoder. Nevertheless, in Turkey, our main competitors will be freelance coders that are not subscribed to our site. However for buyers it will be always easy to find a coder in the Internet via a web site that is dedicated to find one rather than searching for coders somewhere else. Moreover, thanks to the bidding process, it will be easier for the buyers to pay less for a project in our site. Likewise coders will be able to access a huge pool of potential work via our web site and emails to our subscribers about new projects rather than making an effort to catch projects with their own.
Competitive Advantage: The aim of our firm is to bring buyers and coders together as much as we can. Due to this aim, we provide many advantages to both buyers and coders. The first one of these advantages is the bidding process. Bidding process is the most important advantage of our firm. There are two different types of bidding processes; open auction and close auction. In both auctions, any coder, who is interested in the project, may bid to the project and the buyer is free to choose the coder from the bidders. In open auction, the lowest price is displayed to the coders for the benefit of both the buyers and the coders. With this auction type, a company (a buyer) may reduce the cost of the project and the coder will be able to decrease his or her bid in order to get the project. On the other hand, in close auction, the prices won’t be decided by the buyers, thus won’t be displayed to coders. So the buyer will be able to determine the approximate cost of the project and he will be able to choose the best coder according to the bids. In other words, the coders have to bid more carefully; they should bid according to the price that is in their mind not according to the current auction price.

In addition to these there will be two more payment processes as an option to the bidding processes. The first one is direct assignment of a coder that has a reputation for you. For instance, you may ask a coder to work for your project for a certain price. The coder may accept or refuse your offer according to the category and the price of the project. By this process, the buyer may benefit from the Quality of Service that the coder gives and the coder may capitalize on his reputation.

The second one is the bonuses for the both sides. After a certain amount of work, we will charge less commission fee to a coder. The advantage of coder will be earning more money and the advantage of buyer will be paying less money, if they agree.

These are the processes for the payments that will provide benefit for both buyers and coders. 

For the future, we plan to add the following services: automated e-mail alerts and the desktop programs. Through the automated e-mail alerts, we will send information on newly opened projects. For instance, a coder will choose his area of interest in the membership process and will agree to receive news about the projects that are in his area of interest. Then, when a new project is opened in that category, an automated e-mail will be sent to the coder. By these e-mails, coders don’t lose time to catch the project.

The other option will be desktop programs. Whenever a new project or a project that is in your area of interest is opened, a message will come to you, which contains the description of that project. By this program, you will catch projects with a simple effort; only reading the message that comes to your program. This program will have a small icon in the system tray of the member’s desktop
It seems that only the coders will benefit from the last two services, but the buyers will benefit from these services as well. They will take the latest bids to their open projects and also they will take the notification messages for various actions. For instance, they will be notified when the bid is closed or when they have a message from the coder.

Market Strategy: The promotion of our web site is very important. There are many promotion models but we should choose the one that fits best to our company. 

First, we will give advertisements to the related companies or search engines like Google. At the beginning we may use “Google Adwords” for this job. 

Then we can make banner exchanges with the software companies or the other web sites that are related with software. 

Another promotion that is the most interesting one and may be the most effective one can be newspaper advertisement. People who are looking for a job may see our advertisement and may want to be our coder. Also we may use the newsgroups, as they have a large community, this may attract buyers as well as coders.

Finally, the last model is to give our special banners to same websites. A website will apply to our company to be eligible to display our special banner. After we investigate their web site, we may agree or disagree to work with them. Our special banner will include the latest projects like sliding news frame. The latest projects that are opened or the projects that have minutes to close will slide in that frames. According to the agreement with that company, if a successful click occurs from their website, we will give some percent to that website like “Google Adsense”.


We will freely distribute our desktop program to our buyers and coders to attract our target audience. 

Organizational Development: For our e-commerce initiative to be successful, we need to divide the work among the following departments:

Management: The management department will decide what to be done. More about the management team is explained on part 8.

Development: The development team consists mainly of web and database programmers. Since the concrete work of our initiative is an interactive web site, people with dynamic web programming knowledge are needed. As decided, we will use .NET technologies (ASP.NET, C# and VB.NET) and SQL Server for fast and strong production. Another property of this team is that they don’t have a one-time job: the site would need quick fixes, updates and modifications.

Testing: The testing is one of the essential parts of the initiative. This team goes hand in hand with development team by creating real life scenarios to check the validity and working of the site. 

Marketing: The marketing department would be busy with the advertisements of the website, finding new buyers and coders. Also this would work with related companies to get publicities on our site, to earn money by referrals.

Customer Support: Any company survives as long as it satisfies the needs of their customers. Our customers are both buyers and coders. It is obvious that returning buyers would earn us more money so it is important to retain them. The customer support team will work to solve any problems between the buyers and coders, or us. According to the feedbacks, restructuring the site could be necessary. 

Finance: This department is the heart of the initiative. This will define the commissions taken from the coders, the advertisement fees and the necessary investments. Also since the buyer will pay us directly just after accepting an offer of a coder, it is finance department’s job to invest this money and earn more before returning it to the coder.

Management Team: The management team is responsible of the rise for the initiative as well as the harmony between the workers. According to the signals from marketing, customer support and finance departments, management team leads the developers and testers to create new customer appealing solutions or solve existing problems. The members of this team should have a minimal knowledge about each organizational structure so that they understand every done work, to provide a critical approach when necessary.
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