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2. Introduction 
The aim of this project is to develop a sustainable, multi-phase educational and 

development program within Central Anatolia. The primary focus would be on 

providing educational support for local residents in the form of training within the 

hospitality industry as well as the provision of a basic academic foundation from 

which participants will be able to apply themselves professionally. 

The secondary focus of this project will be on the development of sustainable hotels 

constructed from repurposed caravanserais, of which there is abundance within the 

region. These hotels would provide economic activity as well as aim to preserve and 

restore the local cultures of the region within which they are situated. The original 

purpose of Caravanserais was to offer an accommodation, a table and some stables for 

merchants that were travelling across the country to collect and deliver goods from 

and to various regions. Therefore, we thought that it would be particularly relevant to 

focus on such a concept within the UNWTO Silk Road Project.  

Finally the end goal of this project would be for each hotel as well as the academic 

institute to act autonomously in both training and recruitment, with strong emphasis 

on internal promotion and growth. The academy would act as a support pillar for the 

hotels, providing further education and vocational training for rural residents. 

3. Turkish Job Market 
Turkey’s job market is pressured and will continue to be pressured by continued 

population growth. The country had the highest level of income inequality in Western 

Europe in 2010 and the gaps between the rich and poor’s income is forecasted to grow 

even more in the years to come. Youth unemployment is particularly vulnerable at a 

high 21.7% in 2010 and business opportunities remain largely restricted to urban 

areas (Euromonitor, 2011). Female unemployment is also a serious issue; in 2008 it had 

the lowest female employment rate in Western Europe at 21.5%. Urbanization has not 

improved the issue of low female employment: 49% of women, as of November 2008, 

were in the agricultural sector according to the ILO, which is now facing a decline as 

more people move to cities (Euromonitor, 2010).  

4. Current State of the Art of Turkish tourism 
Turkey has a well-developed tourism market but lacks established training facilities. 

Turkey’s 2023 tourism strategy indicates that courses offering vocational training will 
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receive government support. As such, we plan on establishing a recognized tourism 

academy that will provide vocational training to the local populace. 

4.1. Value Drivers 

In the future, Turkey’s tourism development will probably relate to the following 

value drivers:  

o Well-developed tourist facilities 

o Unique historical and archaeological sites 

o Investments for more than 200’000 beds in the hospitality sector 

o End of the aviation monopoly inside the country.  

o “Tourism Strategy for Turkey – 2023” to incite possible investors. 

There have been a large number of mergers and acquisitions by foreign investors over 

the past decade, particularly from Russia the USA, which shows future investors’ 

confidence. Special attention must be paid to the political and economic development 

of the other E.U. countries as Turkish tourism is largely based on European demand. 

Its future development strategy should take into account these developments abroad. 

For more information on the current state of the art of Turkish tourism, please refer to 

Appendices A. to F. 

5. Gaps and Opportunities in Turkish Tourism 
According to recent statistics, and regardless of customer segment, tourism in Turkey 

is essentially concentrated in coastal areas such as Bodrum, Antalya, Izmir or Istanbul. 

A minority of hotels is based in the region of Ankara and in the eastern part of the 

country where the very famous Cappadocia is situated.  

Map 1 in G. Appendix illustrates the current zones of tourism concentration. We can 

observe that some significant areas of the country host almost no tourism facilities of 

any kind. 

We believe that efforts should be focused on the development of midland areas. It 

would offer tourists the opportunity to discover another face of Turkey and it would 

bring revenues and progress to these regions that did not benefit from the same pace 

of development as the coast. 

It is important to keep in mind that such areas are almost untouched. Therefore, any 

development of tourism facilities would have to meet socially and ecologically 

responsible criteria. The idea is not only to maintain and respect the environment but 

also to offer these regions some long-term sustainable growth solutions. Using and 
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renovating existing architectural heritage and secular landmarks to develop 

sustainable tourism facilities would be a way to combine an amazing travel 

experience with a significant enhancement of shared value for the various domestic 

stakeholders. 

6. Accessibility Within Central Anatolia 
In the four cities that we are focusing on, there are already well-established public 

transport systems that are used by Turkish people to travel between towns and cities. 

As the fares are quite reasonable the bus will be the main transport for our targeted 

tourists. The already existing transportation infrastructure means that there doesn’t 

need as much public investment. 

The accessibility of healthcare has increased in recent years. In 1998 the Turkish 

Demography and Health Statistics published that infant mortality was 43 in 1000, in 

2008 that number had significantly decreased to 17 in 1000. All provinces in turkey 

received vaccination coverage up 94% in 2008. In 2002 the number of visits per 

capita to healthcare institutes was 2.78, this number increased to 6.28 in 2008 (World 

Health Organization, 2011). 

90% of the country has access to improved sanitation and 99% have access to clean 

water, with annual investments of $1 billion per year.  

7. Inbound Market Segmentation 
Through our research we discovered that the main markets to Turkey are, in 

descending order, Germany, Russia, UK and Iran. The Iranian inbound market is the 

fastest growing for Turkey’s tourism, presumably as a result of the abolishment of 

visa requirements for Iranian citizens. It was also found that the number of 

backpackers in Turkey rose as a result of affordable travel options (Euromonitor, 2011). 
Figure 1 
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Figure 1 shows the average expenditure per trip by the main inbound markets. 

The aim would be to satisfy the ‘connoisseur’ and ‘retro’ travel market.  Given the 

average spend we have chosen to segment the hotels as two-star boutique. 

The connoisseur market seeks personalized or unique experiences and is usually 

the more discerning travellers. The retro market is slow-paced, seeking nostalgic 

travel with an open itinerary. Figure 2 indicates the customer profile we wish to 

attract to our project.  

Figure 2 

 

7.1. Tourism demand analysis 

Figure 3 indicates the historic and forecasted number of arrivals to Turkey from the 

four main markets. As the graph shows, Iran is forecast to overtake the UK market in 

the next three years and has seen a sharp increase in demand over the last three years. 

Russia is also forecasted to match Germany’s inbound tourism.  
Figure 3 

 

8. Hypotheses and Propositions 
We propose to restore a series of five Caravanserais in the Central Anatolian region 

along the towns of Konya, Aksaray, Nevsehir and Kayseri and convert them into two 

stars boutique hotels as well as one training centre. The purpose of these would be to 

provide employment and education in the hospitality industry. This project would be 

Leisure travelers Russia 

•Young professionnals 
•Emerging middle-class 
families 

•Last minutes offers, 
bargain offers 

•New experiences, 
restaurants, culture 

Leisure travelers UK and 
Germany 

•Singles 
•DINKS 
•Backpackers 
•Organized groups 
•Relaxation, sightseeing, 
culture, shopping 

Leisure travelers Iran 

•Young professionnals 
•Middle-class income 
•DINKS 
•Shopping, entertainment, 
coastal region 

 -

 1.000

 2.000

 3.000

 4.000

 5.000

 6.000

 7.000

 8.000

2005 2007 2009 2011 2013 2015

A
rr

iv
a

l 
in

 0
0

0
's

 

Arrivals by country 

Germany

Iran

Russia

United Kingdom



Group Nº 8 
Ecole Hôtelière de Lausanne 

Strategic Challenge | Turkey | Spring 2012                                                                               8 

 

primarily funded by the Turkish government, with eventual additional funding from 

private investors and would also receive capacity support from the UNWTO. 

8.1. Stakeholder Management 

This project would include several stakeholders with varying levels of importance. In 

order to manage these stakeholders it is important to identify how they may be able to 

affect the project, both positively and negatively (see Appendices I.).  

The primary stakeholders would be the Turkish government on a national and 

regional level, the UNWTO, and the local communities. For each of these groups it is 

possible to employ different management strategies; in the case of the government it 

may be possible to negotiate with them to find the minimal acceptable terms in order 

to satisfy their requirements without compromising the project’s integrity. The 

possibility of fringe benefits for the local communities in the form of education and 

employment as well as future development possibilities could be used to appease the 

regional communities. Additionally, please find the Mendelow’s matrix regarding 

stakeholder management in H. Appendix. 

8.2. Training and Education 

The teaching program would include technical and practical courses. The subjects 

covered will be the following: Basic Service Techniques, Service Practicals, Culinary 

Techniques, Culinary Practicals, Front Office Practicals, Supervision Techniques and 

Housekeeping Practicals. The academy would replicate the actual Caravanserai- 

Hotels in order for students to be trained in real- life conditions. Taking into 

consideration the fact that it might be difficult for them to go back home every day 

depending on where they live, students will have the possibility of staying on- site 

during the three-month training period. Each period would have an intake of 20 

students and 4 teachers, in order to provide sufficient employees for the first hotel. 

After this period, employees will start working at the hotels and will benefit from 

continuous on the field training by managers so that they learn how to run the hotel. 

They will be called back at the Caravanserai Academy if certain skills need to be 

further developed. Please refer to figure 5 for a detailed planning. 

8.3. Cultural Rejuvenation 

The areas of Kayseri, Aksaray and Nevsehir are renowned for their own particular 

traits or products and enjoy stable economies. We propose to revive the local heritage 

of the regions so as to attract the more discerning travellers who wish to have an 

authentic experience. This will be accomplished, in part, through the inclusion of 
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traditional markets and stalls within the caravanserai. These stalls will exhibit the 

region’s local handicrafts and consumables; this model is similar to a successful 

Moroccan concept elaborated by the famous architect Coco Polizzi (La Medina d'Agadir, 

2010). The hope is that due to the attractiveness of the culture to foreign visitors, these 

areas will see a rise in visits and expenditure.  

9. Action plan and Implementation methods 
Five Hans, Ak, Akbas, Dogala, Dolay, Sari Kayseri and Zaibanda, that are currently 

in ruins along the cities of Konya, Aksaray, Nevsehir and Kayseri will be restored 

into two stars, 20 room Caravanserai Hotels. The choice to create small hotels was 

due to that fact that old buildings such as these cannot comfortably accommodate a 

large number of people (ArchNet). Another Han, Akbas Han, will be restored into a 

Caravanserai Academy (shown in pink) in order to provide training for local 

communities. They will be built by attempting to preserve their original form as much 

as possible and in accordance with the “Venice Charter for the Conservation and 

Restoration of Monuments and Sites” which is a treaty that provides an international 

framework for the preservation and restoration of ancient buildings (International 

Council on Monuments and Sites). The materials and technology used will be 

essentially similar to those used at the time it was originally constructed (i.e. local 

stone and simple technology). However, newer technologies will be used when 

needed to respond to modern needs (Aga Khan Trust for Culture , 1979).  
Figure 4 
 

 

9.1. Marketing 

In order to market this strategy we propose to use essentially Internet mediums and 

direct emails. The use of social media will also help with publicity. Consumers are 
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highly influenced by reviews and reports from people they trust and know personally 

and these reviews can decide whether they make a purchase or not. Social media is 

also an easy way to reach young travellers, especially through targeted advertisements 

through Facebook or Twitter. Familiarization trips are important to personally 

experience the product. Russia is one of the fastest growing markets for Turkey so it 

is important to consider that many Russian TO’s would be more inclined to promote a 

certain destination only once they would have experienced it (Eventica, 2010).  

10. Development Forecast 
Figure 5 demonstrates the five-year development plan for bot the Caravanserai 

Academy as well as the five Caravanserai Hotels. The strategy would involve 

simultaneous renovation of the first two Caravanserais for the Academy and the first 

Hotel, following by periods of training and then employment. 
Figure 5 

 

11. Conclusion 
The potential of this project would be maximized through its integration within the 

global UNWTO Silk Road Project for various reasons. One of them is as follows: 

Alliances between countries and visas procedures facilitations would certainly make 

the Caravanserais Hotels and Academy much more accessible. In terms of marketing 

and communication, the Silk Road project would bring to our concept a much broader 

visibility and also provide it even more credibility on the international scene. To 

measure the success of the project, we can look at regional KPI’s such as employment, 

student intakes vs. graduates and number of check-ins. 
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