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Kisaltmalar Tablosu

Kisaltma Acilim / Anlam

AB Avrupa Birligi

ACET African Center for Economic Transformation (Afrika Ekonomik DonUsum Merkezi)
Ar-Ge Arastirma ve Gelistirme

B2B isletmeden isletmeye (Business-to-Business)

B2C isletmeden Toketiciye (Business-to-Consumer)

BMC is Modeli Kanvasi (Business Model Canvas)

BIGG+ TUBITAK 1601 KOBI Mentor Arayizi programi (BIGG+)

BT Bilgi Teknolojileri

CAC MuUsteri Edinme Maliyeti (Customer Acquisition Cost)

CcCl Chamber of Commerce and Industry (Ticaret ve Sanayi Odasi)

EDIH Avrupa Dijital inovasyon Merkezi (European Digital Innovation Hub)

EEN Avrupa Isletmeler AJi (Enterprise Europe Network)

EIA European Individual Accreditation (Avrupa Bireysel Akreditasyonu)

EIC Avrupa inovasyon Konseyi (European Innovation Council)

EMCC European Mentoring and Coaching Council (Avrupa Mentorluk ve Kocluk Konseyi)
EQA European Quality Award (Avrupa Kalite Oduly)

FM Fikri MUlkiyet

GDPR Avrupa Birligi Genel Veri Koruma T0zGgU (General Data Protection Regulation)
GSKD Gayrisafi Katma Deger

IFC International Finance Corporation (Uluslararasi Finans Kurumu)

ILO International Labour Organization (Uluslararasi Calisma Orgito)

loT Nesnelerin interneti (Internet of Things)

ISCED Uluslararasi Standart Egitim Siniflamasi (International Standard Classification of Education)
ISMCP International Standards for Mentoring and Coaching Programmes

ISO Uluslararasi Standardizasyon Orgity (International Organization for Standardization)
iK insan Kaynaklari

iTU istanbul Teknik Universitesi

KOBI KUcUk ve Orta BUyUklUkteki isletme

KOSGEB KUcUk ve Orta Olcekli isletmeleri Gelistrme ve Destekleme idaresi Baskanlidi
KPI Temel Performans Gdstergesi (Key Performance Indicator)

KVKK 6698 savili Kisisel Verilerin Korunmasi Kanunu

M&A Bilesme ve Devralmalar (Mergers and Acquisitions)

MIT Massachusetts Institute of Technology (Massachusetts Teknoloji EnstitUsu)

MRR Avlik Tekrarlayan Gelir (Monthly Recurring Revenue)

NEET Egitimde, istihdamda veya Mesleki Egitimde Olmayan Gencler

NKU Namik Kemal Universitesi / Tekirdad Namik Kemal Universitesi

NKUTEK NKU Teknopark

OECD Ekonomik isbirligi ve Kalkinma Orgiti

OSsB Organize Sanayi Bolgesi

PoC Kavram Kanitlama / Kavram Dogrulama (Proof of Concept)

RCT Randomize Konftrolli Calisma (Randomized Conftrolled Trial)

Saa$ Hizmet Olarak Yazilim (Software as a Service)

SEO Arama Motoru Optimizasyonu (Search Engine Optimization)

STK Sivil Toplum Kurulusu

TEBD-II TUrkiye-AB Is DUnyasi Diyalogdu |

TEKMER Teknoloji Gelistirme Merkezi
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TEYDEB TUBITAK Teknoloji ve Yenilik Destek Programlar Baskanhd

TOBB TUrkive Odalar ve Borsalar Birligi

TRAKYAKA | Trakya Kalkinma Ajansi

TSO Ticaret ve Sanayi Odasi

1O Teknoloji Transfer Ofisi

TUBITAK TUrkiye Bilimsel ve Teknolojik Arastirma Kurumu

UNDP Birlesmis Milletler Kalkinma Programi (United Nations Development Programme)
vC Girisim Sermayesi (Venture Capital)

VMS Venture Mentoring Service (Girisim Mentorluk Hizmeti)

WALN Ethiopia Women Agribusiness Leaders Network (Etiyopya Kadin Tanm isletmeleri Liderleri
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Yonetici Ozeti

Bu Ihtiyac Analizi Raporu, Corlu'daki girisimcilik ortamina iliskin yerellestirimis bir kanit tabani
olusturmaktadir. "Yenilik Odakli Girisimcilik Ekosisteminin GUclendiriimesi (TEBD-II)" projesi kapsamindaki
"MUfredat ve El Kitabr Danismanlik Hizmeti" cercevesinde hazirlanan rapor; Corlu Ticaret ve Sanayi Odasi
(Corlu TSO) icin strdurtlebilir bir mentorluk programinin tasarmina yén vermek amaciyla bdlgesel masa
bagsi arastrmasini,  yapilandinimis  birincil  anket  bulgulanni,  kurumsal  haritalamayr  ve
Padova/Galileo/StartCube ekosisteminden elde edilen uluslararasi kiyaslama gbézlemlerini bir araya
getirmektedir.

Corlu ve Tekirdag koridorunun ekonomik profili, aktif Organize Sanayi Bolgelerinde (OSB'ler) yogunlasmis
gUclU bir imalat yapisi ile karakterizedir. Bununla birlikte bolgesel ihracat gdstergeleri teknoloji deger
zincirinde bir bosluga isaret etmektedir: inracat orta-yuksek ve dusuk teknoloji duzeylerinde yogunlasirken
ileri yUksek teknoloji UrUnlerinin payi oldukca sinirlidir. Bu rapor, bolgedeki yUksek teknoloji girisimlerinin
olgceklenmesini engelleyen U¢ temel sistemik sorunu belirlemektedir:

1. Sistemik Parcalanma: KOSGEB, TUBITAK, teknoparklar ve belediye girisimleri gibi bdlgesel destek
mekanizmalarn birbirinden kopuk bicimde calismakta; bu durum erken asamadaki yenilikciler icin
parcall ve sureksiz bir gelisim yolculugu yaratmaktadir.

2. Endustriyel Dogrulama Engelleri: Erken asamadaki start-up'lar, riskten kacinma egilimi ve
standartlastinimis eslestirme protokollerinin bulunmamasi nedeniyle yerel imalat tesislerinde kavram
kanitlama (PoC) pilotlarnni hayata gecirmekte zorlanmaktadir.

3. Uzman Mentor Acgigi: Mevcut mentor havuzlarninda uzman mihendislik bilgisi, uluslararasi mevzuata
uyum (&rnegin AB Yesil Mutabakatl) ve sinir dtesi B2B satis deneyimine sahip profesyonellerin sayisi
yetersizdir.

Bu bosluklann giderimesi amaciyla rapor, Iki Yollu Portféy Modeli dnermektedir. Model midahaleleri iki
ana yola ayirmaktadir:

e Geleneksel KOBi Yolu: Operasyonel opfimizasyon, temel dijitallesme ve standart ihracata hazirlik
konularina odaklanir.

e Yiksek Teknoloji Olceklenme Yolu: Sokratik mUsteri kesfi, endUstriyel pilotlama, fikri mUlkiyetin
korunmasi ve ulusal/Avrupa finansman sistemleriyle entegrasyona odaklanir.

Onerilen mentorluk programinin operasyonel mimarisi; MIT Venture Mentoring Service (VMS) ekip
mentorlugu metodolojisinden, Techstars Mentor Manifestosu'nun Sokratik mentorluk standartlanndan ve
European Mentoring and Coaching Council (EMCC) mesleki yetkinlik cercevelerinden yararlanmaktadir.
Uzun vadeli bélgesel entegrasyonu saglamak Uzere model cok tarafll bir ortaklik mimarisi Sngérmektedir.
Bu yapl, Corlu TSO'yu Tekirdad Namik Kemal Universitesi, Trakya Universitesi ve Kirklareli Universitesi gibi
bolgesel akademik odaklarla kademeli olarak iliskilendirirken istanbul'un gelismis mentor, yatnmei ve
girisim sermayesi aglanyla kalicr bir kdprU kurulmasini hedeflemektedir.

Birincil anket calismasinda 33 ham yanit elde edilmistir. Veri temizligi sonrasinda dogrulanmis analiz veri
seti 10 girisimci/start-up ve 19 kurumsal paydas yanitindan olusmaktadir. Bu nedenle baslangicta
hedeflenen 60 girisimci/start-up ve 50 kurumsal paydas yanitina ulasilamamistir. Corlu TSO ile yapilan
goérusme sonucunda rapor, mevcut dogrulanmis yanitiar kullanilarak nihai hale getirilmistir. Dolayisiyla
anket bulgularn istatistiksel olarak temsil edici degil, kesifsel ve gdsterge niteliginde yorumlanmis; bolgesel
kanitlar ve uluslararasi kiyaslama bulgularyla birlikte degerlendirilmistir.
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Girisimci verileri dzellikle uluslararasi/AB programlarina erisim, finansal dngdri ve nakit akisi yénetimi,
bUyUme sermayesine erisim, ihracata hazrlk ve pazara erisim alanlannda guclu ihtiyaclara isaret
etmektedir. Dogrulanmis on girisimci katiimcinin tamami daha dnce profesyonel mentorluk, kocluk veya
kurumsal danismanlik hizmeti almadigini belirtirken, katiimcilann %80'i geleneksel tek mentorlu yapi yerine
ekip veya akran temelli mentorlugu tercih etmistir. Kurumsal paydaslar da erken asama sermayeye erisimi,
endustriyel test ve pilot olanaklarini, uluslararasi pazarlara erisimi, uzman mentorlan ve destek kurumlari
arasindaki koordinasyonu baslica sistem dUzeyi bosluklan olarak tanimlamaktadir.

Uluslararasi kiyaslama; yapilandinimis mentorluk, hizl ve kanita dayal dogrulama, girisimin asamasina gore
modUler destek, ¢cok disiplinli kurumsal meydan okumalar, yatinm haziri@i karar kapilan ve guvenli bir
deneme-dgrenme ortami Uzerine kurulu bir uygulama modelini desteklemektedir. Bu ilkeler; mevcut ki
Yollu Portfdy Modeli, endUstriyel POC mekanizmasi, kamu finansmanina erisim kdpruleri ve bdlgesel ortaklik
mimarisiyle birlikte édnerilen Corlu modelinin ayrlmaz unsurlan olarak ele alinmaktadir.
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1. Giris ve Kuramsal Cergeve: Teknoloji Girisimciligi Mentorlugunun
Stratejik Mimatrisi

1.1 Ihtiyac Analizi Raporunun Baglami ve Amaclar

Bu Nihai ihtiyac Analizi Raporu, "Yenilik Odakli Girisimcilik Ekosisteminin GUclendirilmesi (TEBD-II)" projesi
kapsaminda hizmet sézlesmesinin Faz 1 cikfisi olarak hazirlanmustir.

Corlu TSO tarafindan yUrUtulen TEBD-II projesi, Corlu bdlgesindeki teknoloji girisimciligi kapasitesini,
ficarilesme hizini ve kurumsal destek mekanizmalarini sistematik bicimde gelistirmeyi amaclamaktadir.
SUrdUrulebilir ve kuresel standartlarla uyumlu bir start-up altyapisina ulasmak icin proje uluslararasi is
birliginden yararlanmakta; baslica Avrupall ortak odak olan Padova Ticaret ve Sanayi Odasinin (Padova
CCl) yapisal icgoruleri ve ekosistem metodolgjileri ile Napoli'de gerceklestirilen uluslararasi start-up
egitimlerinde derlenen teknik modulleri aktif bicimde entegre etmektedir.

Bu ihtiyac Analizi Raporunun temel amaci, bdlgesel kanitlan, birincil paydas verilerini ve uluslararasi
kiyaslamay! bir araya getirerek Corlu'daki girisimcilik ortamina iliskin yerellestirimis bir baslangic duzeyi
analizdir. Bu baslangic dUzeyi asadida yer alan stratejik islevlere hizmet etmektedir:

1. Sézlesmeye Uyum: Bolgesel tani verilerini, dogrulanmis paydas kanitlarni ve ekosistem haritalamasini;
mentorluk mufredatini, el kitabini ve sonraki uygulama faaliyetlerini ydnlendirecek yapilandinimis
bilgiye dénusturerek danismanlik sézlesmesinin Faz 1 temel gereklerini karsilar.

2. Ampirik Tanilama: Saha calismasi tasarminda en az 110 yerel katiimciya - 60 start-up/girisimci ve 50
bolgesel kurumsal paydasa - ulasimasi hedeflenmistir. Saha calismasi kapanisinda, test kayitlannin
ve veri isleme onayl bulunmayan bir kurumsal kaydin c¢ikanlmasinin ardindan analiz igcin 29
dogrulanmis yanit (10 start-up/girisimci ve 19 kurumsal paydas) mevcut olmustur. Elde edilen anket
bulgular; operasyonel kapasiteleri, insan kaynagr aciklanni ve yerel sistemik darbogazian
haritalamak amaciyla bdlgesel ikincil veriler ve uluslararasi kiyaslama ile birlikte betimleyici ve yon
goOsterici nitelikte kullanilmaktadir.

3. Program Tasarnmi: Yerel bulgularnn uluslararasi iyi uygulamalar ve ulusal kurumsal destek yapilaryla
sentezlenmesi yoluyla bu rapor, sonraki teslimatiar olan Mentorluk Modeli MUfredat ile gelecekteki
B2B eslestirme forumlarnna rehberlik edecek nihai ve etkilesimli Mentorluk Modeli El Kitabinin tasanm
cercevesini sunmaktadir.

Sonuc olarak bu rapor, Corlu'da uygulanacak mentorluk programinin genel nitelikte bir kapasite gelistirme
faaliyeti degil; yUksek teknoloji odakli bdlgesel bUyUmeyi hizlandirmak Uzere tasarlanmis, hedefli, kanita
dayal ve yerel baglama oturan bir midahale olmasini saglamak amaciyla hazidanmistir.

1.2 isletme Destek MUdahalelerinin Kavramsal Sinirlari

Isletme destekleri alaninda mentorluk, kocluk, danismanlik ve stratejik danismanlik gibi terimler politika
dokUmanlarninda ve kurumsal literatUrde siklikla birbirinin yerine kullanilmaktadir. Ancak bu mUdahalelerin
kavramsal ve islevsel farklarn anlasimadan uygulanmasi, kaynaklarin yanls tahsisine, beklentilerin
uyusmamasina ve program basarnsizigina yol acabilmektedir (Réseau Mentorat). Bir isletme destek
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programinin fasarmindaki femel mimari dn kosullardan biri, bu farkl midahale bicimlerinin dogru bicimde
kalibre edilmesidir.

Kocluk

Kocluk, &dncelikle belirli kisisel veya liderlik becerilerini, performans gostergelerini ve zinniyetleri gelistirmeye
odaklanan bir gelisim disiplini ve yapilandinimis meslektir (Réseau Mentorat). is kocu, girisimciyi birey olarak
ele alir; davranissal sorumluluk, bilissel aliskanliklar ve liderlik darbogazlan gibi konular Uzerinde calisir.
Kocluk cercevesi dogrudan cevap veya stratejik talimat vermekten ziyade soru sorma ve kisinin kendi
yaniflanni ortaya ¢ikarmasina dayanir.

Koclarin belirli bir sektérde derin is deneyimine sahip olmalan veya kendi girisimlerini basarnyla dlceklemis
olmalar zorunlu degildir; uzmanliklarn, danisanin i¢sel problem ¢ézme sureclerini kolaylastiran psikolojik ve
kocluk metodolojilerinde yatar. Bu nedenle kocluk, psikolojik engeller, yetersizlik hissi veya ydnetici
islevleriyle ilgili guclUk yasayan girisimciler icin etkili olabilir. Buna karsilik akut operasyonel krizler, finansal
yeniden yapillandirma ihtiyaclan veya karmasik teknik sorunlarla karsi karsiya olan isletmelerde kogluk
¢ogu zaman yetersiz kalabilir; cunkU yonlendirme somut kurumsal baglamlara uygulandiginda fazla genel
kalabilir. Kocluk, yénlendirilmis sorumluluk ve yetkinlik gelistirme yoluyla liderligi ve uygulamayi giclendirir;
ancak stratejik mimarinin kendisini saglamaz (Dawgen Global Analysis).

Danismanlik

Danismanlik, acik bicimde cézum onerici ve proje temelli bir midahaledir. Kurumlar; yeni bir fiyatlandirma
modeli tasarlamak, tedarik zincirini denetlemek veya operasyonel is akislarini yeniden yapilandirmak gibi
beliri ve zamanla sinir sorunlan ¢dzmek Uzere is danismanlanndan hizmet alirlar. Danismanlar;
verimsizlikleri teshis eden, stratejik dneriler gelistiren ve analitik ciktilar Greten alan uzmanlan olarak calisirlar
(Dawgen Global Analysis).

Danismanlk modelindeki temel bosluk, geleneksel calismalann cogu zaman stratejik yol haritasinin veya
analitik raporun feslimiyle sona ermesi ve kicuUk isletme sahibinin uygulamanin karmasikigiyla tek basina
bas basa kalmasidir. KOBI yéneticilerinin pratik deneyiminde basansizidin ana odadi cogju zaman
stratejinin Uretilmesi degdil uygulanmasidir; bu nedenle tek basina danismanlik uzun vadeli isletme
dénUsumuU yaratmakta siklikla yetersiz kalmaktadir.

Stratejik Danismanlik

Stratejik danismanlik; finans, operasyon ve pazarlama dahil isletmenin tUm alanlannda uzun vadeli ve
sUrekli gbzetimle karakterize edilen hibrit bir yaklasimdir. Stratejik danismanlar genellikle Ust duzey karar
alma, kurumsal yonetisim ve stratejinin uygulanmasini uzun dénemler boyunca desteklemek Uzere
gorevlendirilir. Uygulama asamasinda da strece dahil olurlar; stratejik planlann operasyonel gerceklige
dénuUsmesini izler ve cogu zaman girisimciyle on iki ay veya daha uzun sire diUzenli goériGsmeler
gerceklestirirler.

Mentorluk

Mentorluk, danismaniigin islemsel ve cikfi odakli niteliginin ve koclugun davranissal odaginin &étesine
gecen, lliskisel ve uzun vadeli bir gelisim ortakhigidir (Trajectify Analysis). Mentor genellikle sektér bilgisini,
deneyimden sUzUlen birikimini ve genis profesyonel aglarini rehberlik, motivasyon ve destek saglamak
Uzere kullanan deneyimili bir is insanidir (Réseau Mentorat). Mentorlar girisimcilere; deneyim dersleri ve

CAMERA DI COMMERCIO
PADOVA

EURC CHAMBRES

o5 I | futuro a portata di impresa




Funded by
the European Union

TURKIYE-EU
é;[)’ EEEEE EEEN
BIAL0&0E

teknik uzmanlktan olusan insan sermayesinin yani sira yatinmcilar, is ortaklan ve hedef musterilerle

tfanistirma biciminde ortaya cikan sosyal sermaye de sunarlar (Techstars Blog).

Danismanlardan farkl olarak mentorlar girisimcinin yerine isi yapmaz; koclardan farkl olarak ise son
derece baglama 6zgU ve uygulanabilir dneriler sunarken kendi girisimcilik gecmislerinden dogrudan
yararlanirlar (Association of Business Mentors). Mentorlar, koclarn kocluk psikolojisinde editildigi bicimde
mentorluk bilimi konusunda zorunlu olarak resmi egitim almis kisiler degildir; otoriteleri girisimcilik ortaminda
basanyla yol almis olduklanni gésteren gecmis performanslanndan kaynaklanir (Trajectify Analysis). En
etkili mentor iliskileri zamanla; girisimcilik yolculuguna &zgu kaygr ve baskilara iliskin derin karsilikl anlayis ve
empatiye dayanan, iki yonli deger alisverisine donusUr (Trajectify Analysis).
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Mentorluk Birey ve Isletme Uzun Vadeli BUtUncUl Deneyim
(iliskisel) gelisim, paylasimi, ag

insan/sosyal baglantilarn,
sermaye Sokratik
aktarmi, rehberlik ve
duygusal empatik destek
dayanikliik ve | (Réseau
aglara erisim. Mentorat).

1.3 KOBi Destek Mekanizmalarnnin  Ampirk  Temelleri ve Kiresel
Degerlendirmeleri

Modern bir mentorluk programinin tasanmi, anekdotlara dayal varsayimlar veya kurumsal aliskanliklardan
ziyade ampirik kanitlara dayanmalidir. Dinya Bankasi, Ekonomik isbirligi ve Kalkinma Orgity (OECD) ve
Birlesmis Milletler Kalkinma Programi (UNDP) gibi kurumlar, farkli KOBI kapasite gelistrme mUdahalelerinin
etkililigini belirlemek amaciyla randomize kontrolld calismalar (RCT) ve etki dederlendirmelerine dncelik
vermistir.

Politika Degerlendirmesinde OECD Perspekfifi

Kamu hesap verebilirligi kurumlan ve uluslararasi kuruluslar, tarihsel olarak KOBI ve girisimcilik politikalar
alaninda guvenilir etki degerlendirmelerinin yetersizligine dikkat cekmistir (OECD Framework for Evaluation
2023). OECD, kanita dayal politika degerlendirmesinin sistematik bicimde kullaniimasini savunan rehberler
yayimlamis; kontrol gruplarnin kullaniimasinin, acik ve olculebilir politika hedefleri belilenmesinin ve
raporlamada hayatta kalma yanliigini édnlemek icin hem faaliyetini sirdiren hem de sona eren
isletmelerin izlienmesinin gerekliligini vurgulamistir (OECD Framework for Evaluation 2023).

Genel isletme egitimi ve danismanlik hizmetlerine iliskin kiresel kanitlar oldukca karmasiktir. Yesil KOBI
projelerine kredi saglamak amaciyla 19 milyar ABD dolarinin Uzerinde kaynak olusturan DUnya Bankasi
Yesil Tahvil programi gibi finansmana erisimi gelistirmeye odaklanan mudahaleler tutarli bicimde olumlu
etkiler gosterirken, genel nitelikte danismanlik ve egitim hizmetlerinin sonuclan bUyUk farkhliklar
sergilemektedir (OECD Framewaork for Evaluation 2023). Bu farklilik, kullanilan hedefleme mekanizmalarina
ve hizmet sunum ydéntemlerine baglidir (OECD Framework for Evaluation 2023).

Ozellikle yesil teknoloji kullanimi gibi karmasik alanlarda KOBI'lerin dénUsimUnU kolaylastirmak icin finansal
destegin finansal olmayan destek mekanizmalariyla birlikte sunulmasi gerekir. BancoEstado tarafindan
yUrUtilen Sili Green World Programme ve isvec'teki kamu kalkinma bankasi Almi gibi programilar; ileri
sUrdurUlebilir teknolojilerin uygulanmasindaki bilgi engellerini asmada finansal olmayan rehberlik, kapasite
gelistirme ve mentorlugun gerekli oldugunu gostermektedir (OECD Non-financial Support Mechanisms).

DiUnya Bankasi Etki Degerlendirmeleri ve "Girisimcinin Sinin"

DUnya Bankasi arastrmacilar, &zellkle David McKenzie tarafindan yUrGtGlen ampirik calismalar ve
randomize kontrolli deneyler, geleneksel isletme egitimlerinin sinirliliklarn ile mentorluk ve danismaniigin
karsilastirmal avantajlarina iliskin énemli bulgular sunmaktadir (World Bank Knowledge Portal). Kiresel
isletme gelistirme politikalarinda yaygin bir varsayim; gelismekte olan veya gecis ekonomilerindeki
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girisimcilere pazarlama, kayit tutma, finansal planlama ve stok ydnetimi gibi standart isletme
uygulamalarinin sinif ortaminda &gretilebilecedi ve bu bilgilerin daha sonra bUyUmeyi hiziandirmak Uzere
kullanilacag ydntndedir (World Bank Open Knowledge Repository). Bu varsayim énemli harcamalar da
beraberinde getirmektedir; ILO'nun Start and Improve Your Business girisimi gibi programlar araciligiyla
milyonlarca potansiyel ve mevcut girisimciyi egitmek icin yilda en az 1 milyar ABD dolan harcandigi tahmin
edilmektedir (World Bank Effectiveness Review Presentation).

Bununla birlikte bu kiresel RCT'lere iliskin incelemeler, geleneksel sinif temelli isletme egitimlerinin baz
temel isletme uygulamalarinin benimsenmesini sinirl dlcUde artirdigini ve potansiyel isletme sahiplerinin
yeni islerini daha hizll baslatmalarna yardimci oldugunu; ancak strdurGlebilir karlilik, satis bOyUmesi ve
isletmenin hayatta kalmasi gibi nihai isletme sonuclar Uzerindeki etkisinin kisa vadede cogu zaman inmal
edilebilir veya istatistiksel olarak anlamsiz kaldigini géstermektedir (World Bank Knowledge Portal).
Standart egitim programlan genellikle genis bir yelpazedeki genel uygulamalan égretmeye ¢calismakta;
bunun sonucunda mufredatiar ya mikro girisimciler icin fazla karmasik olmakta ya da bUyUyen tekil bir
isletmenin &zgul kisitlanna yeterince uyarlanmamaktadir (World Bank Open Knowledge Repository - Small
Business Training).

Bu durum, kapasite gelistirmenin nasil kavramsallastinidigr ve sunuldugu konusunda bir paradigma
degdisimini gerekli klmaktadir. DUnya Bankasi arastirmalar, girisimciyi her isi kendisi yapan bir "cok yonlU
uzman" haline getirmeye calismak yerine "girisimcinin sininni* degistiren yaklasimlann daha iyi ekonomik
sonuclar verdigini gdstermektedir (World Bank Open Knowledge Repository - Alternative to Business
Training). Bu teoriye gére girisimciler, operasyonel uygulamanin tUm bilissel yukinU tek basina tasimak
yerine dis kaynak kullanimi, islevsel personelin isletme icine alinmasi veya hedefli mentorluk ve danismanlik
yoluyla uzman dis bilgiye baglanmalidir (World Bank Open Knowledge Repository - Alternative to Business
Training).

Nijerya'da farklh modahale bicimlerini karsilastiran deneylerde, uzman becerilerin isletme icine alinmasi
veya disandan temin edilmesi genel isletme egitiminden daha basaril olmus; yogun isletme danismanhgi
kadar iyi sonuc verirken maliyetinin yaklasik yansi duzeyinde kalmistir (World Bank Open Knowledge
Repository - Boundary of the Entrepreneur). Girisimcinin sininnin bu sekilde genisletiimesi, isletmelerin daha
nitelikli dijital pazarlama uygulamalarini kullanmasina, daha iddiall yenilikler yapmasina ve iki yillik
dénemde belirgin bicimde daha yUksek satis ve kér artislan elde etmesine imkdn vermektedir (World Bank
Open Knowledge Repository - Boundary of the Enfrepreneur).

Mentorlugun &zgul eftkililigi degerlendirildiginde, ampirik kanitlar bunun yuksek &lcUde 6zellestiriimis ve
maliyet etkin bir danismanlik bicimi olarak yararl oldugunu gostermektedir. Tek tek isletmelerin, is
uygulamalarnni gelistirmelerine bireysel olarak yardimci olan bir mentor veya kocla eslestiriimesi is
danismanhgina benzer bicimde calismakta; ancak mentinin dogrudan operasyonel cevresine uyarlanmis
sezgisel ydntemlerden, yerel bilgiden ve pratik kurallardan yararlanmaktadir (World Bank Open
Knowledge Repository - Small Business Training).

Ornegdin Uganda'da Dinya Bankasi badlantil bir deneyde yerel girisimciler, baska Ulkelerdeki gdnUllU
koclarla birkac ay siren cevrim ici mentorluk icin eslestirimistir (World Bank Open Knowledge Repository -
Smaill Business Training). iki yillik ddnemde pazarlama uzmanlanyla eslestirilen firmalarn k&rlannda anlami
arfis goérilmus; arastirmacilar bu sonucu mentorun dis uzmanhginin tetikledigi daha guUcli Gron
farkllastirmasina baglamigtir (World Bank Open Knowledge Repository - Smaill Business Training).
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Ozellestiriimis MUdahaleler: Toplumsal Cinsiyet Esitligi, Kinlgan Baglamiar ve Kurumsal Yénetisim

Mentorlugun yapisal etkisi, uygulandigi demografik ve bolgesel baglama son derece duyarlidir. Kadin
girisimcilere odaklanan programlar baz &zgul ntanslar gdstermistir. Randomize kontroll ¢calisma ile
degerlendirilen Ethiopia Women Agribusiness Leaders Network (WALN) projesinde kadin mikro isletme
sahipleri; mentorlukla birlestiriimis isletme egitimi alan gruplar ve kontrol gruplar arasinda rastgele
dagitilmistir (University of Chicago Journals - Agribusiness Ethiopial).

Tek basina egitimin uzun dénemli ké&r artisi yaratmakta zorlandigr goérGlUrken, egitimli mentorlar tarafindan
saglanan mentorlugun eklenmesi; kadinlara ait isletmelerde goértlen verimsizliklere ve daha dUsuk
maliyetlere ragmen, daha iyi isletme uygulamalarnnin aktanimasini kolaylastirmistir (World Bank Open
Knowledge Repository - Women Agribusiness Ethiopia).

TUzel kisilerin yalnizca kicuk bir bolUmUnun kadinlar tarafindan yonetildigi Tacikistan gibi baglamlarda
UNDP'nin "Aid for Trade" projesi gibi girisimler, sistemik toplumsal cinsiyet engellerinin asilmasi icin hem is
bilgisi hem de kritik psikososyal destegdi sunan; ayrnntii mentor kilavuzlan ve yapilandinimis gondemler
kullanan 6zel tasarlanmis mentorluk programlarindan yararlanmistir (UNDP Tajikistan Case Study).

Mentorluk gencler veya kirlgan gruplar icin uygulandiginda, kurumsal raporlar rollerin agik bicimde
ayrnistinimasi gerektigini vurgulamaktadir. Kilavuzlar, "yasam becerileri mentorlannin® psikososyal destek
sunabilmekle birlikte cogu zaman isletmenin dlgeklenmesi icin gerekli teknik yetkinlikten yoksun oldugunu
belirtmektedir. Buna karsilik gercek "is mentorlannin” basaril isletme deneyimine sahip olmasi gerekir; bu
durum mentor bulunabilifigini sinilandirabilir ve Ucret/stipend saglama ya da katiimi foplumsal hizmet
olarak cerceveleme gibi yaratici ise alim stratejilerini gerekli kilar (World Bank Documents - Mentorship
Guidelines).

Ayrica International Finance Corporation'in (IFC) Mozal Aluminum baglanti programi gibi kurumsal destek
modelleri, adir sanayi ve kurumsal tedarik zincirlerinde KOBI mentorlugu icin yapilandirimis ve asamali bir
yaklasimin gerekliligini gdéstermektedir. IFC cercevesi adim adim bir sGrec tanimlar: ilk egitfime dayanarak
iyilestirme planinin uygulanmasi, sorun alanlarni tespit etmek icin ara dénem degerlendirmelerinin
yapilmasi ve KOBI'lere sUrekli destek sadlayan yodunlastirimis mentorlugun devreye alinmasi. Bdylece
isletmelerin kati uluslararasi standartlarda sézlesme yUkUmlUlUklerini yerine getirme kapasitesi gelistirilir (IFC
Mozal Aluminum Mozambique Document).

Benzer bicimde Dogu Afrika'da African Center for Economic Transformation (ACET) pilot programi, gUuclu
is planlan gelistrmek ve yatrnm firsatlanna iliskin - derinlemesine icgdrt saglamak  Uzere  KOBI
mentorlugundan yararlanmis; mentorlugun KOBI'leri yatinm almaya hazr hale getirmedeki rolind ortaya
koymustur (World Bank Documents - East Africa ISR).

Son olarak program degerlendirmeleri, piyasa dinamikleri ve yer dedistirme efkilerinin dnemini
vurgulamaktadir. Belirli bir KOBi'de blyUmeyi tesvik eden mentorluk miUdahaleleri, yardim almayan
rakiplerin satiglarnni sifir toplamli yerel bir pazarda yalnizca baska tarafa kaydirmak yerine gercek
makroekonomik verimlilik artisi ve yenilik yaratip yaratmadiklan acisindan analiz edilmelidir. YUksek
teknoloji mentorlugu; yalnizca yerel tUketime odaklanmak yerine yeni pazar kategorileri yaratan, inracat
hacmini artiran veya kiresel talebe hizmet eden &lceklenebilir yeniliklere odaklandidi icin bu yer
degistirme sorununu bUyUk 6lcUde asmaktadir (Innovations for Poverty Action - Kenya Study).
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1.4 KOBI Mentorluk Programi Tasarnminin Mimari ilkeleri

Mentorlugun ampirik degerini kabul etmekten yapilandinimis ve yuksek efkili bir programiisletmeye gecis,
saglam mimari cerceveler gerekfirir. Etkili mentorluk kendiliginden ortaya cikmaz; fitizlikle tasarlanmis bir
program altyapisinin sonucudur. Spring Impact ve Argidius Foundation gibi kuruluslann kilavuzlari, yUksek
kaliteli KOBI mentorlugunun aktif bicimde ydnetiimesi gereken cok asamall bir yasam déngisinU
icerdigini vurgulamaktadir: Tasanm, Mentorlann Kazanilmasi, Mentor Egitimi, Eslestirme (ilk Etkilesim),
Devam Eden Etkilesimler ve Mezuniyet (Spring Impact - Effective Mentoring).

Tasanm asamasinda beklenen etkilesimlere iliskin acik parametreler belirlenmelidir. Program tasarnmcilari
mentorlann alan-&zel teknik destek, genel liderlik rehberligi veya agdlara erisim saglamakla mi
gorevlendirlecegine karar vermeli ve programin femel performans gostergelerini buna goére
yapilandirmalidir (Spring Impact - Effective Mentoring).

Mentor kazaniminda ise yalnizca gerekli is bilgisine sahip olanlara dedil, ayni zamanda &grenmeyi
kolaylastiracak duygusal zekd ve sabra sahip kisilere dncelik verilmelidir; yalnizca kendi mesleki prestijini
arfirmayr amaglayan kisiler uygun mentor adaylan degildir (Spring Impact - Effective Mentoring).

Mentorlar genis bir yasanmis deneyim birikimi getirmekle birlikte cogu zaman pedagojik egitimden
yoksundur. Bu nedenle Mentor Egitimi, &neri ve ydnlendirmenin sunumunu standartlastirmak, etik sinirlar
beliremek ve mentorlarn iliskiyi domine etmesini ya da cevik KOBI'lere uygun olmayan kurumsal ¢cézimleri
dayatmasini dnlemek icin vazgecilmezdir. Etkili bir mentor, bUyUk stratejik sonuclar dogurabilecek aksiyon
planlanna yénelik gerceklik kontrold saglayan bir disinme ortadi olarak hareket eder; ancak KOBI
sahibinin yerine hicbir zaman nihai kararn vermez (Scribd Startup Mentorship Guide).

EMCC Kdresel Yetkinlik Cercevesi

Uluslararasi kalite standartiarini korumak icin nitelikli mentorluk programlan European Mentforing and
Coaching Council (EMCC) cerceveleriyle uyumlanmaktadir (EMCC TUrkiye - ISMCP). EMCC, hem
bireylerin European Individual Accreditation (EIA) ile hem de kurumsal egitim programlarnnin European
Quality Award (EQA) ile akredite ediimesinde olcUt gdrevi géren bir yetkinlik cercevesi sunmaktadir
(EMCC TUrkiye Accreditation). Programin EMCC ilkeleri etrafinda tasarlanmasi, yalnizca mentorluk
faaliyetlerini yerine getirmekten sistemik bir uygulayici zihniyetini benimsemeye gecisi saglar (Intact
Academy EMCC Guide).

Bir mentorluk programi EMCC'nin sekiz temel yetkinligi etrafinda tasarlanmalidir:

1. Kendini Anlama: Mentorluk efkililigi  uygulayicinin icsel durumuyla iliskilidir. Mentorlar kendi
degerlerinin, 6nyargilannin ve davranis kaliplannin farkinda olmali; bu icsel durumlarnn uygulamalarini
ve mentinin &zerkligini nasil etkiledigini anlayabilmelidir. Bu &z farkindallk mentorun egosunun
girisimcinin vizyonunun éndne gecmesini dnler.

2. Kendini Gelistirmeye Bagliik: Mentorlar uygulamalarinin standardini yUkseltmek ve meslegin
bUtUNIOGUNU korumak icin surekli &grenme, profesyonel sUpervizyon ve elestirel sorgulama
sUreclerine katlmaldir.

3. Sdézlesmeyi Yonetme: Bu yetkinlik; gizlilik, hedefler ve iletisim protokolleri konusunda acik ve seffaf
beklentiler ile sinirlarn belilenmesini icerir. Sézlesme yonetimine hékimiyet, midahalelerin sistemik
hedeflerle uyumlu olmasini saglar, psikolojik bagmiiigin ("drama U¢geni') ortaya ¢cikmasini engeller
ve kurucunun profesyonel dzerkligini destekler.
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4. lliskiyi Kurma: Etkinin temelinde karsilikli sayginin bulundudunu kabul ederek girisimciyle givene dayali
iliski ve is birligini ustalikla kurmak ve surdirmek (OpenlLearn Mentoring Principles).

5. Icgéri ve Ogrenmeyi Kolaylastrma: CézUmleri dogrudan dikte etmek yerine aktif dinleme ve soru
sorma yoluyla mentinin bilissel gelisimini kolaylastirmak.

6. Sonuc ve Eylem Odaklilik: Girisimcinin soyut icgdrileri somut kurumsal dedisime ve hedeflenen
davranis degisikliklerine dénusturmesine yardimci olmak.

7. Model ve Tekniklerin Kullanimi: Kurucunun dUsUnme biciminde 6grenmeyi ve paradigma degisimini
tetiklemek icin yerlesik psikolojik, stratejik ve operasyonel modelleri uygulamak.

8. Degerlendirme: Mentorluk uygulamasinin etkililigine iliskin verileri sistematik bicimde foplamak ve
daha genis program dUzeyinde surekli etki degerlendirmesi kUltUrine katkida bulunmak.

Bu yetkinliklerin bUtUnlestiriimesi, program mimarisinin yalnizca gayriresmi bir ag kurma etkinligi veya
gundelik danisma sohbeti olmamasini; dlculebilir ekonomik sonuclar ve psikolojik dayaniklilik Uretebilecek
sistematik ve dizenlenmis bir gelisim midahalesi olmasini saglar (EMCC Turkiye Accreditation).

1.5 Paradigma Degisimi: Genel KOBI Mentorlugundan YUksek Teknoloji
Girisimciligine

Genel KOBI mentorlugdu ile yiksek teknoloji girisimciligi mentorlugu baz temel dzellikleri paylassa daiki yapi
cok farkl ekonomik dinamikler icinde faaliyet gosterir. Yerel hizmet saglayicilar, geleneksel imalatcilar,
tarnmsal Ureticiler veya perakende isletmeleri gibi genel KOBI'ler mentorlugu codunlukla mevcut is
modellerini opfimize etmek, temel muhasebe uygulamalarini gelistirmek, tedarik zincirlerini istikrara
kavusturmak veya kademeli cografi genisleme saglamak icin kullanir (World Bank Open Knowledge
Repository - Women Agribusiness Ethiopia). Bu isletmelerin gelisim yollan daha dogrusaldir, kullandikiar

teknolojiler olgundur ve mentorluk bUyUk dlcUde operasyonel devamililik, verimlilik ve isfikrarll nakit akisi
yaratmaya odaklanir.

Buna karsilik yUksek teknoloji girisimciligi, Ustel ve dogrusal olmayan élceklenme icin tasarlanmis girisimleri
kapsar. Bu girisimler yeni fikri mUlkiyetin, yikict yazlim platformlarnnin veya ileri mUhendislik ¢c&zUmlerinin
ticarilestiriimesiyle  yénlendirilir.  Girisimcilik  literatOr0, yUksek teknoloji start-up'larinin son derece
uzmanlasmis entelektUel ve sosyal sermaye gerektiren, asamaya 6zgl kaynak sorunlanyla karsilastigini
vurgulamaktadir. Daha 6dnce denenmemis teknolojilerle UrGn-pazar uyumuna ulasmaya calismanin
dogasinda bulunan belirsizlikler ile girisim sermayesi finansman dénguUlerinin baskisi, kurucularda siklikla
psikolojik gerilim, kaygi ve karar yorgunluguna yol agcmaktadir (Techstars Blog).

Bu nedenle yUksek teknoloji girisimcilerine yonelik mentorluk, standart is danismanhginin étesine gecerek
ekosistem entegrasyonunun ve psikolojik dayanikliigin bir araci haline gelir. YUksek teknoloji mentorlari
vazgeciimez iki temel islev Ustlenir.

Birincisi insan sermayesi saglarlar: cevik Urln gelistirme, fikri mUlkiyet hukuku, algoritmik élceklenebilirlik ve
derin teknolojiye 6zgU pazara giris stratejileri gibi uzmanlik alanlarinda ileri dUzey bilgi sunarlar (Techstars
Blog). Kurucularnn maliyetli teknik hatalardan kacinmasina, mevzuatin gri alanlarinda yol almasina ve hizli
iterasyonlar gerceklestirmesine yardimci olurlar.

ikincisi sosyal sermaye sadlarlar. Girisim sermayesi ekosisteminde mesruiyet olusturmak  zorunludur.
Deneyimli mentorlar girisim sermayesi fonlar, stratejik kurumsal ortaklar ve erken benimseyen musteri
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aglanyla gbvene dayal tanistrmalar yaparlar (Techstars Blog). Bu aglar oldukca kapalidir ve start-up'in
guvenilirigine kefil olacak yerlesik ag d0gumleri olmadan fiilen erisilmesi ¢ok zordur.

Mentor-menti eslestirmesinin niteligi de yUksek teknoloji ekosistemlerinde degismektedir. Mentor ile menti
arasindaki demografik benzerligin girisimcilik &z yeterliligini ve baslangic gbvenini artirdigr gdsterilmis olsa
da - 6zellikle kadin kurucular veya yeterince temsil edilmeyen gruplar acisindan - demografik eslesmeye
asin odaklanmak yUksek teknoloji basarnsi icin kritik olan derin sektérel uzmanlik, belirli cografi pazar bilgisi
veya belirli bir teknoloji yiginiyla calisma deneyimi gibi boyutlann gézden kacmasina neden olabilir (Nesta
- Business Mentoring Evidence).

Ayrica yuksek teknoloji ekosisteminde akrandan akrana mentorlukile kidemli mentorlugu arasindaki fayda
dengesi siklikla tarfisimaktadir. Akran aglarn gunlUk operasyonel sorunlara iliskin hizli bilgi paylasimini
kolaylastirsa da degerlendirmeler, akran temelli mudahalelerin faydasinin katilan akranlarnn niteligine
bagh oldugunu géstermektedir (Nesta - Business Mentoring Evidence).

Hizl bUyUyen Hint teknoloji firmalarni kapsayan deneylerde girisimciler, yalnizca akranlan pasif degil resmi
yonetim yaklasimlar kullandiginda akran tavsiyesinden fayda saglamistir (Nesta - Business Mentoring
Evidence). Benzer bicimde Cin'deki bir deney, genc firmalarn performansinin ancak baslangi¢ bUuyuklogu
ve olgunluk duzeyi acisindan "daha iyi" akranlarla rastgele eslestiriidiklerinde olumlu  etkilendigini
gostermistir (Nesta - Business Mentoring Evidence). Dolayisiyla akran destedi gUnlUk faktik sorunlarnn
c6zUmuinde degerli olmakla birlikte kidemli mentorlar Ust dUzey stratejik ydnetisim, kriz yonetimi ve
ekosistem aglarnna erisim acisindan vazgecilmez olmaya devam etmektedir.

Analitik Boyut Genel KOBi Mentorlugu YUksek Teknoloji Start-up
Mentorlugu

Birincil Ekonomik Amag Kademeli bUyUme, Ustel dlceklenme, hizli Gron-
faaliyetini surdurme, pazar uyumu, kUresel
operasyonel verimliik ve | ticarilestirme ve fikri mUlkiyet
yerel pazar payl kazanma. Ustinloga.

Sermaye Yapisi ve Odak isletme sermayesi On-tohum/tohum
opftimizasyonu, geleneksel = finansmani, girisim
banka kredileri ve vyerel @ sermayesi, Seri A/B turlan ve
kamu hibeleri. yUksek  degerlemeli 0z

sermayenin optimize
edilmesi.

Gerekli Mentor Uzmanhgi Standart  muhasebe, K = Cevik iterasyon, SaaS birim
uyumu, yerel tedarik zinciri = ekonomisi, teknoloji
lojistigi  ve temel dijital = altyapisinin dlceklenebilirligi,
pazarlama. VC agdlan  ve kurumsal

birlesme/satin alma.
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Operasyonel Risk Profili

Sosyal Sermayenin Rolu

DuUsUk-orta; kanitlanmis  ve
tarinsel olarak yerlesik s
modellerinin uygulanmasi.

Yerel is agi, fopluluk iliskileri
ve yerel tedarikci
baglantilar.

@DI

Cok yUksek; kanitlanmamis
modellerin dogrulanmaisi,
yUksek basansizlik oranlar ve
hizli stratejik pivot
gereksinimi.

Kapal yatinmci aglanna ve
uluslararasi stratejik ortaklara
erisim (Techstars Blog).

TURKIYE-EU
EEEEE Ess|
BIAL0&0E

1.6 Teknoloji Mentorlugunda Kiresel lyi Uygulamalar ve Paradigmalar

Bir teknoloji mentorluk programi olusturmak icin politika yapicilarin ve program tasarnmcilarinin kiresel
referans kabul edilen yapilann operasyonel gercekliklerini incelemesi gerekir. GUnumuUz teknoloji
hizlandinci ve kulucka ekosisteminde iki paradigma éne cikmaktadir: MIT Venture Mentoring Service (VMS)
Modeli ve Techstars Mentor Manifestosu.

MIT Venture Mentoring Service (VMS) Modeli

2000 yilinda kurulan MIT VMS, Universite bagdlantil ve bdlgesel ekonomik kalkinma odakli mentorluk
programlarn icin sektdr standardi kabul ediimektedir. Metodoloji, topluca 10,4 milyar ABD dolarinin
Uzerinde finansman saglamis 3.500'den fazla girisime destek olmustur (MIT Venture Mentoring Service).
Efkililiginin kabul edilmesiyle VMS Outreach Training Programi; Venture Asheville, biyomedikal ve saglk
alanina odaklanan Chicago Innovation Mentorsile Kolombiya ve ispanya'daki cesitli girisimler dahil olmak
Uzere 28 Ulkede 120'den fazla kurulusa egitim vermis ve bu kuruluslarin MIT modelini kendi yerel
ekosistemlerinde uyarlamasini saglamistir (MIT VMS Outreach Training).

VMS modelinin efkililigi, onu siradan danismanlik aglarnndan ayiran ve birbiriyle uyumlu bicimde isleyen
cesitli operasyonel sutunlara dayanir:

e Ekip Mentorlugu Metodoloijisi: Geleneksel ikili (bire bir) mentorlugun aksine MIT VMS, her girisime bilincli
olarak 3ila 5 deneyimli gonUllu mentordan olusan bir ekip atar (MIT Venture Mentoring Service). Bu
mimari tercih dnemlidir. Tek bir mentorun bilissel dnyargilarinin, gincelligini yitirmis sektor sezgilerinin
veya baskin kisiliginin girisimin stratejik yoninU ele gecirmesi riskini azaltr. Mentor ekibinin farkl
gecmisleri, tavsiyelerin dogasi geregdi cok disiplinli, akranlar tarafindan gercek zamanli sorgulanan ve
kapsamli olmasini saglar (MIT VMS Outreach Training).

e Siki Etik Kurallar ve Cikar Catismasinin Onlenmesi: VMS, tom ydnlendirmenin nesnel, gizli ve cikar
catismasindan annmis kalmasini saglamak icin etik bir cerceve zorunlu kilar (MIT Venture Mentoring
Service). Mentorlann VMS catisi altinda mentorluk yaptiklar girisimlere yatinm yapmalar veya bu
girisimlerden hisse almalan kesin bicimde yasaktir. Bu durum, kurucularin gelecekteki finansmani
tehlikeye atma veya ortaklik yapisi mUzakerelerini zedeleme kaygisi olmadan en derin zayifliklarni,
finansal hatalarni ve operasyonel basansizliklarni paylasabildigi psikolojik olarak givenli bir alan
yaratir.

e Girisimciye Odaklanma: Program felsefesi, yalnizca mentorluk verilen mevcut girisimin basaril bir cikis
yapmasini saglamaktan ziyade girisimcinin femel bilissel ve liderlik becerilerini gelistirmeyi vurgular
(MIT Venture Mentoring Service). Bu yaklasim, yUksek feknoloji kurucularinin kariyerleri boyunca
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birden fazla sirket kurma olasiiginin yuksek oldugu anlayisiyla uyumludur; dolayisiyla temel analitik
cercevelerini guclendirmek uzun vadede katlanarak artan ekonomik fayda yaratir.

e Resmi Operasyonel Surecler: Mentorluk, &dnceden belilenmis gundemleri, uygulanabilir takip
maddelerini ve strekli izlemeyiiceren yapilandiriimis yuz yUze toplantilardan olusan disiplinli bir strecle
sunulur (MIT Venture Mentoring Service). Girisimci icin tfamamen Ucretsizdir ve lliskiler uzun vadede
surdUruUlerek start-up fikir asamasindan stratejik ortakliklara ilerledikce uyarlanir.

Techstars Mentor Manifestosu

MIT VMS benzersiz bir yapisal cerceve sunarken; Cargill ve Ecolab ile Farm to Fork Accelerator ve Semapa
Next ile Lisbon Accelerator gibi farkli programlar yUrUten kiresel start-up hizlandincisi Techstars, eftkili
teknoloji mentorlugunun felsefi ve davranissal doktrinini ortaya koymaktadir (Techstars Lisbon Accelerator
Info). Techstars, kuruculan dunya standartlannda mentorlarla, dagitim kanallanyla ve pilot firsatlanyla
bUtUnlestirmeye dayanir (Techstars Lisbon Accelerator Info).

Techstars aynca Innovation Bootcamp gibi girisimler yoluyla girisimci mentorlugunu kullanarak QBE
Insurance gibi bUyUk ve kokIU sirketlere yalin is uygulamalarini ve hizli fikir gelistirme yéontemlerini tasimakta;
boylece mentorluk zihniyetinin farkl kurumsal yapilara uyarlanabilirligini géstermektedir  (Techstars
Innovation Bootcamp).

Brad Feld ve Jon Bradford gibi deneyimli sektor isimlerinin ortaklasa gelistirdigi "Techstars Mentor
Manifestosu"”, mentorluk iyi uygulamalar icin kiresel &lcekte taninan bir referanstir (Techstars Mentor
Manifesto). Manifesto, mentor davranisini ydneten ve mentor-menti iliskisindeki gic dinamiklerini tfemel
dUzeyde ele alan anailkeleri belilemektedir.

Techstars yaklasiminin tfemel ilkeleri sunlardir (Techstars Mentor Manifesto):

e "Once Ver' (Give First) Felsefesi: Mentorlar, aninda veya garanti edilmis bir karsilik hesabl yapmadan
start-up ekosistemine enerji, zaman ve entelektGel sermaye katmaya istekli olmalidir. Bu 6zgeci temel,
islemsel iliskilerin erken asama yeniligi baskilamasini dnler ve birbirine bagl bir fopluluk olusturur.

e Sokratik Ol: Mentorlar dogrudan talimat vermek yerine acikca Sokratik sorgulamayr kullaonmaya
yonlendirilir. Derinlestirici sorular sorarak kurucularin kendi analitik cercevelerini kurmasini saglar ve
bagmsiz liderlik icin gerekli bilissel becerileri gelistirirler.

e Yonlendir, Kontfrol Efme: Manifesto mentorlara acik bicimde "sirket onlarin, sizin degdil" ilkesini hatirlatir.
Mentorun rolU; kér noktalan goérinr kilmak, olasi sonuclart ortaya koymak ve alternatif bakis acilar
sunmakitir; kurucunun yonetsel karar alma yetkisini devralmak dedildir.

e GOrUsu Olgudan Ayir: YUksek teknoloji ortamlannda gecmis sektér deneyimine dayanmak, bu
deneyim yeni teknolojik paradigmalarda artk gecerli dedilse ters etki yaratabilir. Mentorlar bir
onerinin dogrulanmis nesnel bir veri noktasi mi yoksa yalnizca deneyime dayali bir géris mU oldugunu
aclkca ifade edecek sekilde editiimelidir. Boylece kurucu tavsiyeyi uygun agirlikta degerlendirebilir
ve gincelligini yitirmis varsayimlara gére hareket etmekten kacinabilir.

e Bilmedigini Bil: Mentorlann bilmedikleri konulan acikca kabul etmeleri tesvik edilir. Entelektlel tevazu
hatall tavsiyenin yaylmasini énler ve mentorun ag araciligyla girisimci icin uzman alan
profesyonellerine ulasmasini saglar.

e Zorlayici Ol ama Yikici Olma: Geri bildiim gUc¢lo ve gerceklige dayall olmali, is planina yénelik
varolussal tehditleri yumusatmamalidir; ancak girisim liderliginin adir psikolojik yUkinU ve kacinilmaz
zor dénemlerini kabul eden empatik bir dille sunulmalidir.
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1.7 Turkiye Destek Mimarisi

TUrkiye'de efkili bir yUksek teknoloji mentorluk sistemi tasarlamak icin programin mevcut ulusal isletme
destek mimarisiyle bUtUnlesmesi gerekir. Trkiye; TUBITAK ve KOSGEB gibi kamu kurumlan tarafindan
yonlendirilen, Universite kulucka merkezleri ve kUresel sivil toplum agdi istirakleriyle desteklenen, merkez,
yUksek dlcUde sUbvanse edilen ve giclU bir Ar-Ge/KOBI destek cercevesi gelistirmistir.

TUBITAK Girisimleri: 1601 BIGG+ ve Ar-Ge Ticarilestirme

TUBITAK, TUrkiye teknoloji ekosisteminin  temel kurumlarndan biridir.  PortféyUndeki  yapisal
mekanizmalardan biri 1601 - Yenilk ve Girisimcilik Alanlannda Kapasite Arfinimasina Yénelik Destek
Programi ve bu kapsamda 6zellikle KOBI Mentor ArayUzi (BIGG+) cagnsidr (TUBITAK 1601 BIGG+
Announcement).

BIGG+ programi, daha énce TUBITAK TEYDEB desteklerinden yararlanmis KOBI'lerin is gelistirme ve yenilik
kapasitesini artrmak Uzere acikca ticarilestrme odakl tasarlanmis bir girisimdir (TUBITAK 1601 BIGG+
Announcement). Bu politikanin temel stratejik amaci, kamu kaynakli Ar-Ge faaliyetlerinin protfoftip
asamasinda kalmamasini; sordUrllebilir ve oOlceklenebilir ekonomik degere donUsmesini saglamaktir
(TUBITAK TEYDEB Call Document).

Bu amacla program, mentorluk sUrecini organize etmek ve kolaylastrmak Uzere sermaye sirketleri,
Teknopark izmir gibi teknoparklar veya Universite teknoloji transfer ofisleri tarafindan kurulabilen "Mentor
Arayizleri"'nin olusturulmasini zorunlu kilar (TUBITAK 1601 BIGG+ Announcement).

BIGG+ mentorlugu alan KOBI'lerden beklenen sonuclar dlcUlebilir ve izienebilir niteliktedir: toplam cironun
artmasi, mevcut pazar payinin genislemesi, yeni pazarlara giris ve uluslararasi inracatin baslatiimasi veya
artinimasi (TUBITAK 1601 BIGG+ Announcement). Omegin Teknopark izmir tarafindan bu cercevede
yUrUtllen programiar; bilgi ve iletisim teknolojileri, yenilenebilir eneriji, yesil teknolojiler ve ileri imalat gibi
yUksek katma degerli sektérlerde faaliyet gdsteren KOBI'leri hedeflemektedir (EBSO BIGG+ Program Info).

Kalite kontrolond sadlamak Uzere TUBITAK, bu hizmetleri sunan mentorlarin resmi TUBITAK Mentor Veri
Tabanina kayifl ve onayll olmasini sart kosarak operasyonel standardizasyon icin bir taban olusturur
(KOBIMentér Database Interface). Destek mekanizmasinin mali yapisi da oldukca giclidir; yoksek bitce
Ust sinilanyla %100'e varan hibe destedi sunmakta ve mentfor saat Ucretlerini belirenmis dUzenleyici
limitlere kadar karslamaktadir (TUBITAK 1601 BIGG+ Announcement).

TUBITAK ayrica akademik ve erken yetenek havuzuna daha yakin calisan 2248 - Mentorluk Destek
Programini yUrUtmektedir. Bu program lisans bursiyerleri ve Bilim Olimpiyatlan adaylan gibi yUksek
potansiyelli bireylere 6zel mentorluk saglamakta; ilerlemelerini mentorlann dogrudan sundugu alti aylik
izleme raporlan Uzerinden sUrekli takip etmektedir (TUBITAK 2248 Support Program).

KOSGEB: ileri Girisimci Mentorlugu ve Maliyet Paylasimi

TUBITAK ~ Ar-Ge'nin  ticarilestirimesine odaklanrken KOSGEB, isletme desteklerinin Ulke geneline
yayllmasinda ve operasyonel likidite saglanmasinda énemli rol oynamaktadir. KOSGEB, ileri Girisimci
Destek Programi kapsaminda yapilandinimis mentorluk, danismanlik ve is koclugu midahalelerine finansal
destek saglamaktadir (KOSGEB Advanced Entrepreneur Guidelines).
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Orta-yUksek ve yUksek teknoloji sektérlerinde faaliyet gdsteren KOBI'ler icin KOSGEB, belilenmis bir Ust sinira
kadar mentorluk ve kocluk maliyetlerinin %75'ini karsiamaktadrr (KOSGEB Advanced Entrepreneur
Guidelines). Program ayrnica bu hizmetleri kimlerin sunabilecegini tanimlamakta; gecerli mentorlugun
Sanayi/Ticaret Odalan tarafindan belirlenen deneyimli girisimciler veya akredite melek yatinmci aglar
tarafindan saglanabilecegini belirtmektedir (KOSGEB Advanced Enfrepreneur Guidelines).

KOSGEB cercevesi iki farkl midahale torGnu acikca tanimaktadir (KOSGEB Advanced Enfrepreneur
Guidelines):

e (Ucretsiz Mentorluk: Deneyimli kisilerin - cogu zaman melek yatinmei adlan araciidyla - KOBi'den Ucret
almadan vizyoner tavsiye, aglara erisim ve rehberlik saglamasi.

e isKoclugu/Danismanlik: Yogun tanisal analiz, gicld ve zayif ydnlerin belirenmesi, hedefli operasyonel
zaman planlan ve raporlama yapilarinin olusturulmasini iceren; genellikle sertifikall KOBI Danismanlar
veya kulucka merkezi personeli tarafindan yUrutilen mudahale.

Endeavor Tirkiye: Olceklenme Ekosistemleri ve Ust DUzey Aglar

TUBITAK ve KOSGEB genis tabanli ve erken asama destekler sunarken Endeavor TUrkiye, start-up asamasini
asmis ve uluslararasi blyUmeye hazr "scale-up" sirketlere odaklanmaktadir (Endeavor Turkiye Institutional
Presentation). Endeavor modeli, adaylan énce yerel panellerden geciren ve ardindan Uluslararasi Secim
Panellerine tasiyan cok asamali bir secim sUrecine dayanir.

TUrkiye'deki girisimciler Endeavor ekosistemine girdiklerinde kUresel bir mentor agina erisim kazanirlar.
Endeavor Turkiye faaliyetleri yUksek teknoloji firmalarnin biyime ihtiyaclarnyla dogrudan ortusmektedir:
stratejik egitim, Ust duzey ag kurma etkinlikleri, girisim sermayesi finansmanina dogrudan erisim ve basarili
mezunlarnn daha genis ulusal ekosisteme ilham veren rol modelleri olarak 6ne cikanimasi.

Endeavor'un katilimi baslica cografi merkezlere yayiimaktadir. Ormegin Ankara'da kurum; App Samurai ve
Evreka gibi yUksek bUyUme potansiyelli girisimlerin yani sira yerel paydasliarla calismakta, yuvarlak masa
toplantilar, mentor panelleri ve world café oturumlar diUzenleyerek uzmanliklann karsilikli paylasimini
kolaylastirmaktadir.

Universite Kuluckasi: ITU Cekirdek Paradigmasi

Universite ve erken kulucka dizeyinde ITU Cekirdek - ITU Ginova dgdrenci girisimcilik merkeziyle birlikte
calisan istanbul Teknik Universitesi Kulucka Merkezi - UBI Global gibi kuruluslar tarafindan yarathdi etki ve
olusturdugu yatnm hacmi nedeniyle kiresel dlcekte taninmis basarili bir yerel modeldir (iTU Girisimcilik
Mentorlugu Guidelines). ITU ekosistemindeki mentiler, start-up sUrecinin temel mekanikleri konusunda
yapllandinimis renberlik almaktadir.

Mentorlar kuruculara is Modeli Kanvasi'ni (BMC) hazilama ve gelistirme, mUsteri segmentasyonu ve pazar
dogrulama calismalarn yorGtme, toplam adreslenebilir pazar bUyUkligini hesaplama ve net performans
gostergeleri olusturma konularinda destek verir. Program yapilandiriimis finansal modellemeye &nem verir;
kurucularnn gelir akislarnni tanimlamasini, nakit tGketim hizini yénetmesini, finansal tablolar hazilamasini ve
sonraki yatinm turlari icin sirket degerleme stratejilerini optimize etmesini saglar.

Program ayrnca mentorlukiliskisinin etfik ve davranissal parametrelerini beliremekte; siki gizlilik protokollerini,
her iki tarafin zaman yénetimine tam sayg gostermesini ve yikici dedil yapici geri bildirim dénguleri
olusturulmasini zorunlu kilmaktadir.
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EMCC Tdrkiye: Akreditasyon ve Mesleki Standartlar

Son olarak TUrkiye mentorluk ekosisteminin profesyonellesmesi ve gUvenligi, European Mentoring and
Coaching Council'in bolgesel kolu olan EMCC Turkiye tarafindan desteklenmektedir (EMCC Torkiye -
ISMCP). EMCC Turkiye, uygulayicilar icin European Individual Accreditation (EIA) ve egitim programlari
icin European Quality Award (EQA) sunarak sektdr standardizasyonunu tesvik etmektedir (EMCC Turkiye
Accreditation).

Yerel programlarn UNESCO ISCED standartlan ve Avrupa YUksekdgretim  Alani  cercevesiyle
uyumlandinimasi, Tirk KOBI'lerine sunulan mentorluk hizmetlerinin mesleki ve psikolojik  dlcUtleri
karslamasina yardimcr olmakta ve niteliksiz danismanlik uygulamalannin yayginlasmasini énlemektedir
(EMCC TUrkiye Accreditation).

Turkiye'deki Temel Program Hedef KOBi  Temel Odak  Mdali / Yapisal
Kurum / Mekanizma Segmenti Alani Mekanizma
TUBITAK 1601 BIGG+ TEYDEB Ar-Ge Ar-Ge "Arayiz"
Mentor sonrasl feknoloji Ticarilestirme, kuruluslarina
Aray(z0 KOBI'leri ihracat,  Ciro = bUyUk kurumsal
BUyUmesi hibeler;
standartlastinim
IS menfor veri
tabani
KOSGEB ileri Girisimci =~ Orta-YUksek ve | Operasyonel Belirli
Destegi YUksek Teknoloji danismanlik, kocluk/danism
KOBI'leri tanilama ve anlik
melek yatinmci | giderlerinde
aglanyla uyum %75 geri
6deme
Endeavor KUresel Scale-up'lar Uluslararasi Siki - uluslararasi
Tirkiye Olceklenme (start-up genisleme, secim panelleri;
Adl sonrasi) girisim Ust dizey
sermayesine aglara erisim
erisim ve rol
model
olusturma
iTU Cekirdek Kulucka Erken  Asama Dogrulama, is = Universite
Mentorlugu Teknoloji Start- = ModeliKanvas, = destekli
up'lar finansal ekosistem,
modelleme ve  yapillandinimis
pitch muUfredat ve siki
etik kurallar
[ CAMERA DI COMMERCIO
EURC CHAMBRES T B R —




* * *
C * *
* o x o
@DI gt

Funded by
the European Union

EMCC Turkiye EIA  / EQA  Mentorlar ve @ Mesleki UNESCO
Akreditasyonlar Kocluk standardizasyo standartlanyla
[ Programlar n ve psikolojik | uyum; yetkinlik
cerceveler tfemelli
degerlendirmel
er.

1.8 TUrkiye'de YUksek Teknoloji KOBI Mentorluk Programi icin Stratejik
Cerceve

Turkiye'de teknoloji girisimciligine yonelik ileri dUzey bir mentorluk programi tasarlamak; Dinya Bankasi
degerlendirmelerinden elde edilen ampirik kanitlarin, MIT VMS ve Techstars'in yapisal iyi uygulamalannin
ve TUBITAK, KOSGEB ve EMCC Turkiye gibi yerel kurumlarla entegrasyonun sentezini gerekdtirir. Asagidaki
stratejik cerceve bdyle bir girisim icin kapsamli mimariyi ortaya koymaktadir.

Faz 1: Program Mimarisi ve Ekip Metodolojisi

Temel operasyonel model, geleneksel ikili (bire bir) mentorluk paradigmasi yerine MIT VMS Ekip Mentorlugu
Metodolojisini esas almalidir (MIT Venture Mentoring Service). Turkiye'deki yUksek teknoloji girisimleri; yazihm
muUhendisligi ve kUresel fikri mUlkiyet/patent sureclerinden yerel vergi tesviklerinde yol almaya ve yabanci
girisim sermayesine erismeye kadar uzanan karmasik, cok disiplinli zorluklarla karsilasmaktadir. Tek bir
mentorun bu alanlarn timinde gincel ve derin uzmanliga sahip olmasi mimkin dedildir. Tek bir KOBI'ye
3 ila 4 mentordan olusan istikrarl ve &zel bir ekip atanmasi, entelektuel sermayeyi cesitlendirir, favsiyelerin
gercek zamanl akran degerlendirmesini mumkin kilar ve sezgisel dnyargilan kapsamli bicimde azaltir (MIT
VMS Outreach Training).

Program aynca MIT VMS standartlanni yansitan, siki ve cikar catismasindan annmis bir etik kod
uygulamaldir (MIT Venture Mentoring Service). Mentorlarnn program kapsaminda mentorluk yaptikian
girisimlerden hisse almalar, bu girisimlere yatinm yapmalarn veya Ucretli danisman olarak calismalar acik
bicimde yasaklanmalidir. Bu yaklasim kurucularn yapisal zayifliklanni givenli bicimde paylasabilecedi
psikolojik bir glven ortami yaratr; programi objektif tavsiyenin ficari cikarlar nedeniyle zedelenebildigi
ticari danismanlik hizmetleri ve melek yatinmci aglanndan ayirnr (MIT Venture Mentoring Service).

Faz 2: Mentor Kazanimi, Oryantasyon ve Pedagojik Egitim

Ampirik etkilligi saglamak icin mentor kazanimi; kaynak kisith ve kaotik start-up ortamina kolayca
aktanimayabilecek geleneksel kurumsal deneyim sahibi ydneficilerden ziyade yUksek teknoloji
ortamlannda kanitlanmig girisimcilik deneyimine sahip kisilere odaklanmalidir (Techstars Blog). Bununla
birlikte yalnizca girisimcilik deneyimi yeterli degildir. Program, EMCC'nin 8 Temel Yetkinligine (EMCC Turkiye
Accreditation) ve Techstars Mentor Manifestosu'nun davranissal ilkelerine (Techstars Mentor Manifesto)
dayall zorunlu bir oryantasyon ve egitim mUfredat uygulamaldir.

Mentorlar sistematik olarak su konularda egitiimelidir:

e CoOzUmleri dikte etmek yerine kurucunun analitik yetkinliklerini gelistirmek icin Sokratik sorgulamayi
kullanmak (Techstars Mentor Manifesto).
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e Nesnel piyasa olgularn ile kendi deneyime dayall gorUslerini acik bicimde ayirt etmek ve bu ayrimi
kurucuya net sekilde ifade etmek (Techstars Mentor Manifesto).

e liskinin duygusal ve psikolojik sinirlarini ydnetmek; kurucuyu desteklerken bagimliik yaratmamak
(Intact Academy EMCC Guide).

Mentorlann EMCC TUrkiye European Individual Accreditation (EIA) standardina ulasmasi veya egitimlerinin
bu standartla yakindan uyumlu olmasi, yikici ya da baskin mentor davranisi riskini azaltan bir
mukemmeliyet standardi saglar (Cukurova Kalkinma Ajansi - EIA Guidelines).

Faz 3: "Girisimcinin Sininni" Genisletmek

DUnya Bankasi RCT bulgularindan hareketle program, yUksek teknoloji kurucularnni genel, sinif tipi isletme
egitimlerine tabi tutmaktan bilingli bicimde kacinmalidir (World Bank Effectiveness Review Presentation).
YUksek teknoloji kuruculannin ciddi zaman kisitlan vardir; temel muhasebe veya genel pazarloma
konularini 6grenmeye zorlanmalarn  bilissel kaynaklan temel OrGn yeniligi ve teknik uygulamadan
uzaklastirr.

Bunun yerine program, Dinya Bankasi ekonomistleri tarafindan dogrulanan "isletme icine alma ve dis
kaynak kullanimi” modelini kolaylastirmalidir (World Bank Open Knowledge Repository - Boundary of the
Entrepreneur). Cekirdek mentor ekibi Ust dUzey stratejik renhberlik, duygusal destek ve Sokratik yonlendirme
saglarken; program SEO uzmanlar, uzman fikri mulkiyet hukukcularn veya belirli mevzuat uyum uzmanlar
gibi proje bazl, yUksek derecede uzmanlasmis danismanlardan olusan ikincil ve secilmis bir havuzu
muhafaza etmelidir. Mentorlar operasyonel acigr teshis ederek girisimciyi bu uzman kaynaklardan
yararlanmaya yénlendirir; bdylece firmanin kapasitesi tekil kurucunun sinirlannin &tesine genisler ve pazara
cikis suresi kisalr (World Bank Open Knowledge Repository - Boundary of the Entrepreneur).

Faz 4: Tdrkiye Finansman Ekosistemiyle Entegrasyon

Yalitilmis bicimde tasarlanan bir program kritik kitleye veya sordrtlebilirlige ulasamaz. Onerilen mentorluk
programi, Turkiye'de kamu tarafindan olusturulmus mali ve lojistik mekanizmalardan yararlanacak sekilde
aclk bicimde yapilandinimalidir:

e TUBITAK BIGG+ Entegrasyonu: Yeni bir cadn yayimlandiginda program TUBITAK 1601 cercevesinde
resmi bir "Mentor ArayizU" olarak basvuru/konumlanma secenedini dederlendirmelidir (TUBITAK 1601
BIGG+ Announcement). Bu durum, TEYDEB destekleriyle temel Ar-Ge asamasini basarlyla
tamamlamis ancak ileri ticarilestrme destegine ihtiyac duyan én dederlendirmeden gecmis KOBI
havuzuna erisim saglayabilir. TUBITAK Mentor Veri Tabanindan yararlanimasi ve performans
gostergeleriyle uyum, hem standartlara uygunlugu hem de operasyonel giderler ile mentor
yonetimini destekleyebilecek hibe kaynaklarina erisimi guclendirir.

e Uzman Goérevierde KOSGEB Maliyet Paylasimi: Ucretsiz ekip mentorlugunun kapsami disinda kalan
yUksek derecede uzman danismanlik mUdahaleleri icin - 6rnedin Faz 3'te belirtilen dis kaynak
gbrevleri - program KOBI'lerin KOSGEB lleri Girisimci Destek Programi basvurularini hazirlamasina
yardimcl olmalidir. %75 geri ddeme mekanizmasi, KOBI'nin nakit rezervini tUketmeden ileri dizey
pazar arastirmasi veya sistem mimarisi danismanhgr gibi teknik hizmetleri satin almasini mimkon kilar
(KOSGEB Advanced Entrepreneur Guidelines).

e Endeavor'a Gegis Hatti: Program kendisini kUresel dlceklenme aglar icin stratejik bir besleme sistemi
olarak konumlandirmalidir. Aylik Tekrarlayan Gelir (MRR), MUsteri Edinme Maliyeti (CAC) ve basaril
kurumsal pilot uygulamalar gibi géstergelerin disiplinli bicimde izlenmesi, en basarili yiksek teknoloji
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KOBI'lerini uluslararasi genisleme ve Seri A/B girisim sermayesi turlar icin Endeavor TUrkiye gibi ileri
asama agdlara gecise hazrlar (iTU Girisimcilik Mentorlugu Guidelines).

Faz 5: Uzun Dé&nemli Etki Degerlendirmesi

Son olarak OECD rehberlerine ve DUnya Bankasi metodolojik dnerilerine uyum saglamak Uzere program
bir degerlendirme mimarisiyle ydnetilmelidir (OECD Framework for Evaluation 2023). Katilimcr memnuniyet
anketlerini iziemek veya mentorluk saatlerini saymak tek basina politika etkililigini belirlemek icin yeterli
degildir. Program, giriste nesnel baslangic gdstergeleri belirlemeli ve uzun dénemli ilerlemeyi tercihen
kontrol degiskenleri veya tarihsel baslangic dUzeyleriyle karsilastirarak élcmelidir.

Temel degerlendirme gbstergeleri sunlar icermelidir:

e Ticar ve ihracat Kilometre Taslan: Toplam gelir bUyUmesinin, brit kar marjindaki artisin ve yeni
uluslararasi pazarlardan elde edilen gelir payinin izienmesi; TUBITAK'In hedefledigi sonuclarla
dogrudan uyumludur (TUBITAK 1601 BIGG+ Announcement).

e Sermaye Erisimi Gostergeleri: Program baslangicindan sonra saglanan fohum ve Seri A finansmaninin
hacmi, saglanma hizi ve degerlemesinin izienmesi; gelisen kurumsal ydnetisim ve ag erisimi icin bir
gosterge olarak kullanilabilir (MIT Venture Mentoring Service).

e Hayatta Kalma ve Pivot Hizi: isletmenin yalnizca émrU ve faaliyetini sirdirme oraninin degdil, basarisiz
is modellerinin ne kadar hizli teshis edilip uygulanabilir pazar konumlarina dénUsturGlduoginun de
izlenmesi; Sokratik mentorlugun ayirt edici géstergelerinden biridir.

MIT VMS'nin 6ncUlUk eftigi cikar cafismasindan annmis ekip mentorlugu mimarisi, Techstars'in davranissal
dokirini, DUnya Bankasinin talep ettigi ampirik degerlendirme cerceveleri ve TUBITAK/KOSGEB'in sundugu
finansman ekosistemi sentezlenerek TUrkiye'de erken asama teknolojik yenilikleri dayanikli ve yUksek
bUyUme potansiyelli isletmelere donUstUrebilecek rekabetci bir mentorluk programi kurulabilir.
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2. Yerel Proje Baglami: Corlu'da TEBD-II

2.1 Kurumsal Cerceve: Turkiye-AB Is DUnyasi Diyalogu Il (TEBD-Il) Hibe
Programi

"Yenilik Odakli Girisimcilik Ekosisteminin GUclendiriimesi" baslikli girisim, TUrkiye-AB is Dinyasi Diyalogu I
(TEBD-II) Hibe Programinin daha genis kurumsal ¢cergcevesi altinda yUrGtUimektedir. Program Avrupa Birligi
ve Turkiye Cumhuriyeti tarafindan es finansmanla desteklenmekte; Eurochambres (Avrupa Ticaret ve
Sanayi Odalan Birligi) ile Turkiye Odalar ve Borsalar Birligi (TOBB) tarafindan ortaklasa yénetiimektedir.
MUdahalenin idari ve operasyonel esaslar, "TEBD Il Innovation Start-up Ecosystem Service Confract"
kapsaminda belirlenen ikili hUkUmlere tabidir.

TEBD-Il cercevesi, Turkiye ve Avrupa is dunyalar arasinda karsilikl anlayisi gelistirmek, is entegrasyonunu
guclendirmek ve bilgi paylasimini kolaylastirmak Uzere tasarlanmistir. TUrkiye'deki ficaret ve sanayi
odalannin hizmetlerinin Avrupall muadilleriyle uyumlastinimasi yoluyla program uluslararasi B2B is birligini
ve ekonomik bUtunlesmeyi desteklemektedir. TEBD-II'nin ulusal kapsami icinde Corlu TSO projesi, secilmis
girisimlerden biridir. Bazi projeler yesil dénUusim veya dijital donUsume odaklanirken Corlu TSO projesi,
bolgesel yenilikleri uluslararasi pazarlara élcekleyebilecek dayanikll ve standartlastinimis bir teknoloiji
girisimciligi altyapisi olusturmaya odaklanmaktadir.

Ayrica Turkiye'nin Ufuk Avrupa (Horizon Europe Turkiye Portal) ve Dijital Avrupa Programi (Digital Europe
TUrkiye Portal) dahil olmak Uzere baslica Avrupa Birligi programlarnna aktif katiimi, destek mimarisini
genisletmektedir. Bu ulusdtesi programlar; dogrudan finansman, ortak arastirma ortakliklar, uluslararasi ag
kurma ve ileri teknolojilerin benimsenmesine ydnelik kanallar sunmakta; bdlgesel sinirlann &tesine
oOlceklenmek isteyen yerel girisimciler, arastrma gruplarn ve teknoloji odakli isletmeler icin dnemli firsatlar
yaratmaktadir.

2.2 Corlu TSO'nun Kurumsal Gorevi ve Bdlgesel Konumu
2.2.1 Corlu/Tekirdag'in Ekonomik Profili

Corlu ve Tekirdag koridoru, TUrkiye'nin yogun sanayi Uretim merkezlerinden birini olusturmakta ve dnemli
bir imalat motoru islevi gérmektedir. Trakya Kalkinma Ajansinin (TRAKYAKA) bdlge planlarn ve mevcut
durum analizlerine gére imalat, madencilik ve baglantili sanayi faaliyetleri son dénemlerde bdlgesel
gayrisafi katma degerin (GSKD) dnemli bir b&IimUnU Uretmektedir (TRAKY AKA Regional Plans). Tekirdag il
ekonomisi sanayi agrrliklidir ve toplam il ekonomik ciktisinin  yaklasik yansi sanayi sektérinde
yogunlasmaktadir.

Tekirdad'in fiziksel altyapisi bu yUksek hacimli sanayi faaliyetlerini desteklemektedir. ilde Corlu Deri OSB,
Ergene-1 OSB ve Velimese OSB gibi aktif Organize Sanayi Bolgelerini de iceren édnemli bUyUklUkte tahsisli
sanayi alani bulunmaktadir. Bélgesel is glcU havuzu da bu yapiyla uyumludur; bdlgede 15 yas ve Uzeri
nufus ile is gicl yodunlugu yUksektir. is gicine katiim orani Torkiye ortalamasinin belirgin bicimde
Uzerindedir. Yapisal veriler, tarnmsal istihdamin azalma egiliminde oldugunu, buna karsilik sanayi
istihdaminin istikrarll bicimde genisledigini gdstermektedir.

CAMERA DI COMMERCIO
PADOVA

o5 I | futuro a portata di impresa




* * *
C * *
* o x o
@DI gt

Funded by
the European Union

Tekirdad'in ekonomik gicU ihracat yénelimiyle de desteklenmektedir. il, bdlgenin toplam ihracat
hacminin bUyUk cogunlugunu olusturan dnemliinracat gelirleri yaratmakta; ihracat biyime orani tarihsel
olarak ulusal ortalama bUyUme oraninin Uzerinde seyretmektedir.

Bu ihracatin teknoloji profili ise yapisal bir sorunu gérinir kimaktadir. imalat ihracat adirlikli olarak orta-
yUksek teknoloji sinifinda yer almakta; bunu orta-dustk teknoloji, dUsUk teknoloji ve yalnizca cok sinirli bir
yUksek teknoloji payi izlemektedir. Bu durum bdlgenin orta-yUksek teknolojili imalat ve surec
muUhendisliginde gUclU olmakia birlikte ileri yuksek teknoloji ve fikri mulkiyet gelistrmede belirgin bir
darbogazla karsi karsiya oldugunu géstermektedir. TEBD-Il mUdahalesinin kapatmayi hedefledigi stratejik
bosluk, teknoloji deger zincirindeki bu eksiklikfir.

2.2.2 Halihazirda YUrdtdlen Bolgesel Girisimcilik Programlarn (Kiyaslama Haritasi)

Corlu'daki bélgesel girisimcilik ortami, hdlen aktif olan ancak yapisal olarak parcali bicimde calisan cesitli
kamu ve Universite baglantill destek mekanizmalanyla karakterizedir:

non

e TRAKYAKA "Yeni isim Girisim" Programi: Bu bdlgesel girisim; "Start Up", "Let's Up" ve "Wake Up" yollar
dahil olmak Uzere genis tabanl girisimcilik e@itimleri yUritmekte, bunlan erken asama fikir gelistirmeyi
destekleyen bolgesel "Girisim Evleri" ile tamamlamaktadir (TRAKYAKA Enfrepreneurship). TEBD-I
modeli, TRAKY AKA'nIN genis girisimci havuzundan mezun olan en élceklenebilir start-up'laricin yUksek
teknoloji ticarilestirme odakli bir "son asama gelistirme okulu" gibi calisacak bicimde tasarlanmistir.

e Trakya TEKMER ve KOSGEB Tekirdag Girisimleri: Corlu TSO ve KOSGEB Tekirdag, Trakya TEKMER'de
orfak jUri degerlendirmeleri ve is gelistrme panelleri dizenlemektedir (Corlu CCl & KOSGEB Jury
Panels). Oda ydnetimi, erken asama kurucularin KOSGEB'in resmi finansman esiklerini asmasina
yardimcl olmak amaciyla tasarlanan bu panellere aktif bicimde katilmaktadir.

e Akademik Ekosistem-Kulucka Képrileri: Namik Kemal Universitesi Corlu MUhendislik FakUltesinde
kulucka tanitim etkinlikleri ve &grenci girisimcilik bulusmalan dizenlenmektedir (TRAKYAKA NKU
Event). Bu programlar égrenci yeteneklerini harekete gecirmekle birlikte, siklikla kurumsal-start-up
eslestirmesi ve endUstriyel dogrulama alanlarinda bosluk yasamaktadir; Corlu TSO'nun kurumsal Uye
agi bu alanlarda énemli katma deger saglayabilir.

e kil ve Belediye Temelli Mikro Girisimcilik Programlari: Corlu Belediyesinin Erasmus+ "Kirsal Girisimcilik"
(Motivasyonla GUclenen Kirsal Girisimcilik) NEET genclik programi (Corlu Municipality Erasmus Project)
ve British Embassy finansmanl kadinlara yonelik mesleki e-ticaret destek egitimi (Corlu CCl Women
Entrepreneurship) gibi programlar gecim kaynaklarnni ve mikro perakende becerilerini gelistirmeye
odaklanmaktadir. Yerel el sanatlar, ticaret ve sosyal icerme hedefli bu programlar; TEBD-II projesinin
hedefledigi yUksek teknoloji, girisim sermayesi ve fikri mUlkiyet odakli start-up'lardan yapisal olarak
farkhdir.

2.2.3 Corlu TSO'nun "A Sinifi" Oda StatUsU ve YUksek Teknolojiye Gecis

Corlu TSO, Turkiye Odalar ve Borsalar Birligi (TOBB) Akreditasyon Sistemi kapsaminda resmi "A Sinifi Akredite
Oda" statUstne sahipftir. Bu akreditasyon, Eurochambres standartlan ve ISO 9001:2015 dahil uluslararasi
kalite rehberleriyle uyumu ifade etmektedir. Ayni zamanda Odanin yUksek kaliteli B2B hizmetleri sunma,
uluslararasi projeleri ydnetme ve karmasik bolgesel gdrevieri uygulama kapasitesini teyit etmektedir.

Odanin  hizmet sunumu tarihsel olarak geleneksel KOBI  destedine odaklanmistir:  mense
sahadetnamelerinin dizenlenmesi, bdlgesel altyapr yatinmlar icin savunuculuk ve standart mesleki
egifimlerin organize edilmesi. Bununla birlikte AB Yesil Mutabakati ve kiresel dijital dénisimuin ortaya
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cikardigr yeni kisitlar altinda bélgesel rekabet glcinU korumak amaciyla Corlu TSO stratejik bir degisim
baslatmistir. Oda, dUsuk maliyetli montaj ve lojistik faaliyetlerini destekleyen bir yapidan yUksek katma
degerli, teknoloji odakli girisimleri akfif olarak gelistiren bir role gecmektedir. Bu dénusim, Turk odalarnin
Uye adlarnini yapilandinlmis kurumsal-start-up eslestirmesi icin nasil kullanabilecegini ortaya koyan
"Designing SME Mentoring Program in Turkey" kilavuzunun yaklasimiyla da uyumludur.

2.3 Proje Profili; "Yenilik Odakli Girisimcilik Ekosisteminin GUclendiriimesi"
Corlu TSO tarafindan uygulanan projenin temel parametreleri asagidaki sekilde yapilandinimigtir:

e Proje Takvimi: Belilenmis proje dénemi boyunca yurUttlen operasyonel yasam déngusu.
Birincil Hedef Gruplar: Proje, tanimlanmis asgari yerel katlimar kitlesine yonelik veri toplama ve
mudahale tasarmini &ngdrmektedir. Bu havuz; teknoloji tabanl ve geleneksel sektdrlerden start-up
ve girisimciler ile yerel kamu kurumlari, akademik temisilciler, sanayi bdlgesi yoneticileri ve finans
kuruluslart dahil kurumsal odaklardan olusmaktadir.

e Beklenen Ekosistem Etkileri: Ampirik bdlgesel tani olusturulmasi, iki dilli mofredatin hazirlanmasi, yerel
uzman havuzlannin egifiilmesi ve sanayi talebi ile teknolojik arz arasindaki boslugu kapatacak
yapllandinimis eslestirme etkinliklerinin dizenlenmesi.

2.4 Uluslararasi Boyut: Padova TSO ile is Birligi ve Napoli Egitim Ciktilan

TEBD-lII programinin énemli mekanizmalarindan biri, genel ve dustk etkili kalkinma modellerinin
tekrarlanmasini dnlemek Uzere Avrupa deneyiminin sisteme entegre edilmesidir. Proje, uluslararasi ortak
odak olan Padova Ticaret ve Sanayi Odasi (Padova CCl, italya) ile cift yonlO bilgi akisi kurmaktadir.
Padova CCI; teknoloji transferi, Universite-sanayi is birligi ve yapilandinimis start-up hizlandirma konusunda
onde gelen Avrupa merkezlerinden biri olarak faaliyet géstermektedir.

Proje ayrica Napoli'de gerceklestiriien "International Training on Start-up Support" kapsaminda derlenen
teknik modiller ve hizZiandinci metodolojilerini icermektedir. italya ve Avrupa modellerinin dodrudan
kopyalanmasi yerine operasyonel strateji, bu metodolojilerin Corlu sanayi koridorunun 6zgUl gerceklerine
uyarlanmasini esas almaktadir. Bu yaklasim, sézlesme ve etik sinirlara iliskin Avrupa standartiarini (EMCC
standartlan) Tekirdag Organize Sanayi Bolgelerinin Uretim agirlikli pratik gercekligiyle birlestirmeyi icerir.

2.4.1 Padova, Galileo Visionary District ve StartCube'dan Uluslararasi Kiyaslama Gézlemleri

Uluslararasi is birligi bileseni, bélgesel bir araci kurumun arastirma, girisimcilik ve sanayi talebini nasil birbirine
baglayabilecegine iliskin operasyonel bir referans sunmaktadir. Galileo Visionary District; egitim, Ar-Ge,
start-up kuluckasi, teknoloji transferi, tfasanm ve pazara dénuk hizmetleri bir araya getiren bdlgesel bir
inovasyon merkezi olarak calismaktadir. Operasyonel rolU sinifici egitimin &tesine gecmekte; erken asama
kuruculan sektér mentorlan ve kurumsal liderlerle bulusturmakta, Universite yetenegi ile yerel sanayi
arasinda dogrudan diyalogu kolaylastirmakta ve arastirma veya erken fikir asamasindan yatnm
hazrrhigina gecisi desteklemektedir.

Kanita Dayali Dogrulama ve Mentorun RolU

StartCube yaklasimi, UronU savunmadan dénce problemin dogrulanmasina oéncelik verir. Mentorluk
felsefesi gercek ve yeterince dnemli bir problemden baslamak, varsayimlan kanittan ayirmak, hedef
mUsteriyi ve deger dnerisini daraltmak ve hizli iterasyonlar gerceklestirmek Uzerine kuruludur. Mentordan
zor sorular sormasi, odagl keskinlestirmesi, belirsiz bir fikri yapilandinimis bir modele dénUstirmesi ve
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kurucuyu musteriler, rakipler, finansal gercekler ve finansman kararlar icin hazilamasi beklenir. Pratik sira
Fikir-Problem-Deger'den Pazar-Rakipler-konum'a ve son olarak is Modeli-Sayilar-Pazara Giris'e ilerler. Bu
nedenle is Modeli Kanvasi tek seferlik doldurulan bir form degil, test edilebilir ve revize edilebilir bir varsayim
haritasi olarak kullanilir.

Cok Disiplinli Kurumsal Meydan Okumalar ve Deneyimsel Ogrenme

Contamination Lab modeli; gercek kurumsal is, teknoloji ve surdUrUlebilirlik sorunlannin nasil yapilandiriimis
ogrenme ve yenilik gérevlerine ddnustUrllebilecegdini gdstermektedir. Cok disiplinli ekipler muhendislik ve
teknik alanlan ekonomi ve diger disiplinlerle bir araya getirir; ardindan girisimcilik/is modeli egitimini
dogrudan problem cdzmeyle birlestiren deneyimsel bir sirecte gercek sirket brifleri Uzerinde calisirlar.
Corlu gibi sanayi yogun bir bdlge icin bu yaklasim, yerel imalat sorunlarnnin konfrollt meydan okuma
briflerine, prototip veya kavram kanitlama gérevlerine ve nihayetinde pilot gérismelerine ddnustUrilmesi
acisindan uygun bir referanstir.

ModdUler Destek, Yatinm Hazirigi ve SUrddrdlebilir is

Gadalileo ve StartCube, girisimin asamasina ve 6zgul ihtiyaclanna gore secilen moduler ve esnek destek
pakefleri kullanmaktadir. Operasyonel cerceveleri dogrulama, egitim, intiyaca ézel uzman girdisi ve ag
erisimini bir araya getirmekte; is Modeli Kanvasi, MUsteri Yolculugu ve Golden Circle gibi araclardan
yararlanmaktadir. Daha ileri paketler stratejik planlama, finansal planlama, is plani incelemesi, pitch
hazrlama ve topluluk dninde konusmayi icerirken; tasanm destedi ve surdurlebilirlik hizmetleri modeli
genel mentorlugun oOtesine genisletmektedir. SGrdurGlebilirik; insan, kdr ve gezegen boyutlanni
pazarlama, operasyon ve finansal analizle bUtUnlestiren bir is vakasi olarak ele alinmaktadir.

Corlu Girisimcilik Ekosistemi icin Cikarimlar

¢ Mentorluk yalnizca tavsiye ve gdrusmeye degil, kanit Uretimine ve karar kapilarnna dayal bicimde
yapilandinimaldir.

e Farklilastinimis alfi aylik mentorluk baslamadan énce kisa ve ortak bir dogrulama sprinti, katilimcilar icin
ortak calisma standardi olusturabilir.

e Kurumsal problem foplama sUreci, uygun sanayi sorunlar icin istege bagl cok disiplinli bir Challenge
Lab formatini icermelidir.

* Destekler girisimin olgunluk dUzeyi ve hedeflenen ciktiya gére moduUler bicimde secilmelidir; dogrulama,
pazara giris, yatinm/finansman hazrhdi, tasarnm/marka, sordUrGlebilirik ve kurumsal pilot paketleri bu
yaplya dahil edilebilir.

* Kohort kapanisinda bir Demo/Pitch Day dUzenlenmeli; bu etkinlik yalnizca géronUrlUk faaliyeti degil,
degerlendirme ve sonraki asamaya yonlendirme karar kapisi olarak kullaniimalidir.

* Mentor egitimi; kanit disiplini, odaklanma, yapici bicimde sorgulama ve gerekgelendiriimis pivot kararini
kolaylastirma becerilerini acikca icermelidir.

2.5 Operasyonel Mimari: ihtiyac Analizi Raporunun Merkezi RolU

Hizmet sdzlesmeleriyle dUzenlenen danismanlik faaliyetlerinin operasyonel siralamasi, her asamanin
tamamlanmasinin bir sonraki asama icin mantiksal tefikleyici oldugu ardisik fazlar etrafinda tasarlanmistir:

1. Faz 1: ihtiyac Analizi Raporu (Bdlgesel Tani): Bu faz masa basi kanitlar, anket verileri ve paydas

CAMERA DI COMMERCIO
PADOVA

EURK CHAMBRES

il futuro a portata di impresa




* * *
C * *
* 4k -
@DI e

Funded by
the European Union

haritalamasi  yoluyla yerel baslangic dizeyini ortaya koymakta; bulgulan italyan ortak
ekosistemindeki saha goézlemleri ve egitim materyalleriyle birlikte yorumlamaktadir. Tanisal islevi,
ayrintih mifredat ve uygulama araclar devreye alinmadan dnce bolgesel sorun setini tanimlamakdir.

2. Faz 2: Model MUfredati: Faz 1'de belirlenen boslukian hem mentorlar/uzmanlar hem de katiimcilar
icin yapllandinimis bir egitim programina dénUstUrir; Padova ve Napoli'den elde edilen icgdruileri
icerir. Bu feslimat sdzlesmedeki takip eden teslim tarihine gbre hazirlanir.

3. Faz 3: Etkilesimli Model El Kitabi: Corlu TSO blnyesinde gelecekte yUritllecek B2B eslestirme
forumlanni operasyonel hale getirmek icin tasarlanan, web kullanimina uygun nihai dijital rehberdir.
Bu teslimat nihai sézlesme kilometre tasinda sunulur.

2.6 BOlgesel Program Haritalamasi ve Kapasite Analizi

2.6.1 Girisimcilik Programlari Envanteri

Corlu cevresindeki girisimci ve KOBI'lere sunulan destek araclarn farkli kurumlara dadilimis durumdadir.
Asagidaki envanter mevcut programlarn ayrinfilandirmaktadir:

Program Cografya Yiritico Dogrulanmi Hizmetler ve = Resmi
Kurum s Ama¢ ve Finansman Kaynak
Hedef
Girisimci Ulusal, KOSGEB Uygun Belirlenmis (KOSGEB
Destek yerelden sektorlerde Ust sinira | Guidelines)
Programi erisilebilir yeni kadar
kurulmus yUksek
isletmeleri destek
destekler; oraniyla
imalaft, kurulus
yazlm  ve  hibeleri,
Ar-Ge personel
alanlarnnda destegi ve
kurulus ve is = proje
gelistirme gelistirme
desteklerini destegi.
icerir. Kadinlar ve
gencler icin
ilave destek.
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Bu haritalama, Corlu cevresindeki destek ekosisteminin yuksek dlcUde daginik oldugunu gdstermektedir.
Hdalihazrda hicbir yerel kurum bu kaynaklan kesintfisiz  bir girisimci  gelisim  yolculugunda
bUtUnlestrmemektedir. Corlu TSO'nun merkezi koordinatér roll  Ustlenerek cozebilecedi temel
piyasa/koordinasyon boslugu tam da budur.

2.6.2 Sanayi Kapasitesi ve Yenilik Talebi Haritasi

Tekirdagd'in yUksek imalat yogunlugu ve son degerlendirmelerde gorilen cok sayidaki aktif Ar-Ge merkezi,
6zgul bir yenilik talebi seti yaratmaktadir. Programin basan olasiigini arfirmak icin genel yazilm start-
up'larini hedeflemek yerine bu endUstriyel kullanim durumlaryla uyumlanmasi gerekir:

1. Tekstil, Hazir Giyim ve Deri: Tekirdad'in tekstil agirlikl Ar-Ge merkezleri ve NKU'nin tekstil mihendisligi
bélimleri tarafindan desteklenen bu alanda talep; dijital kalite kontrolU, eneriji/su verimliligi, tedarik
zinciri izlenebilirligi ve eko-tasarnm uyumuna odaklanmaktadir.

2. Kimya ve Proses Endustrileri: Yerel Ar-Ge merkezlerinde &ne c¢ikan bu sektdr; proses otomasyonu,
mevzuatta yol alma, proses guvenligi ve yesil kimya uyumu konularnda ¢dzUmlere ihtiyac
duymaktadir.

3. Makine, Elektronik ve Otomasyon: ilin orta-yUksek teknoloji ihracat profili ve NKU'nOn mUhendislik
insan kaynagiyla uyumludur. Kestirimci bakim, endUstriyel 10T sensorleri ve otomasyon yazilimlarina
yonelik talep gUc¢ludir.

4. Gidaisleme ve Ambalaj: Tanmsal Uretim ve gida Ar-Ge merkezleri tarafindan desteklenen bu alan;
soguk zincir izleme, raf Gmrinun uzatiimasi ve ambalagj yeniligi konusunda talep yaratmaktadir.
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3. Metodoloji ve Veri Toplama

3.1 Nicel Arastirma Tasanmi ve Ornekleme Cercevesi

Proje, yapllandirnimis birincil kanitlar talep tarafi (girisimciler, start-up'lar ve bUylyen sanayi KOBI'leri) ile arz
tarafi (kurumsal kolaylastinci aktérler, destek kuruluslarn ve akademik kurumlar) icin ayn ayr toplamak Uzere
iki kohortlu nicel arastrma tasanmi kullanmaktadir. Saha calismasi tanimlanmis bir hedef érneklem
etrafinda tasarlanmis, nihai istatistiksel degerlendirme ise filen ulasian daha kUcUk dogrulanmis yanit
tabanini esas almistir.

Ornekleme metodolojisi, Corlu ve daha genis Trakya sanayi koridorundaki tanimli paydas gruplarini
hedefleyecek sekilde yapillandinimigtir:

e Girisimci ve Start-up Kohortu: Corlu TSO'nun kapsamli kayitlar, NKU Teknopark firma listeleri, yerel
teknoloji merkezleri ve aktif bolgesel kulucka merkezlerinden olusturulmasi &ngdérilmustir. Bu kohort;
operasyonel demografi, teknik alanlar, stratejik engeller ve programa iliskin mentorluk talepleri
konusunda ampirik veri saglamaktadir.

e Kurumsal Paydas Kohortu: Bélgesel kamu ydneticileri, Organize Sanayi Bolgesi (OSB) mUdurlUkleri,
Universite mUhendislik ve teknoloji fransfer ofisleri, kalkinma ajanslar ve yerel finans kuruluslanndan
olusturulmasi 6ngdrulmustur. Bu kohort kurumsal kapasiteler, is birligi sikliklan ve sistemik ekosistem
bosluklan hakkinda sistematik veri saglamaktadir.

3.2 Anket Formlarinin Yapisi ve Tematik Moduller

Arastirmada ulusal ve Avrupa standartlanyla uyumlu sekilde tasarlanmis iki ayri ve yuksek &lcUde
yapilandinimis nicel tani araci kullaniimistir:

1. Girisimci ve Starf-up Anketi (28 Soru)
TUrkce hazirlanan bu tani araci bes tematik bloktan olusmaktadir:

e BOIUm A: Sirket Demografisi ve Operasyonel Profil (Sorular 1-10): Hukuki yapilar, baslica teknik alanlar
(6r. Saas, robotik, biyoteknoloji), hedef sektorleri, faaliyet surelerini ve teknoloji dUzeylerini (dUsUk
teknolojiden ileri yUksek teknolojiye) haritalar. Bu bdlum aynca dncelikli hedef pazarlan (Bélgesel,
Ulusal, Kuresel), cografi oncelikleri (Balkanlar, Avrupa, Kuzey Amerika, GUney Amerika, Orta Dogu,
Asya, Afrika), fiziksel calisma ortamlarnni (teknoparklar, kulucka merkezleri, OSB'ler, bagimsiz ofisler),
Ust yonetimde cinsiyet dagiimini ve gelecekteki finansman intiyaclanyla birlikte yapilandiriimis yatinm
gecmisini ele alrr.

e BOIUM B: Stratejik ve Operasyonel Engeller (Sorular 11-20): BUyUme darbogazlarini, 410 nitel Likert
olceginde (1 ="Engel Degil", 4 = "Ciddi Engel") degerlendirilen on ayn ardisik soruya ayirr. Teknik Grin
gelistirme, fikri mulkiyet (FM) yonetimi, mevzuat/cevre uyumu (AB Yesil Mutabakat dahil),
mUsteri/pazar erisimi, uluslararasi inracata haazrlik, finansal &ngoérU, sermayeye erisim, teknik yetenek
istihdami, ulusal hibe kullanimi (TUBITAK/KOSGEB) ve c¢ok ortakll uluslararasi/AB  cerceve
programlarina katilim (Ufuk Avrupa/Dijital Avrupa) bu kapsamda degerlendirilir.

e BOIUmM C: Destek Programlarindan Yararlanma Gecmisi (Soru 21): Bes ulusal ve bdlgesel destek
aracina iliskin farkindalik ve gecmis kullanim durumunu aynntili bicimde haritalayan yapilandinimis bir
matris icerir.

e BOIUmM D: Mentorluk ve Danismanlik Talebi (Sorular 22-27): Daha &dnce alinan mentorluk deneyimini
inceler; nitel memnuniyet diUzeylerinin yani sira hizmeti saglayan kurum ve hizmet sUresini aciklayan
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aclk uclu takip sorusu icerir. Etkilesim sikligi, program yapisi (ikili, ekip mentorlugu veya akranlar arasi)
ve tercih edilen mentor mesleki profilleriyle ilgili tercihleri belirler. Ayrica kuruculardan bdélgesel
mentorluk modeline iliskin dogrudan ve pratik dneriler sunmalarnni isteyen acik uclu bir soru icerir.
B&IUM E: Veri GUvenligi, KVKK ve GDPR Onayi (Soru 28): Zorunlu cift standarth mevzuat uyum onayini
icerir.

2. Kurumsal Paydas Anketi (20 Soru)

TUrkce hazirlanan bu tani araci bes bUtunlesik blok halinde yapilandinimistir:

BAIUM A: Kurumsal Profil ve Girisimcilik Altyapisi (Sorular 1-6): Kurum tUrlerini belirler ve bdlgesel
yenilikcilere sunulan mevcut fiziksel, finansal ve danismanlik hizmeftlerini haritalar.

B&IOmM B: Bélgesel Ekosistem, Girisimcilik Faaliyetleri ve s Birligi Dinamikleri (Sorular 7-10): Temel bolgesel
oktoérler arasindaki is birligi skigini 40 nitel Olgcekte standartlastinr. Devam eden bdlgesel
kulucka/destek faaliyetlerinin genel durumu ve derinligi ile mevcut mentorluk yapilannin
profesyonellik dUzeyini degerlendiren iki soru icerir. Son olarak paydaslardan Corlu/Trakya bélgesinde
halihazirda en eftkili gérdukleri girisimcilik ve mentorluk programlanni tanimlamalariniisteyen acik uclu
bir soruyla famamlanir.

B&IOmM C: Sistem Bosluklan ve Girisimci ihtiyac Degerlendirmesi (Sorular 11-16): Alti sistemik ekosistem
boslugunu - uzman mentor acigi, erken asama tohum sermayesi, endUstriyel pilot engelleri, ilefisim
kopukluklan, kurumsal yonlendirme baglantilan ve idari karmasikliklar - 410 élcekte degerlendirir.
Bolgesel girisimciligi sinirlayan baslica sistemik boslugu yakalamayr amaclayan acik uclu bir soruyla
tfamamlanir.

BoIUm D: Mentorluk Modeli Tasanm Tercihleri ve Kurumsal Katki (Sorular 17-19): Yapisal model
mimarilerine (geleneksel, ekip temelli veya hibrit modeller) iliskin kurumsal stratejik tercinleri toplar,
hedef uzmanlik profillerini haritalar ve paydas kurumun yaklasan Corlu TSO programina tahsis etmeye
istekli oldugu laboratuvar/test altyapisi, calisma alani veya uzman personel gibi somut, finansal
olmayan kaynaklar belirler.

B&IUmM E: KVKK ve GDPR Mevzuat Uyum Onayi (Soru 20): Veri islemenin mevzuata uygunlugunu teyit
eden ve anonimlestiriimis veri foplulastirmasina izin veren zorunlu hukuki onay kontrolGnU icerir.

3.3 Veri GUvenligi ve Mevzuata Uyum

Veri bUutonligu, katilimer gizliligi ve sikki mevzuat uyumu arastirma metodolojisinin dogrudan bir parcasidr.
Her iki tanisal anket arayUzinde de form tamamlanmadan énce acik onay sorularn yer almaktadir.

Arastirma suresince toplanan kisisel ve ficari veriler; KVKK Resmi Portalinda ayrinfilandirlan 6698 sayili Kisisel
Verilerin Korunmasi Kanunu (KVKK) ile GDPR Info Portalinda aciklanan Avrupa Birligi Genel Veri Koruma
T0zUQU (GDPR) standartlarina tam uyum icinde islenmektedir.

Bu cift mevzuat cercevesinde kisisel tanimlayicilar, isletme &zelindeki gostergeler ve ilefisim bilgileri
ayrnistinimistir. Ham veriler yalnizca Hizmet Saglayicinin yetkili proje yonetim ekibinin erisebildigi gbvenli ve
sifreli bulut depolarinda tutulmaktadir. Bu ihtiyac Analizi Raporundaki kamuya acik sunum, toplulastirimis
ve anonimlestirilmis egilimler ile istatistiksel 6zetlere dayanmakta; hicbir isletmenin stratejisi veya 6zel teknik
bilgisinin aciga cikmamasini saglamaktadir.
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3.4 Paydaslarin Hedeflenmesi ve Erisim Stratejisi

Yanit oranini ve veri kalitesini artirmak Uzere saha calismasi boyunca hedefli ve cok kanall bir erisim
stratejisi uygulanmigtir:

Dijital Erisim Kampanyasi: Corlu TSO'nun kurumsal yazlanyla desteklenen kisisellestirimis elektronik
davetler, dnceden filtrelenmis Ust duzey ydneticiler, genel mudurler ve teknoloji kurucular listelerine
dogrudan iletilmistir.

Kurumsal Koordinasyon: Erisim calismasinda NKU Teknopark idari ofisi, yerel TTO temisilcileri, Organize
Sanayi Bolgesi (OSB) yonetimleri ve bdlgesel is dunyasi kuruluslar dahil aktif yerel aglardan
yararlaniimigtir.

Fiziksel ve Cevrim ici Takip: Gérevlendirilen ekip, telefonla takip yapmis ve katiimcilara anketin
amagclarni aciklamak Uzere bolgesel kulucka toplantilar ile sanayi bulusmalannda kisa bilgilendirme
oturumlan gerceklestirmistir.

Toplumsal Cinsiyet Esitligiicin Mobilizasyon: Projenin daha genis sosyal hedefleriyle uyumlu olarak, son
veri havuzunda kadinlar tarafindan ydnefilen veya es ydnetilen girisimlerin guclU bicimde temisil
edilmesini desteklemek Uzere projenin Toplumsal Cinsiyet Esitligi Uzmani ile koordineli hedefli erisim
kanallar kullaniimistir.
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3.5 Saha Calismasinin Tamamlanmasi, Veri Temizligi ve Analitik Sinirliliklar

Anket calismasinda baslangicta hedeflenen yanit hacmine ulasiamamistir. Analitik bUtinlGgUu korumak
amaciyla nihai veri seti ihfiyatl bicimde temizlenmis ve yalnizca gecerli arastrma yaniti oldugu
gerekcelendirilebilen kayitlar korunmustur. Cikarmsal istaftistik testleri uygulanmamigtir; tUm yUzdeler,
ortalamalar ve frekanslar betimleyici niteliktedir ve ydn gbsterici kanit olarak okunmalidir.

Ham Dogrulanmis Hedefe
Anket Grubu Yanitlar Cikanlan Kayitlar Yanitlar Hedef Ulasma
Girisimciler / start- | 12 2 test/deneme kaydi 10 60 16,7%
up'lar
Kurumsal paydaslar | 21 1 acik test kaydi + 1 onay | 19 50 38.0%
vermeyen yanit
Toplam 33 4 29 110 26,4%

Girisimci/start-up anketindeki ilk iki kayit test girdisi olarak belilenerek cikanlmigtir. Kurumsal veri setinde
acik bicimde test oldugu tespit edilen bir kayit cikanlimig; ayrica bir katimer KVKK/GDPR uyumlu veri isleme
onay! vermedigi icin analize dahil ediimemistir. Yeterince gUvenilir bir test gdstergesi bulunmadan baska
hicbir kurumsal kayit silinmemistir. Nihai analiz bu nedenle n=10 girisimci/start-up ve n=19 kurumsal paydas
yanifini kullanmaktadir.

Yanit tabaninin kicik ve rastgele olmayan yapisi dnemli bir sinirliik yaratmaktadir. Ozellikle girisimci
drneklemi teknoloji ve yaziim agdirliklidir ve Corlu'daki tim KOBI'lerin istatistiksel olarak temsil edici profili
seklinde degerlendirilemez. Bu nedenle sonuclar TRAKY AKA bélgesel verileri, kurumsal haritalama, mevcut
program envanterleri ve Padova/Galileo/StartCube kiyaslama godzlemileriyle birlikte degerlendiriimistir.
Corlu TSO ve danismanlik ekibi, drneklem sinirliiginin acikca belirtiimesi kosuluyla ihtiyac Analizinin mevcut
kanitlar temelinde nihai hale getirilmesi konusunda mutabik kalmustir.

Girisimci ankefinde ydnetim ekiplerinin cinsiyet dagilimi da sorulmustur; ancak programin operasyonel
kadin girisimci fanimi icin gerekli tUm dediskenler - en az bir kadin kurucu, kadinlann cogunluk hissesine
sahip olmasi veya isletmenin kadin tarafindan yénetiimesi - dogrudan élciimemistir. Bu nedenle ihtiyac
Analizi bu anketten resmi bir kadin girisimci katiim orani Uretmemekte; ilgili gdsterge program basvuru ve
izleme formlan araciligyla toplanmalidir.
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4. Yerel Veri Analizi ve Katilimci Demografisi

Bu bolum bélgesel masa basi bulgulan dogrulanmis birincil anket veri setiyle birlestirmektedir. BOIum 3.5'te
aciklanan yanit hacmi dikkate alinarak anket bulgularn nGfus tahminleri olarak degil, gésterge niteliginde
edilimler olarak sunulmaktadir. Analitik degerleri; girisimci talebi, kurumsal algilar ve bdlgesel kanit
tabaninda hélihazirda goérulen yapisal 6zellikler arasindaki yakinsamayi ortaya koymalandir.

4.1 Yerel Girisimcilerin Demografik ve Sektdrel Analizi

Tekirdag ve Corlu koridorunun bdlgesel sanayi yapisi, yerel girisimcilerin demografik dagiimini belirleyen
baslica unsurdur. Dijital tUketici yoziimlan veya genel e-ticaret uygulamalarinin siklikla baskin oldugu
metropol start-up merkezlerinden farkli olarak Trakya'daki girisimcilik havuzu bdlgesel imalat sistemiyle
yapisal olarak bUtunlesmistir.

Trakya Kalkinma Ajansi (TRAKYAKA Regional Plans) tarafindan yaymlanan bdlgesel mevcut durum
analizlerine goére girisimci profili birkag¢ temel sanayi alaninda yogunlasmaktadir:

e Tekstil, Hazir Giyim ve Deri CozUmleri: Yerel endUstriyel Ar-Ge faaliyetlerinin Snemili bir b&limunu temsil
etmektedir. Bu kategorideki girisimciler agirlikli olarak sirec mUhendisligi, kaynak verimliligi, tedarik
zinciri izlenebilirligi ve ekolojik tasarnm uyumuna odaklanmaktadir.

e Kimya, llac ve Proses EndUstrileri: Yerlesik kurumsal Ar-Ge merkezleri acisindan énde gelen alanlardan
biridir. Bu alandaki start-up'lar cogunlukla sGrec optimizasyonu, mevzuat uyumu ve yesil kimya
Uzerinde calisan Universite baglantil spin-off'lar veya arastirma ekipleridir.

e Makine, Otomasyon ve Elekironik: Bu grup bdlgenin orta-yUksek teknoloji ihracat kapasitesinin
cekirdegini olusturmaktadir. Start-up profili endUstriyel otomasyon, kestiimci bakim yaziimi, gémult
sistemler ve enduUstriyel nesnelerin interneti (IoT) uygulamalarinda yogunlasmaktadir.

e Gida isleme ve Ambalaj: Bdlgenin yodun tarimsal Uretimiyle sekillenen bu girisimcilik segmenti; gida
glvenligi, soguk zincir izZieme, ambalgj vyenilikleri ve raf 6mriGnU uzatma teknolojilerine
odaklanmaktadir.

Demografik analiz, bdlgesel is gicUnUn ulusal ortalamanin belirgin bicimde Uzerinde yUksek katilim
oranlanyla karakterize oldugunu gostermektedir. Bu durum teknoloji benimsenmesi icin yeterli bir yetenek
havuzu sunmakla birlikte start-up yasam déngust hald bUyUk olctde bdlgesel Universitelerin mesleki ve
muUhendislik insan kaynagi kanallarina bagimiidir.

4.1.1 Girisimci ve Start-up Birincil Anket Profili

Dogrulanmis on girisimci/start-up yanit, yerel girisimci havuzunun teknoloji odakll ucuna iliskin
yogunlastinimig bir gérinim sunmaktadir. Katilimcilann yedisi (%70) limited sirket, ikisi (%20) anonim sirket
ve biri (%10) sahis isletmesidir. Dort firma (%40) U¢ ila alti yildir, iki firma (%20) alti yil veya daha uzun suredir,
iki firma (%20) bir ila G¢ yildir ve iki firma (%20) bir yildan kisa suredir faaliyet gdstermektedir. Dolayisiyla
orneklem yalnizca fikir asamasindaki kuruculardan olusmamakta; yerlesik ticari gecmisi bulunan faal
isletmeleri de kapsamaktadir.
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Profil Gostergesi

Teknoloji dUzeyi

Teknoloji Alani

Birincil Hedef Pazar

Uluslararasi

Cografyalar

Faaliyet Yeri

Dis Destek Gecmisi

Dogrulanmis Anket Sonucu

(n=10)

%50 yUksek teknoloji; %30 orta-
yUksek; %20 orta-dUstk

10 katiimcinin 7'si baglica teknik
alanlan  arasinda  yaziim/BT'yi
belirtmektedir

%50 kuresel; %50 ulusal

Avrupa é; Balkanlar/Orta Dogu
5; Asya 5; GUney Amerika 4;
Kuzey Amerika 3; Afrika 2

9 gecerli yanitin S
teknopark/TEKMER  ortaminda,
4'0 bagdimsiz mekdnda

10 kafilimcinin 6'st daha dnce dis
yatinm, kamu destedi veya hibe

TURKIYE-EU
é;[)’l Bl BEEEN
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Yorum

Orneklemin %801 kendisini yUksek veya orta-
yUksek teknoloiji kategorilerinde
tfanimlamaktadir.

Orneklem, daha genis bélgesel KOBI nifusuna
gobre daha dijital/teknoloji yogundur.

Uluslararasilasma ikincil degil, temel bir buyume
hedefidir.
Avrupa en sk hedeflenen bdlgedir; ancak

hedef cografyalar cesitlidir.

Yenilik altyapisi katilimcilann bir b&IUMU icin
halihazirda énemlidir.

Katiimcilann ¢ogu destek farkindaligini henUz
finansman deneyimine donUstUrememistir.

almadigini; 3'0 daha énce kamu
Ar-Ge hibesi/destegi  aldigini
belirtmektedir

4.2 Kurumsal Paydas Dinamiklerinin Haritalanmasi

Corlu'daki kurumsal paydas orfami cesitli kamu, akademi ve is dinyasi destek odaklarindan olusmaktadir.
Ekosistemin "arz tarafini" temsil eden bu kolaylastinicr kurumlar altyapl, mevzuat rehberligi ve erken asama
kaynaklar saglamaktadir.

Kurumsal haritalama paydas faaliyetlerinde Uc¢ temel katmani géstermektedir:

1. Akademik ve Arastrma Odaklarn: Basta Corlu MUhendislik FakUltesi ve Corlu Meslek YUksekokulu

2.

3.

olmak Uzere Tekirdad Namik Kemal Universitesi tarafindan temsil ediimektedir. Bu kurumlar teknolojik
dogrulamaicin gerekli temel mUhendislik yetenegini, akademik arastirma kanallarini ve laboratuvar
altyapisini saglamaktadir. Zaman icinde bu akademik destek adinin Edirne'deki Trakya Universitesi
(Trakya University Portal) ve Kirklareli'deki Kirklareli Universitesi (Kirklareli University Portal) gibi diger
onemli bdlgesel kurumlan da kapsayacak bicimde genisletimesi dngdrilmektedir. Trakya
Universiteler Birligi (Trakya Universities Union Portal) catisi altindaki ortak koordinasyon, programin
teknik yetenek havuzunu o&lceklemesine, ileri arastirma altyapisini paylasmasina ve iller arasi
akademik spin-offlar kolaylastirmasina imkan saglayabilir.

Teknoparklar ve Kulucka Merkezleri: Ozellikle NKU Teknopark (NKUTEK) ve bdlgesel Universite
arayUzleri. Bu kuruluslar Ar-Ge tabanl start-up'lar icin temel fiziksel merkezler olarak faaliyet
gbstermekte; vergi avantajli calisma alanlar, teknoloji transfer ofisi (TTO) destegdi ve fikri mulkiyet
degerlendirmesi sunmaktadir.

Kamu ve is DUnyasi Destek Adlan: Corlu Ticaret ve Sanayi Odasi (Corlu TSO), KOSGEB Tekirdag,
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Organize Sanayi Bélgesi (OSB) ydnetimleri ve TRAKYAKA gibi bdlgesel kalkinma kuruluglarini
kapsamaktadir. Bu paydaslar diUzenleyici ortami sekillendirmekte, kamu finansman kanallarini
yonetmekte ve start-up'lar kurumsal alici aglanna baglamaktadir.

Masa basi analiz, bu paydas odaklannin ayn ayn aktif oldugunu ve énemli ic kapasitelere sahip
bulundugunu; ancak aralarindaki etkilesimin tarinsel olarak daha ¢cok islemsel kaldigini géstermektedir. Bu
durum merkezi bir koordinasyon kurumu icin firsat yaratmaktadir.

4.2.1 Kurumsal Anket Bulgulari

Dogrulanmis 19 kurumsal yanit; kamu kurumlarini, Organize Sanayi Bolgesi yonetimlerini, girisimcilik ve
teknoloji destek kuruluslanni, is dUnyasi/sanayi aktérlerini ve diger bdlgesel kolaylastinc: kurumlar
kapsamaktadir. Yanit seti girisimci drnekleminden daha cesiflidir ve hdélihazrda hangi desteklerin
bulundugu ile kurumsal kapasitenin hangi noktalarda parcal kaldig konusunda yararl arz tarafi kanitlarn

saglamaktadir.

Kurumsal
Gostergesi

Kapasite

Dogrudan girisimcilik destek
programi yok

Hibe/kamu destedi basvuru
rehberlidi

Ar-Ge / fikri  mUlkiyet [/
lisanslama destedi

Kurumsal/musteri ag kurma

Fiziksel
ofis/laboratuvar/test/kulucka
altyapisi

Profesyonel
mentorluk/kocluk/uzman
danismanhdi

Ozel Kurumsal Yapi

Sonug¢

19 kurumun 81

19 kurumun 8

19 kurumun 6'si

19 kurumun 6'si

19 kurumun 5'i

19 kurumun 4'0

9'u genel idari yapi
Uzerinden calisiyor; 4'G

girisimcilik faaliyefi
olmadigini belirtiyor;
4'Onde kulucka/TTO

benzeri birim var; 2'sinde
farkl duUzenlemeler
bulunuyor

Cikarim

Ekosistemin  6nemli  bir bolumU &zel bir
girisimcilik hizmeti Uzerinden degil dolayl
olarak katki saglamaktadir.

Finansman programlannda yol gdsterme,
daha yerlesik destek islevlerinden biridir.
Teknik-ficarilestrme  destegi  bulunmakla

birlikte yaygin degildir.

Resmilestirilebilecek bir endUstriyel eslestirme
tabani bulunmaktadir.

Belili  kurumlar  dogrulama ve  pilot

faaliyetlerine somut altyapi saglayabilir.

Yapllandirimis profesyonel mentorluk gérece
sinirl kalmaktadir.

Kurumsal uzmanlasma heterojendir.

Mevcut is birligi puanlarn, Corlu TSO'nun yanit setindeki en giglU ortak kurumsal arayUz konumunda
oldugunu gostermektedir. Dort puanlik dlcekte Corlu TSO ve diger meslek kuruluslanyla is birligi orfalamasi
3,33/4 iken ulusal fon kuruluslanyla 2,84, Universitelerle 2,83 ve OSB'ler/bUyUk sanayi ile 2,78'dir. Mevcut
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girisimcilik/kulucka  faaliyetlerinin - genel  derinligi  2,78/4, mevcut  mentorluk  hizmetlerinin
profesyonellesme/kurumsallasma dizeyi ise 2,84/4 olarak degerlendiriimistir. Bu durum aktif bilesenlere
sahip ancak henuz tamamen bUtunlesmis ve olgun bir mentorluk yolculuguna dénusmemis bir ekosisteme
isaret etmektedir.

Is Birligi / Olgunluk Boyutu Ortalama Puan  Gegerlin
Corlu TSO ve meslek kuruluslari 333/4 18
Ulusal fon saglayicilar (TUBITAK, KOSGEB, kalkinma ajanslari) 2,84/ 4 19
Universiteler ve akademik birimler 283/4 18
OSB'ler ve bUyUk sanayi firmalari 2,78 /4 18
Mevcut girisimcilik/kulucka faaliyetlerinin derinligi 2,78 /4 18
Mevcut mentforlugun profesyonellesme/kurumsallasma dUzeyi 284/ 4 19

4.3 Baslangic ihtiyaclan ve Mentorluk Talepleri

Yerel girisimcilerin kendi ifade ettikleri stratejik ihtiyaclar, genel sinif egitimleriyle c6zllemeyecek belirgin
kapasite aciklan géstermektedir. Baslangic intiyac analizi G¢ femel talep alanini &ne cikarmaktadir:

e Endustriyel Dogrulama ve Pazara Erisim: Corlu sanayi koridorundaki kurucular, yerelimalat tesislerinde
test pilotlan ve kavram kanitlama (PoC) projeleri uygulamak icin yapilandinimis yollara inhtiyac
duymaktadir. Kurumsal karar vericilere ulasmak ve cozUmlerini fabrika sahasindaki gercek
ihtiyaclarla eslestirmek 6nemli engeller yaratmaktadir.

e Mevzuat ve Standartlara Uyum: Tekirdag'in gUuclu ihracat yonelimi nedeniyle yerel start-up'lann AB
Yesil Mutabakati dUzenlemeleri, izlenebilirlik gereklilikleri ve kalite glvence sertifikalan dahil kat
uluslararasi standartiara uymasi gerekmektedir. Urinlerin pazara hazir hale gelmesi icin bu karmasik
alanlarda mentorluk talebi yUksektir.

e Finansman ve Hibe Programlannda Yol Aima: Girisimciler ulusal finansman sistemlerinde (KOSGEB ve
TUBITAK gibi) ilerlemek ve dis yatrm aglanna bagdlanmak icin ileri dizey rehberlige ihtiyac
duymaktadir; &zellikle yerel girisim sermayesi veya yapilandinimis melek yafinmci gruplannin sinirli
olmasi bu ihtiyacr artirmaktadir.

Mentorluk format tercihlerinde yerel ekosistem, geleneksel bire bir eslesmelere kiyasla kiUresel iyi
uygulamalara benzer cok disiplinli ekip mentorlugu yapilarina gicli talep gdstermektedir. Bunun temel
nedeni, teknik tasarm, uluslararasi satis ve fikri mUlkiyet yonetiminde es zamanl uzmanlik gerektiren
muUhendislik agirlikll endUstriyel cozOmlerin karmasikigidir.
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4.3.1 Girisimci BUyUme Engelleri, Finansman Farkindaligi ve Mentorluk Talebi

Girisimci anketi teknik yetkinlik ile ticari élceklenme kisitlanni acik bicimde birbirinden ayirmaktadir. Teknik
Urin gelistirme, fikri molkiyet yénetimi ve mevzuat/cevre uyumu gbrece dusik mevcut engel puanlar
alrken; finans, sermayeye erisim ve uluslararas programlara katiim belirgin bicimde daha 6nemli
g6rinmektedir. Bu 6runtu, teknolojik olarak aktif ancak ticarilestirme, finans ve uluslararasiiasma destegine
daha fazla ihtiyac duyan bir katiimci grubuyla uyumludur.

BUyUme Engeli (1 = engel degil; 4 = ciddi engel) Ortalama ?I:'enlerin :Z;In
Uluslararasi hibeler ve AB programiari 2,90 70%
Finansal dngdru ve nakit akisi ydnetimi 2,80 70%
BUyUme yatinmlarna erisim 2,80 70%
MuUsteri ve pazara erisim 2,40 40%
ihracata hazrlik / uluslararasi ticaret 2,40 50%
ise alim ve beseri sermaye 2,40 50%
Ulusal destek programlarna erisim 2,40 40%
Fikri mUlkiyet yonetimi 1,60 10%
Mevzuat / cevre uyumu 1,40 10%
Teknik Ur0n gelistirme 1,30 10%

Finansman farkindalidgi verileri bu sonucu giclendirmektedir. Ufuk Avrupa ve Dijital Avrupa gibi uluslararasi
hibe programlarnnda dokuz gecerli yanifin alfisi hicbir bilgiye sahip olmadigini, G¢U programlar bildigini
ancak basvurmadigini belirtmis; basarnl kullanim bildiren katiimcr olmamistir. KOSGEB farkindaligr daha
yUksekken TRAKYAKA, basarnl katiim bildirilen tek destek kategorisidir (dokuz gecerli yanitin ikisi). On
katiimcinin altisi daha énce dis yatinm, kamu destedi veya hibe almadigini belirtmistir. Bu bulgu, sorunun
yalnizca destek araclannin varligr dedil; bu araclar anlama, dogru olani secme, hazrlanma ve basariyla
kullanabilme kapasitesi oldugunu godstermektedir.

Mentorluk talebi de ayni derecede acikfir. Dogrulanmis on girisimci katilimcinin tamami daha 6nce
profesyonel mentorluk, kocluk veya kurumsal danismanlik almadigini belirtmistir. Besi ekip mentorlugunu,
UcU akran mentorlugunu tercin ederken yalnizca ikisi geleneksel bire bir format secmistir. On katiimcinin
sekizi dUzenli gbérisme yapisini tercin etmekte; yalnizca ikisi sadece operasyonel kriz durumlarnnda iletisim
istemektedir. En sik talep edilen mentor profilleri aktif inracatcilar/uluslararasi ticaret ydneticileri (6/10),
finans ydneticileri veya yatinm danismanlan (6/10), mevzuat/Yesil Mutabakat uzmanlan (5/10),
yazilim/dijitallesme uzmanlan (3/10), Uretim/teknik uzmanlar (2/10) ve fikri mulkiyet/hukuk uzmanlandir
(2/10).
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4.4 Sistemik Bosluklara lliskin Kurumsal Algilar ve Tercih Edilen Mentorluk
Mimarisi

Kurumsal katilimcilar birbiriyle yakindan iliskili sistemik kisitlar tanimlamaktadir. Erken asama sermaye en
ciddi bosluk olarak degerlendirilirken, bunu teknolojilerin yerel sanayide test ediimesindeki giucluk ve
uluslararasi pazarlara erisim iziemektedir. Puanlar ayrnica uzman mentor bulunabilirigi ve kurumlar arasinda

koordineli bir yénlendirme zincirinin olmamasi konusunda da biraz daha dustk fakat dnemli kaygilar
bulundugunu géstermektedir.

Sistemik Bosluk (1 = etkisiz; 4 = ciddi kisit) Ortalama 3‘e4renlerin :z;“
Erken asama sermayeye erisim (melek / VC) 3,11 77 8%
Yerel sanayi firmalanyla test / PoC 2,94 72,2%
Uluslararasi pazarlara ve inracat kanallarina erisim 2,83 72,2%
Nitelikli feknik / fonksiyonel mentorlara erisim 2,67 55,6%
Kurumlar arasi koordinasyon ve girisimci ydnlendirme zinciri 2,61 55,6%

Acik uclu yanitlar &nemli bir nitel katman eklemektedir: paydaslar desteklerin cogu zaman proje bazli ve
kuruma &zgU oldugunu tekrarlamakta; girisimciyi fikir olusumundan yatinm, ticarilestirme ve &lceklenmeye
kadar izleyebilecek surekli bir koordinasyon mekanizmasi talep etmektedir. Ortak mentor havuzu, acik
kurumsal sorumluluklar, seffaf eslestirme, dizenli izleme, uzun vadeli program devamiliigi, yatinmci erisimi,
pilot Uretim firsatlan, daha iyi bilgilendirme ve ortak dijital platform tekrar eden temalar arasindadir.

Tercih edilen program mimarisi belirgin bicimde geleneksel olmayan bir yapidadir. 19 kurumsal katilimcinin
13'0 (%68,4) dnerilen hibrit yapiy, besi (%26,3) ekip mentorlugunu ve biri (%5,3) akran mentorlugunu tercih
etmektedir. Bdylece 19 kurumun 18’ (%94,7) hibrit model veya cok disiplinli ekip mentorlugundan yana
gorUs bildirmistir. Kurumsal katki istegi de somuttur: 19 kurumun 14'0 program tanitimi ve cagrilara destek
vermeye, yedisi mentor/uzman saglamaya, yedisi kendi girisimci havuzundan yonlendirme yapmaya,
altisi ise laboratuvar, test veya kulucka altyapisina erisim sagdlamaya hazir oldugunu belirtmistir.

4.5 Talep ve Arz Tarafi Bulgularinin Sentezi

Anket bulgularinin temel degeri iki katiimer grubunun ayni yénlere isaret etmesidir. Omeklemler sinirli
olmakla birlikte girisimci talebi ve kurumsal tani benzer sonuclar vermekte ve bdlgesel masa bas
analizdeki yapisal bulgulan giclendirmektedir.

Tema Girisimci/start-up Bulgusu Kurumsal bulgu Program Acisindan Cikarim

Finansman ve  Nakit akisi ve bUyUme | Erken asama sermaye en | Finans/yatirm hazrigr  ve

yatinm sermayesi en yUksek puanl | yUksek puanili sistemik | finansman programlarinda
engeller arasindadir; 6/10 | bosluktur (3,11/4) yol alma temel uzman
daha énce dis/kamu destek alanlari olmaldir.

destegdi almamistir
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Tema

Uluslararasilasm
a

Mentorluk
Kapasitesi

EndUstriyel
Dogrulama

Koordinasyon

\\371!?:?5“7

Girisimci/start-up Bulgusu

AB/uluslararasi  programlar
en yUksek puanl engeldir;
%50 kUresel pazarlarn
hedeflemektedir

10/10
profesyonel mentorluk
almadigini belirtmistir; %80
ekip veya akran formatini
tercih etmektedir

daha once

Ticari/pazar erisimi dnemli bir
zorluktur

Girisimciler finansman, pazar
ve desteklere daha kolay
yonlendirmeye ihtiyag
duymaktadir
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Kurumsal builgu

Uluslararasi  pazara erisim
2,83/4 puan almistir; %72,2'si
3-4 puan vermistir

4/19 kurum
mentorluk
hibrit/ekip

bicimde

Yalnizca
profesyonel
sunmaktadir;
modelleri  gUu¢lU
tercih edilmektedir

Yerel sanayiyle PoC/test
2,94/4 puan almistir; %72,2'si
3-4 puan vermistir

Acik yanitlar tekrar tekrar tek
bir
koordinasyon/yodnlendirme
mekanizmasi
etmektedir

falep

CAMERA DI COMMERCIO
PADOVA

il futuro a portata di impresa

TURKIYE-EU
é;[)’ Bl BEEEN
BIAL0&0E

Program Agisindan Cikarim

ihracat mentorlari,
uluslararasi  aglar ve AB
programi rehberligi
gereklidir.

Yapilandirlmis  bir mentor
havuzu ve ekip
mentorluguna uygun
eslestirme modeli

gerekcelendirilmistir.

Kurumsal problem toplama,

Challenge Lab ve pilot
protokolleri programin
operasyonel bilesenleri
olmaldrr.

Corlu SO program

koordinatdr ve ekosistemin
ortak giris kapisi olarak gérev
yapmaldir.
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5. Corlu Ekosistemindeki Bosluklarin Belirlenmesi

Asagida fanimlanan ekosistem bosluklan O¢  tfamamlayici kanit  katmaniyla  desteklenmektedir:
bolgesel/masa basi analiz, dogrulanmis girisimci ve kurumsal anketler ve Padova'daki operasyonel destek
modellerinin uluslararasi kiyaslamasi. Anket bulgulan istafistiksel olarak temsil edici dedil gdésterge
niteligindedir; ancak femel yapisal bosluklarn dogrulamakta ve bunlann  pratik  sonuclarinin
onceliklendiriimesine yardimci olmaktadir.

5.1 Sistemik Entegrasyon ve Gelisim Alani Bosluklar

Arastirmada belilenen temel ekosistem bosluklarndan biri kurumsal entegrasyon eksikligidir. KOSGEB
kurulus destekleri, TUBITAK Ar-Ge finansmani, Gniversite kulucka merkezleri ve bdlgesel kalkinma egditimleri
dahil cok sayida destek araci bulunmasina ragmen bunlar parcali silolar halinde calismaktadir.

Yerel bir yenilikciyi erken fikir asamasindan Universite dizeyinde teknik dogrulamaya, oradan endustriyel
pilot uygulamaya ve nihayet ulusal dlceklenme programlarina yénlendiren resmilestiriimis ve kesinfisiz bir
yol bulunmamaktadir. Kurucular bu kurumsal gecisleri bagimsiz bicimde yonetmek zorunda kalmakta; bu
durum sikca stratejik durgunluk, kaynak kaybi ve bdlgesel yeteneklerin istanbul veya izmir gibi biyUk
metropollere yonelmesine yol agmaktadir. Bu parcalanma, farkl hizmetleri birlesik bir girisimci yolculuguna
enftegre edecek merkezi bir koordinatére duyulan acik ihfiyacr géstermektedir.

Birincil paydas kaniflan bu taniyr desteklemektedir. Corlu TSO/meslek kuruluslanyla is birligi gérece gUclU
(3.33/4) olsa da kurumsal acik uclu yanitlar kesintisiz ydnlendirme ve koordinasyon mekanizmasinin
yoklugunu tekrar tekrar temel bir zayifllk olarak tanimlamaktadir. Anket ayrica kurumlann yalnizca
azinh@inin 6zel kulucka/TTO benzeri yapilara sahip oldugunu, girisimcilikle ilgili faaliyetlerin cogunun genel
idari kanallar Uzerinden yUrotoldoguni gostermektedir. Bu durum ortak bir basvuru/erisim kapisi, ortak
mentor havuzu ve resmi yonlendirme yollarn icin gUclU bir gerekce olusturmaktadir.

5.2 Teknoloji Gecgisi Darbogazlari

Bdlgesel ekonomi, ihracat deger zincirindeki "eksik tepe" ile karakterize edilen klasik bir teknolojik darbogaz
sergilemektedir. Tekirdag orta-yuksek teknoloji imalati ve sirec mUhendisliginde oldukca rekabetci
olmakla birlikte ileri yUksek teknoloji inracatinin payi son derece sinirlidir. Bu durum iki belirgin darbogazla
daha da guclenmektedir:

e Akademi-Kurumsal Ticarilestirme Boslugu: Bolgesel Ar-Ge ve patentleme faaliyetlerinin énemli bir
bolUMU akademik kurumlar ve laboratuvar ortamlarn icinde kalmaktadir. Bu patentleri uygulanabilir
ve pazara dénuk ficari isletmelere dénUstirmek Uzere aktif olarak calisan mekanizma sayisi sinirhdir.

e EndUstriyel Pilot (PoC) Engelleri: Erken asamadaki start-up'lar cevredeki Organize Sanayi Bolgelerinde
(OSB'ler) test sahas bulmakta zorlanmaktadir. BUyUk olcekli Ureficiler, yapilandinimis eslestirme
cerceveleri ve standart hukuki sablonlann bulunmamasi nedeniyle yerel start-up'larla calismayr cogu
zaman yuksek riskli bir operasyonel kesinti olarak algllamaktadir.

Teknoloji gecisindeki bu bosluk, bdlgesel sanayinin yeni teknolojilerin akfif Ureticisi olmaktan ziyade yUksek
hacimli bir imalat UssU olarak ¢calismasina neden olmakta; ortaya cikan dijital ve yesil donGsim kisitlar
alfinda uzun vadeli rekabet glcUnU sinilandirmaktadir.
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Kurumsal anket, endUstriyel dogrulama tanisina dogrudan nicel destek sunmaktadir: yerel sanayi
firmalanyla teknolojileri test etme veya PoC faaliyetleri yUritmedeki gucluk 2,94/4 puan almis ve gecerli
katiimcilarin %72,2'si bunu énemli veya ciddi bir kisit olarak degerlendirmistir. Bu bulgu; fabrikalara, verilere,
teknik problem sahiplerine ve kontrollG pilot ortamlarnna erisimin ikincil bir hizmet degil, temel bir ekosistem
islevi oldugunu gostermektedir.

5.3 Mentor Havuzu Profillerindeki Bosluklar

Geleneksel girisimcilik mentorluk programlart mentorlan cogunlukla genel bir start-up kurucusu, erken
asama melek yatinmci ve pazarlama yéneticisi havuzundan secmektedir. Ancak Corlu gibi sanayi yogun
bir koridorda bu standart profil yeterli dedildir.

Arastirma, uzmanlasmis endustriyel deneyime sahip mentorlar acisindan 6nemli aciklar oldugunu
goOstermektedir:

e Proses ve Uretim MUhendisleri: Fabrika sahasi optimizasyonu, makine modernizasyonu ve endustriyel
ofomasyon konusundaki uygulamall deneyim mevcut mentor aglannda yeterince temisil
ediimemektedir.

e Mevzuatve Cevre Uyum Uzmanlari: AB Yesil Mutabakati'nin pratik uygulamalarini, karbon denetimini
ve uluslararasi kalite sertifikasyonlarini anlayan mentorlarnn sayisi sinirlhidir.

e Uzman B2B ihracat Yoneticileri: Ekosistemde uluslararasi kurumsal tedarik zincirleri ve kiresel
endUstriyel dagitim aglanyla yerlesik baglantilara sahip mentor eksikligi bulunmaktadir.

Bu boslugu gidermek icin program; kidemli fabrika yéneticilerini, yerel kurumsal Ar-Ge merkezlerinin
direktorlerini ve Universitelerde uygulamall arastirma yapan akademisyenleri hedefleyen bir mentor
kazanim stratejisi tasarlamalidir. Ayrica yerel start-up ekosistemi olgun mefropol merkezlerine kiyasla
gelisim asamasinda oldugundan program, istanbul'un cok daha gelismis ekosisteminden yararlanarak bu
acig aktif bicimde kapatmalidrr. istanbul ekosistemindeki deneyimli start-up mentorlannin, melek
yafinmcilann ve girisim sermayesi fonlarnnin (VC) programa entegre edilmesi vazgeciimez bir stratejik
gerekliliktir. Bu metropol bagdlantisi en azindan Corlu'da gucli ve kurumsallasmis yerel mentor tabani
olusana kadar kullanilmali; sonrasinda da dis girisim sermayesi, ileri ficarilestirme uzmanlgr ve dlceklenme
aglanna kalici erisim saglamak Uzere surdUrilmelidir.

Girisimci anketi de gerekli mentor profilini daha aynntli  bicimde ortaya koymaktadir.  Aktif
ihracatcilar/uluslararasi ticaret ydneticileri ile finans/yatinm uzmanlan en cok talep edilen iki profildir (her
biri 6/10); bunlan mevzuat/Yesil Mutabakat uzmanlarn (5/10) izZlemektedir. Teknik Uretim, yazilim, fikri
mulkiyet/hukuk ve akademik uzmanlk &nemini korumaktadir; ancak kaniflar mentor havuzunun
enduUstriyel bilgi birikimini ticari, finansal, dUzenleyici ve uluslararasi dlceklenme kapasitesiyle birlestirmesi
gerektigini gdstermektedir. On girisimci katlimcinin - higbirinin daha &nce profesyonel mentorluk
kullanmamis  olmasi,  yapillandirlmis  oryantasyon ve beklenti  yénetimi intiyacini daoha da
gUclendirmektedir.

5.4 Onerilen iki Yollu Portféy Modeli (Ekosistem Uyumu)

Bdlgesel ekonominin farkl kapasitelerini ve farklilasan ihtiyaclarini karsiamak icin program tek fip bir
mentorluk tasanmini reddederek ikiye ayriimis ki Yollu Portféy Modelini benimsemelidir. Bu model
kaynaklarn katilimcr firmalarin olgunluk ve teknolojik karmasiklik dUzeyine gore tahsis edilmesini saglar:
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iki Yollu Portféy Modeli

Ortak

Tanilama Girisi

Geleneksel KOBI iyilestirme Yolu

@ Yonetim Optimizasyonu

o lhracata Hazirlik

® Sureg Dijitallesmesi

@ Tedarik Zinciri Uyumu

iiksek Teknoloji Olceklenme Yol

® Sokratik MUsteri Kesfi

# Prototipleme ve Dogrulama (PoC)

o Fikri Milkiyet (IP)
# Ulusal/AB Hibe Baglantilar
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1. Geleneksel KOBI lyilestirme Yolu: Mevcut fadliyetlerini optimize etmek isteyen yerlesik kicUk
isletmelere, aile sirketflerine ve tedarikci firmalara hizmet eder. Mentorluk odagr pragmatik ve
operasyoneldir: yénetim yapilarinin gelistiriimesi, inracata haazrlik, standart dijitallesme araclarnnin
uygulanmasi ve kUresel fedarikci gereklilikleriyle uyum.

2. YUksek Teknoloji Olceklenme Yolu: Teknoloji odakli, yenilikci girisimleri ve Oniversite spin-off'larini secici
bicimde hedefler. Mentorluk odagi oldukca uzmanlasmistir: yerel sanayide Sokratik muUsteri kesfi,
prototipleme, fikii mulkiyet stratejisi, mevzuatta yol alma, TUBITAK BIGG ve KOSGEB ileri Girisimci
destekleri gibi ulusal finansman programlanna ve dis girisim sermayesi aglanna dogrudan koéprler

kurulmasi.

Bu iki yollu modelin uygulanmasi, Corlu TSO'nun ekosistem eftkisini en Ust dUzeye cikarmasina yardimci
olabili; geleneksel KOBI'ler intiyac duyduklan pratik operasyonel destedi alrken yiksek potansiyelli
teknoloji start-up'lan dlceklenmek icin gerekli uzman kaynaklara erisebilir.
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Tercih edilen mentorluk formatlan tek fip yapi yerine farklilastinlmis bir mimariyi desteklemektedir.
Girisimcilerin %50'si ekip mentorlugunu, %30'v akran mentorlugunu tercih ederken; kurumlarn %68,4'0 hibrit
modeli, %26,3'0 ekip mentorlugunu tercih etmektedir. Bu yakinsama, uygun durumlarda geleneksel
KOBI'lerin odakll bire bir destek alabilecedi; teknoloji girisimlerinin ise cok disiplinli mentor ekiplerinden,
uzman Kkliniklerinden ve meydan okuma temelli desteklerden yararlanabilecegi bir portfdy yapisini
desteklemektedir.
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5.5 Belirlenen Bosluklar Acisindan Uluslararasi Kiyaslamanin Cikarimlari

Padova/Galileo/StartCube drnekleri yerel taninin yerini almamakta; fanida belilenen sorunlan ele almak
icin test edilmis operasyonel mekanizmalar sunmaktadir. En gicli aktarm dersi, bir ekosistem araci
kurumunun mentorlugu birbirinden kopuk toplantilar olarak gérmek yerine dogrulama, egitim, ihtiyaca
6zel uzman destedi ve agdlara erisimi birlestirmesi gerektigidir. Uluslararasi érnekler ayrica gercek kurumsal
meydan okumalarin, cok disiplinli ekiplerin, yatinm hazrlidi karar kapilannin ve hiz deneme igin guvenli bir
ortamin degerini géstermektedir.

Yerel Bosluk ilgili Uluslararasi Uygulama ilkesi Corlu icin Onerilen Yanit

Parcall destek | BUtUnlesik bir yol olarak dogrulama + | Corlu TSO koordinasyonunda tek basvuru

yolculugu egitim + ihfiyaca 6zel destek + ag nokfasi, tanisal  yénlendirme, uzman
paketleri ve kurumsal yonlendirme zinciri.

Layif dogrulama | Problemden  baslama, goérUsten | Acikk kanit ve devam/yeniden test/pivot

disiplini UstUn kanit, hizl iterasyon ve pivot karar kapilan iceren ortak dogrulama
sprinti.

EndUstriyel PoC | Contamination Lab: gercek kurumsal | Problem brifleri, cok disiplinli Challenge Lab

engelleri problemler + cok disiplinli ekipler + | secenedi, kontrollU pilot kapsami ve sirket

Finansman/yatinmci

erisimi

Genel destek paketleri

SUrdUrUlebilirlik
dénUsumu

deneyimsel 6grenme

Pitch Day 6ncesinde Investor Kit ve
hiziandirma yolu

Girisimin ~ asamasina  uyarlanmis
moduler ve esnek programlar

insan-Kar-Gezegen boyutlarnin
pazarlama, operasyon ve finansal
analizle bUtUnlestirilmesi

EURK CHAMBRES

problem sahipleri.

Yatinm/finansman hazirig paketi,
dokUman incelemesi, pitch provas ve
sonraki asamaya yonlendirme.

Olgunluk ve gerekli cikfiya goére secilen
ikincil gelisim paketleri.

Ticari ve operasyonel kararlarla baglantil
sUrdUrUlebilirlik is vakasi paketi.
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6. Yerel Mentorluk Modeli icin Oneriler

Asadidaki dneriler, bdlgesel tanida belilenen temel iki Yollu Portféy Modelini ve ortaklik mimarisini
korurken, bu onerileri 6lcUlebilir bir programa dénUstirmek icin gerekli operasyonel mekanizmalari
tfanimlamaktadir. Yerel anket bulgulan ve uluslararasi kiyaslama birbirini tamamlayan tasarm girdileri
olarak kullanilmaktadir.

6.1 Iki Yollu Portfdy Modelinin Yerellestiriimesi

iki Yollu Portfdy Modelinin uygulanmasi Corlu'nun kendine &zgl sosyoekonomik varliklanndan
yararlanacak sekilde uyarlanmalidir. Ortak tanilama girisinde yapilandinimis anket profilleri kullanilarak
basvuru sahipleri uygun yola ydnlendiriimelidir.

KOBI Yolu icin Oda, kendi Uye kayitlarindaki deneyimli is liderlerini ve inracat ydneticilerini mentor olarak
harekete gecirmeli ve kisa/orta vadeli ticari performansa odaklanmalidr.

YUksek Teknoloji Yolu icin Oda; yUksek derecede uzmanlasmis danisman/mentor ekipleri olusturmak Uzere
akademik fakUlteler ve teknopark ydneticileriyle ortaklik kurmalidir. Bu uyarlama, programin mevcut genel
is egitimlerini tekrar etmesini 6nleyerek Tekirdag bdlgesinin gercek sanayi talebiyle eslesen hedefli bir
mudahale olarak calismasini saglar.

Programa kabul edilen tUm katiimcilar, tam mentorluk dénemine gecmeden 6nce ortak ve kanita dayali
bir dogrulama sprintiyle baslamaldir. Sprint mentorlugun yerini almamali; ortak bir calisma standardi
olusturmal ve ilk test edilebilir ciktilar Uretmelidir: acik bir problem tanimi, belirenmis musteri, tek cUmlelik
deger dnerisi, ilk is Modeli Kanvasi, kritik varsayimlar, ilk pazar/rakip géronimo, dodrulama deneyi plani ve
90 gunlUk gelisim 6ncelikleri. Baslangictaki yol ydnlendirmeleri daha sonra bu kanitlara gore teyit edilebilir
veya gelistirilebilir; ayrnca Uretilen kanita gére ikincil gelisim paketi secilebilir.

¢ Erken Asama Dogrulama Paketi

* is Modeli ve Pazara Giris Paketi

e Yatinm ve Finansman Hazrrhgi Paketi

e Tasarnm, Marka ve MUsteri Deneyimi Paketi
* Kurumsal Pilot ve Challenge Lab Paketi

» KOBI D&nUsUM ve Kurumsallasma Paketi

« SUrdurtlebilirik Is Vakasi Pakei

6.2 Ortaklik Mimarisinin Tasarlanmaisi

SUrdurUlebilir bir program olusturmak icin Corlu TSO, bolgesel kolaylastincr odaklarladiliskilerini yapilandiriimig
ve cok tarafll bir ortaklik mimarisi altinda resmilestirmelidir:

e Oda-Universite-Teknopark Operasyon Protokold: Tekirdag Namik Kemal Universitesi, NKU Teknopark
ve Universitenin patent/lisansiama koordinasyon birimiyle resmi bir anlasma olusturulmalidir. Bu
protokol, Ar-Ge yogun start-up ekiplerinin ydnlendiriimesini dizenlemeli ve Universite laboratuvarlar,
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test ekipmanlarn ve akademik uzmanhga karsilikll fayda saglayan erisim sunmalidir. Zaman icinde
ortaklik mimarisinin Trakya Universitesi ve Kirklareli Universitesinin  akademik agdlarni,  kulucka
merkezlerini ve teknopark ekosistemlerini kademeli olarak kapsamasi éngdrulmektedir. ProtokolUn
cok Universiteli birlesik bir bolgesel modele dlceklenmesi, mevcut mentor havuzunu genisletecek,
orfak kulucka yollan sunacak ve daha genis Trakya sanayi koridorunda ileri test altyapisina ortak
erisimi kolaylastiracaktir.

Metropol Mentor ve Girisim Sermayesi Képru ProtokolU: Yerel girisim ekosisteminin gelisim asamasinda
olmasini telafi etmek icin Corlu TSO, istanbul merkezli yerlesik melek yatnm aglan, girisim sermayesi
fonlan ve uzman start-up mentorlarnyla baglanti saglayacak resmi kanallar olusturmalidir. Bu koépru,
deneyimli girisim rehberligini ve yatnm haziridr geri bildirimini yerel havuza tasimak Uzere
tasarlanmalidir. Bu dis entegrasyon, Trakya koridorunda sUrdUrUlebilir yerel mentor kapasitesi olusana
kadar programin temel bileseni olarak korunmali; daha sonra da bélgesel ice kapanmayi dnlemek
ve ulusal élceklenme firsatlarini kolaylastirmak Uzere kalici bir ag ézelligi olarak devam etmelidir.
EnduUstriyel Sorunlan Toplama/Tespit ProtokolU: Oda, cevredeki Organize Sanayi Bolgesi (OSB)
yonetimleri ve dnde gelen ihracatci Ureficilerle resmi bir ag kurmalidir. Bu kurumsal aktorler "problem
sahibi" olarak sUrece katimali; yerel start-up'lann mentor destegdiyle kavram kanitlama ¢ézUmleri
gelistirebilecedi ve uygulayabilecegdi gercek sanayi sorunlanni (r. atik su ydnetimi, enerji verimliligi,
Uretim hatt darbogazlan) tanimlamalidir.

Ulusal Finansman K&proleri: Program KOSGEB Tekirdag ve yetkili TUBITAK 1601 BIGG+ arayizleriyle is
birligi kanallan olusturmaldir. Mentorluk mufredatinin kamu finansman kosullanyla uyumlandirimasi,
yerel kuruculann geri 6demesiz Ar-Ge hibelerine ve yatinm temelli 6n-ftohum finansmana sistematik
bicimde hazirlanmasini saglayabilir.

Secilmis endUstriyel problemler icin Endustriyel Meydan Okuma Toplama ProtokolU bir Challenge Lab
secenegini desteklemelidir. Katiimci sirket yapilandinlimis bir problem brifi, isimlendiriimis bir problem sahibi,
ilgili veri/erisim kosullan ve Uzerinde anlasilmis gizlilik sinilan saglamalidir. Corlu TSO daha sonra uygun
girisimi, mentoru, teknik uzmani ve gerektiginde ek cok disiplinli katki sadlayicilan bir araya getirebilir. Her
goérev Oolculebilir bir teslimat, ara kontrol noktalan ve fikrin pilot veya ficari gdriusmeye gecip
gecmeyecegine iliskin acik bir karar icermelidir.

6.3 Mentor Kalitesi ve Egitimin Standartlastinimasi

Programin mesleki ve psikolojik gbvenligini garanti etmek Uzere Corlu TSO, olusturdugu mentor havuzu icin
kalite givence ve egitim cercevesi uygulamalidir:

\\i’ffiffcsw;',‘f‘“/&

EMCC Yetkinlikleriyle Uyum: Mentor egitim mufredat European Mentoring and Coaching Council'in
(EMCC) sekiz temel yetkinligi etrafinda yapilandirimaldir. Bdylece mentorlar iliski sézlesmesini nasil
yoneteceklerini, giveni nasil kuraccaklarnini ve bagmiilik yaratmadan profesyonel sinirlan nasil
koruyacaklarini 6grenir.

Techstars Sokratik Doktrini: Programa alinan mentorlar ¢6zim dayatmak yerine Sokratik sorgulama
kullanacak sekilde egditiimeli; kurucularn kendi analitik yetkinliklerini gelistirmesi fesvik edilmelidir.
Mentorlarnn nesnel pazar olgulanyla kisisel ve tarinsel gdrsleri acik bicimde ayirmasi 6gretiimelidir.
Siki Etik S6zlesme Kurallar: MIT Venture Mentoring Service (VMS) etik standartlan uyarlanarak tOm
mentorlann ¢ikar catismasi yasaklarini iceren sézlesmeler imzalamasi zorunlu olmalidir. Mentorlarin
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programdaki aktif gdrev sUreleri boyunca mentorluk yaptiklan girisimlerden hisse almalan, bu
girisimlere yatinm yapmalan veya Ucretli danismanlik sunmalarn kesin olarak yasaklanmalidir. Bu,
yonlendirmenin tarafsizigini ve nesnelligini korur.

Mentor oryantasyonu aynca kanit ve odak disiplinini icermelidir. Mentorlar varsayim ile dogrulanmis kanif
ayirt etmeli, kuruculan musteri ve deger dnerisini daraltmaya zorlamali, kanitin zayif oldugu noktalarda
yeni testler talep etmeli ve gerekcelendiriimis pivotu basansizlik degdil basarl bir 8grenme sonucu olarak
ele almalidir. Bu rol &zellikle teknik karmasikligin zayif musteri veya ticari dogrulamay géronmez kilabildigi
teknoloji yolunda énemlidir.

6.4 Onerilen Operasyonel Takvim ve KPI Cercevesi

Yerel mentorluk programi U¢ &rtdsen kohort halinde uygulanmalidir. Her kohort iki aylik ¢cagn/basvuru
doénemi, iki aylik degerlendirme ve mentor eslestirme dénemi ve alhi aylik mentorluk ddneminden olusur.
Ortisme bilinclidir: bir kohort mentorluk asamasina gectiginde bir sonraki kohortun basvurulan baslar;
boylece Corlu TSO is yUkUnU zamana yayabilir, mentor kapasitesini tekrar kullanabilir ve kohortlar arasinda
operasyonel 6grenmeyi aktarabilir.

1. Kurulum ve ik Kabul Fazi (Ay 1-4): Ay 1-2'de birinci kohortun cagri/basvuru sireci; program ekibinin
son haazrliklan, ortaklik dGzenlemeleri, mentor kabul standartlan ve KVKK/GDPR is akislaryla birlikte
yUruotilur. Ay 3-4'te Kohort 1 icin uygunluk kontrolU, puanlama, mUlakatlar, baslangic tanisi ve mentor
eslestirmesi gerceklestirilir.

2. Kohort 1 Mentorlugu ve Kohort 2 Basvurular (Ay 5-10): Kohort 1, Ay 5-10 arasinda ortak dogrulama
sprinfine ve alfi aylik mentorluk dénemine girer. Ayni anda Kohort 2 basvurulan Ay 5-6'da alinir, Ay 7-
8'de degerlendirilip eslestirilir ve Kohort 2 mentorlugu Ay 9'da baslar.

3. Kohort 2 Mentorlugu ve Kohort 3 Basvurular (Ay 9-14): Kohort 2 mentorlugu Ay 14'e kadar devam
eder. Kohort 3 basvurulan Ay 9-10'da alinir, Ay 11-12'de degerlendirilir ve eslestirilir; alti aylik mentorluk
déngusu Ay 13'te baglar.

4. Kohort 3 Mentorlugu ve Ana Programin Tamamlanmasi (Ay 13-18): Kohort 3 mentorlugu Ay 18'e
kadar devam eder. Her kohort; yapilandinimis mentor gérusmeleri, grup oturumlarn/uzman klinikleri,
ara degerlendirme, uygun Challenge Lab/pilot/finansman/pazar yonlendirmeleri ve nihai Demo
Day/sonraki asama karar kapisini icerir.

5. Uzun Dénemli Takip ve Kurumsal Ogrenme: Her kohort tamamlandiktan é ve 12 ay sonra takip edilir.
18 aylik ana uygulama ftakviminde gésterge niteligindeki takip noktalan Kohort 1 icin Ay 16 ve 22,
Kohort 2 icin Ay 20 ve 26, Kohort 3 icin Ay 24 ve 30'dur. Tamamlanan asamalardan égrenilenler
uygulama kesintiye ugratimadan 6rtUsen kohortlara aktarilir.

Degerlendirme ve

Kohort Basvuru Eslestirme Mentorluk 6 Aylk Takip 12 Aylik Takip
Kohort 1 Ay 1-2 Ay 3-4 Ay 5-10 Ay 16 Ay 22
Kohort 2 Ay 5-6 Ay 7-8 Ay 9-14 Ay 20 Ay 26
Kohort 3 Ay 9-10 Ay 11-12 Ay 13-18 Ay 24 Ay 30
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Onerilen uygulama dlcedi Uc kohortta toplam 105 isletme/girisimdir: 60 teknoloji ve yenilik odakl start-
up/girisimci ile 45 geleneksel KOBI/isletme; her kohortta 20 start-up/girisimci ve 15 KOBI yer alir. Program,
60 start-up/girisimci katlimcinin en az %30'unun programin kadin girisimci tanimini karsilamasi hedefini
korumaldir; bu toplamda en az 18 girisime ve kohort basina en az alti girisime karsilik gelmektedir.

Secilmis Program KPI'si Onerilen Hedef

Toplam Basvuru En az 130; tercihen 130-160
Kabul Edilen isletme / Girisim 105

Teknoloji ve Yenilik Odakli Start-up / Girisimci 60

Geleneksel KOBI / isletme 45

Kohortlar 3 x 35 katiimci

Kadin Girisimci Niteligindeki Start-up / Girisim En az 18 (kohort basina en az 6)
Aktif Mentorlar 20-30

Program Tamamlama >80%

Kurumsal Musteri / Pilot Tanistirmalar 215

Pilot / Prototip Faaliyetleri 5-10
KOSGEB/TUBITAK/Diger Finansman Basvurulari 8-15

Katiimci Memnuniyeti >80%

12 Aylik llerleme/Faaliyeti SUrdirme 260%

Program performansiniiziemek ve "TEBD Il Innovation Start-up Ecosystem Project" ile uyumu korumak Uzere
ilerleme nitel performans gostergeleri Uzerinden fakip edilmelidir. Bu gdstergeler ekosistem
enfegrasyonunu da élcmelidir:

Alinan basvuru sayisi ve KOBI/YUksek Teknoloji yollarina basarill segmentasyon orani.
Olusturulan mentor havuzunun bUyUkIOgU, akiifligi ve cesitliligi ile ekip basina tamamlanan
yapilandirimis gérisme ortalamasi.

e Projenin Toplumsal Cinsiyet Esitligi Uzmaniyla koordinasyon icinde programa kabul edilen kadinlarin
liderlik eftigi veya es liderlik ettigi start-up ekiplerinin payi.
Aktif kavram kanitlama (PoC) endUstriyel pilotlanna dénUsen kurumsal-start-up eslesmelerinin sayisi.
TUBITAK ve KOSGEB programlarina yiksek kaliteli finansman basvurusu sunmak Uzere basarlyla
yOnlendirilen start-up sayisi.

e Katfiimci memnuniyet oranlariile katiimcei girisimlerin uzun dénemliilerleme ve hayatta kalma oranlari.
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6.5 Kanita Dayali Dogrulama, Firsat Laboratuarn (Challenge Lab) ve Sonraki
Asama Karar Kapilari

Corlu'daki bir mentorluk programi yalnizca goérsme sikligina dayanmamalidir. Her kafiimcidan; mentor
ve program ekibinin devam etme, varsayimi yeniden test etme, pivot etme, uzman dahil etme, kurumsal
pilot yolunu acma veya girisimi finansman/yatinma hazirlama kararlanni destekleyecek kanit ve somut
ciktilar Uretmesi beklenmelidir. Asadidaki mekanizmalar bu ilkeyi mevcut iki Yollu Portféy Modeli icinde
operasyonel hale getirir:

» Ortak Dogrulama Sprinti: Problem-MUsteri-Deder, Pazar-Rakipler-Konum ve is Modeli-Sayilar-Pazara
Giris adimlarnni kapsayan kisa ve yogun bir baslangic sureci; ardindan kanit degerlendirmesi yapllir.

Suromlendiriimis is Modeli Kanvasi ve dogrulama kayitlan: varsayimlar, kanit kaynad, test sonucu ve
devam/yeniden test/pivot kararlarn gayriresmi konusmalar yerine dokUmante edilmelidir.

MuUsteri Yolculugu ve Golden Circle araclari: mUsteri femas noktasi analizini, pazara giris tfasanmini ve
amacg/deger 6nerisinin acikigini guclendirmek Uzere secici bicimde kullaniimaldir.

Firsat Laboratuan (Challenge Lab): secilmis kurumsal meydan okumalar icin sirket problem sahibi,
ol¢ulebilir brif, teknik/ticari varsayimlar, ara degerlendirme ve pilot karari iceren kontrolli ¢ok disiplinli
hachaton tarzi secenek.

¢ Demo/Pitch Day: kanitlann, is modelinin, finansal gercekciligin, pazar konumunun ve uygulama
hazirhginin degerlendirildigi ve bir sonraki destek yolunun belirlendidi kohort sonu degerlendirme kapisi.

« SUrdUrUlebilirlik s Vakasi: yesil dénisim mentorlugu; sosyal/cevresel sonuclarn pazarlama, operasyonel
uygulamalar, maliyetler, faydalar, riskler ve ficari uygulanabilirlikle iliskilendirmelidir.
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7. Ekler

Eklerde birincil veri toplama aracglan, dogrulanmis yanit tabani ve masa basi analiz ile uluslararasi
kiyaslamada kullanilan baslica kaynaklar &ézetlenmektedir. Gizliligi korumak amaciyla katiimci
dUzeyindeki ham veriler yeniden yayimlanmamistir.

Ek A: Nicel Anket Formlanna Genel Bakis

Arastirma tasarnmi, ulusal standartlarla uyumlu olarak gelistiriimis iki ayn nicel tani aracina dayanmaktadir:

1. Girisimci ve Start-up Anketi (28 Soru)
2. Kurumsal Paydas Anketi (20 Soru)

Ek A.1: Nihai Anket Yanit Tabani, Veri Temizligi ve Yorumlama

Birincil anket calismasinda 33 ham yanit elde edilmistir. intiyac Analizinin ninai hale getirimesi icin Uzerinde
mutabik kalinan veri temizieme yaklasimina uygun olarak girisimci/start-up anketindeki ilk iki yanit test
girdisi kabul edilerek cikarnlimistir. Kurumsal veri sefinde ilk kayit acik bir test girdisi oldugu icin cikariimis;
ayrica bir kurumsal yanit KVKK/GDPR kapsaminda veri isleme onayini acikca reddettigi icin analize dahil
ediimemistir. Geriye kalan kayitlann fest verisi oldugu guvenilir bicimde belirlenemediginden baska
kurumsal yanit cikanlmamistir. Dogrulanmis kanit tabani bu nedenle 10 girisimci/start-up ve 19 kurumsal
paydas yanitindan olusmaktadir.

Baslangic Ham Dogrulanmis Hedef

LR A Hedefi Yanitlar Sl n Kapsama
Girisimci  /  Start-up | 60 12 2 test kayd 10 16,7%
Anketi

Kurumsal Paydas | 50 21 1 test + 1 onay|19 38.0%
Anketi vermeyen yanit

Toplam 110 33 4 kayit 29 26,4%

Gerceklesen drneklem baslangictaki nicel hedefin altinda oldugundan sonuclar, Corlu/Trakya girisimcilik
nUfusunun tamamini istaftistiksel olarak temsil eden tahminler olarak dedil, gdsterge niteliginde ve kesifsel
paydas kanitlan olarak yorumlanmaktadir. Asadidaki yUzdeler yalnizca dogrulanmis katilimcilan
tfanimlamaktadir. Coklu secim sorulannda yUzdelerin toplami %100'0 asabilir. Acik uclu sorular fematik
sentezler halinde raporlanmis; veri minimizasyonu ilkeleri dogrultusunda kisi isimleri  yeniden
yayimlanmamistir.

Ek A.2: Girisimci ve Start-up Anketi - Soru Bazinda Ayrintill Sonuclar
Dogrulanmis analiz tabani: n = 10 girisimci/start-up yanit.

S1. Hukuki yapi
Yanit n %
Limited sirket (Ltd.) 7 70.0%
Anonim sirket (AS.) 2 20,0%
Sahis isletmesi 1 10,0%
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S2. Baslica teknoloji / teknik uzmanlik alani (¢oklu segim)

Teknoloji / uzmanhk alani 223::‘ ;?:illlmcﬂarm
Yazihm gelistirme / BT hizmetleri (SaaS, mobil, bulut) 7 70,0%
Yapay zekd, derin 8grenme ve bUyuk veri analitigi 2 20,0%
loT tabanli akilli kilit sistemleri (acik uclu) 1 10,0%
Dijital dénUsUm / loT 1 10,0%
Donanim tasarimi, gémulU sistemler ve mikroelekironik 1 10,0%
Akilli kilit sistemleri (acik uclu) 1 10,0%
Robotik, ofomasyon ve mekatronik 1 10,0%
SUrdUrulebilirlik / yesil teknoloji / temiz eneriji 1 10,0%
S3. Birincil hedef sektér / dikey pazar
Hedef sektor n Yo
Dogrudan tUketici (B2C) / perakende ve ticaret 4 40,0%
Sektérden bagimsiz / yatay ¢cdzimler 2 20,0%
Saglik Teknoloijileri 1 10,0%
Finans 1 10,0%
Medikal cihaz,donanim ve yedek parca ekosistem ilefisim adi. | 1 10,0%
Enerji verimliligi, atik yonetimi ve yesil donusim hizmetleri 1 10,0%
$4. Faaliyet sUresi
Faaliyet siresi n T
3-6 vyl 4 40,0%
1 yildan az 2 20,0%
6 yll veya daha fazla 2 20,0%
1-3 vl 2 20,0%
S5. Teknoloji yogunlugu
Teknoloji diizeyi n %
YUksek teknoloji 5 50,0%
Orta-yUksek teknoloji 3 30,0%
Orta-dUsUk teknoloji 2 20,0%
Sé. Oncelikli pazar
Oncelikli pazar n %
KUresel / uluslararasi pazar 5 50,0%
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Oncelikli pazar n %
Ulusal pazar (Turkiye) 5 50,0%
S7. Oncelikli uluslararasi cografyalar (coklu secim; gecerlin = 9)
3 Secim Gegerli
Cografya Sayisi yollrflﬂarm
%'si
Avrupa 6 66,7%
Balkanlar ve Orta Dogu 5 55,6%
Asya 5 55,6%
GuUney Amerika 4 44,4%
Kuzey Amerika 3 33.3%
Afrika 2 22,2%
Gelismis ve gelismekte olan Ulkeler (acik uclu) 1 11.1%
S8. Birincil fiziksel calisma yeri
Gegerli
Calisma yeri n yanitlarin
Zo'si
Bagimsiz ofis / atdlye / tesis 4 44,4%
TEKMER 3 33,3%
Teknopark / Teknoloji Gelistirme Bolgesi 2 22,2%
Bir kafilimci calisma yeri bilgisi vermemistir; bu nedenle bu soru icin gecerlin = 9'dur.
$9. Yonetimde cinsiyet dagilimi
Yonetim ekibi tanimi n %
Yonetim ekibi agrirlikli erkek (> %75) 4 40,0%
Yaklasik olarak cinsiyet dengeli ydnetim ekibi 4 40,0%
Hd&len tek kurucu tarafindan yénetiliyor 2 20,0%

Bu soru programin kadin girisimci tanimini (kadin kurucu, kadinlarin cogunluk hissesi veya kadin tarafindan
yonetilen isletme) dogrudan belirlememektedir; bu nedenle yalnizca ydnetim ekibi kompozisyonu olarak
raporianmistir.

S10. Yatinm/destek gecmisi ve gelecek finansman ihtiyaclarn (coklu secim)

Yanit secenegi Segim Kd'f.lllmCIldrln
Sayisi %'si

BugUne kadar dis yatinm, kamu destedi veya hibe alinmadi 6 60,0%

Daha 6nce kamu Ar-Ge hibesi/destegi alindi 3 30,0%

Hdlen Ar-Ge ve Urin gelistirme icin kamu hibesi/destegdine | 2 20,0%

ihtiyag var
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Yanit secenedi Segim Katiimcilarin
¢ g Sayisi Zo'si

Halen dis yatinm/kamu hibesi ihtiyaci olmadigr belirtiliyor 1 10,0%

BUyUme icin hdlen dis 6z sermaye yatinrmina ihtiyac var 1 10,0%

ST11-820. BUuyUme engelleri ve operasyonel zorluklar

Olgek: 1 = engel degdil, 2 = hafif engel, 3 = énemli engel, 4 = ciddi engel. Dagiim 1 /2 / 3 / 4 icin yanit
sayilan seklinde gosterilmistir.

Engel ?:“'“m" Dagim 1/2/3/4 4 Puan
Teknik Uron Gelistirme zorluklari 1,30 8/1/1/0 1(10,0%)
Fikri MUlkiyet Yonetimi zorluklar 1,60 6/3/0/1 1 (10,0%)
Mevzuat ve Cevre Uyumu zorluklarn 1,40 7/2/1/0 1 (10,0%)
MuUsteri ve Pazara Erisim zorluklar 2,40 2/4/2/2 4 (40,0%)
ihracata Haazrlik ve Uluslararasi Ticaret zorluklan | 2,40 4/1/2/3 5 (50,0%)
Finansal Ongdri ve Nakit Akisi zorluklar 2,80 2/1/4/3 7 (70,0%)
BUyUme Yatinmlarina Erisim zorluklar 2,80 3/0/3/4 7 (70,0%)
ise Alim ve Beseri Sermaye zorluklarn 2,40 3/2/3/2 5 (50,0%)
Ulusal Destek Programlarina Erisim zorluklar 2,40 2/4/2/2 4 (40,0%)
Uluslararasi Hibe ve AB Programlarina Kafilim | 2,90 2/1/3/4 7 (70,0%)
zorluklar

S21. Destek programlarina iliskin farkindalik ve kullanim

Basvurdu, Basvurdu

Program Bilgisi Biliyor, kabul ve Eksik
Vel e edilmedi yararlandi et
KOSGEB lleri Girisimci Programi 0 8 1 0 1
TUBITAK BIGG+ 3 4 1 0 2
TRAKY AKA bdlgesel girisimleri 2 4 1 2 1
Universite kulucka programlar 4 5 0 0 1
Uluslararasi hibe programlan (Ufuk | é 3 0 0 1
Avrupa / Dijital Avrupa / Erasmus+)
$22. Onceki profesyonel mentorluk/kocluk/danismanlik deneyimi
Yanit n %
Daha &nce profesyonel mentorluk/kocluk/danismanlik | 10 100,0%

alinmadi
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$23. Onceki hizmetin saglayicisi ve sUresi
Uygulanamaz: dogrulanmis 10 katilimcinin tamami daha énce profesyonel mentorluk/kocluk/danismanlik
hizmeti almadigini belirtmis ve saglayici/sure bilgisi sunmamigtir.

S24. Tercih edilen mentor gérisme sikligi

Tercih edilen sikhk n %

iki haftada bir 3 30,0%

Haftada birden fazla 3 30,0%

Haftada bir 2 20,0%

ihtiyac halinde / yalnizca operasyonel krizlerde 2 20,0%

$25. Tercih edilen mentorluk yapisi

Mentorluk yapisi n T

Ekip mentorlugu (sabit cok disiplinli mentor ekibi) 5 50,0%

Akran mentorlugu (yapillandinimis kurucu yuvarlak masa | 3 30,0%

oturumilan)

Geleneksel bire bir mentorluk 2 20,0%

$26. Tercih edilen mentor mesleki profilleri (coklu secim)

Mentor profili 225:: ;’C':: imeilarnin
Aktif inracatcilar / uluslararasi ticaret yoneticileri 6 60,0%
Finans yoneticileri / yatinm danismanlar 6 60,0%
Mevzuat / AB Yesil Mutabakati uyum uzmanlar 5 50,0%
Yaziim mimarlart / dijifallesme danismanlari 3 30,0%
Teknik mUhendisler / Gretim uzmanlan 2 20,0%
Fikri mUlkiyet / hukuk uzmanlar 2 20,0%
Akademik arastirmacilar / Universite temisilcileri 1 10,0%

S27. Aclk uclu beklentiler ve pratik Gneriler

10 katiimcinin U¢U acik ucglu yanit vermistir. Yanitlar dért temada yakinsamaktadir: (i) finansmana erisim,
(ii) ihracat ve pazara erisim konusunda rehberlik, (iii) destek/hibe programlarnda yol alma ve pazarlama
kanallan ve (iv) programin odagi olarak surdUrUlebilir blyUme ve 6grenme ciktilarinin korunmasi. Yedi
katiimci bu soruyu bos birakmistir.

$28. KVKK/GDPR veri isleme onayi
Yanit n %

Onay verildi 10 100,0%

rl
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*
*
*
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Ek A.3: Kurumsal Paydas Anketi - Soru Bazinda Ayrintil Sonuclar
Dogrulanmis analiz fabani: n = 19 kurumsal paydas yaniti.

S1. Temsil edilen kurumlar
Kurum / kurulus
CORLU 1 ORGANIZE SANAYi BOLGESI
CORLU BELEDIYE BASKANLIGI
Trakya Tekmer
KOSGEB TEKIRDAG MUDURLUGU
Tekirdad Sanayi ve Teknoloji Il MUdUHGGU
ERGENE 1 OSB
Trakya Kalkinma Ajansi
TUrkiye Is Kurumu
TOBB TEKIRDAG GENC GIRISIMCILER KURULU
Tekirdag Namik Kemal Universitesi Corlu MUhendislik Fakiltesi
corlu is insanlan ve sanayiciler dernegi
VELIMESE ORGANIZE SANAYi BOLGESI
Trakya Avrupa Birligi Is Gelistirme Merkezi AS.
TURK STANDARDLARI ENSTITUSU Tekirdag ithalat MUdUrogu
TUrk Eximbank Corlu Subesi
CORLU KENT KONSEYi
S.S.CORLU KOORDINE SANAYi SITESI ISLETME KOOPERATIFi
Namik Kemal Universitesi Teknoloji Gelistirme Bdlgesi Yénetici A.S
Tekirdad Namik Kemal Universitesi Corlu-TEKIRDAG

$2-83. Temsilcinin adi ve gbérevi/unvani

Temsilci adlan ve unvanlarn anket ydnetimi ve dogrulama amaciyla toplanmistir. Veri minimizasyonu ilkeleri
dogrultusunda andlitik ekte yeniden yayimlanmamistir. Kurum dUzeyindeki sonuclar kurulus ve paydas
kategorisi bazinda raporlanmaktadir.

$4. Kurumsal kategori

Kategori n %
Yerel kamu kurumu / belediye / kalkinma ajansi birimi 4 21.1%
Diger 4 21.1%
Organize Sanayi Boélgesi (OSB) yonetimi 3 15,8%
STK /is dUnyasi dernegi / meslek odasi 3 15,8%
Teknopark / TTO yonetimi 2 10,5%

> R
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Kategori n %
Universite / akademik veya arastrma birimi 2 10,5%
Finans kurulusu / yatinm agi 1 5.3%

S5. Dogrudan destek hizmetleri (coklu secim)

Hizmet / yanit :25:;1 ;U::J il
Dogrudan girisimcilik destek programi yok 8 42,1%
Hibe/kamu destedi basvuru rehberligi 8 42.1%
Ar-Ge, patent, fikri mulkiyet ve lisanslama destedi 6 31,6%
Kurumsal / endustriyel / mUsteri eslestirme ve ag kurma 6 31.6%
Fiziksel ofis/laboratuvar/ortak altyapi 5 26,3%
isletme, finans, pazarlama veya inracat egitimi 5 26,3%
Profesyonel mentorluk/kocluk/uzman danismanlig 4 21,1%
Dogrudan finansman / tohum sermayesi / melek yatinmcr | 3 15,8%
yonlendirmesi
ihracat kredisi ve sigorta hizmetleri 1 5.3%
Diger acik uclu: ekosistem koordinasyonu / ortak proje destedi | 1 5.3%
Diger acik uclu: kicUk sanayi sitesi kooperatifi rolu 1 5.3%
S6. Girisimcilik/start-up/sanayi-Universite alanina &zel birim
Kurumsal diizenleme n %
Ozel birim yok; faaliyetler genel idari yapi Uzerinden yUritoliyor | 9 47 ,4%
Kurumun gorev alaninda girisimcilik faaliyeti yok 4 21.1%
Ozel kulucka/én kulucka veya hizlandincr birimi 2 10,5%
Ozel TTO veya proje koordinasyon birimi 2 10,5%
Diger: il mOdUrlGgu tarafindan kolaylastinlan sanayi-akademi is | 1 5,.3%
birligi
Diger: gelistirme asamasindaki model fabrika girisimi 1 5,3%

S7. Bolgesel paydaslarla mevcut is birligi ve entegrasyon
Olcek: 1 = zayif, 4 = cok iyi / sUrekli is birligi. Dagiim 1 /2 / 3 / 4 icin yanit sayillan seklinde gosteriimistir.

Ortalama  Gegerli

is birligi boyutu Dagilim 1/2/3/4

/4 n
Universiteler / akademik birimler 2,83 18 1/4/10/3
OSB'ler ve bUyUk sanayi sirketleri 2,78 18 1/6/7/4
Corlu TSO ve diger meslek kuruluslari 3.33 18 0/3/6/9

et B
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Ortalama  Gegerli

is birligi boyutu /4 n Dagiim 1/2/3/4
Ulusal fon sadlayicilar (TUBITAK, KOSGEB, Kalkinma | 2,84 19 1/4/11/3
Ajanslari)
S8. Mevcut girisimcilik destek/kulucka faaliyetlerinin genel derinligi
Ortalama puan: 2,78 / 4 (gecerlin = 18).
Puan n Gfe_gerll yanitlarin
o'si
1 1 5.6%
2 5 27.8%
3 9 50,0%
4 3 16,7%
$9. Mevcut mentorluk hizmetlerinin profesyonellesme dizeyi
Ortalama puan: 2,84 / 4 (gecerlin = 19).
Puan n Gfe.gerll yanitlarin
%'si
1 0 0.0%
2 6 31,6%
3 10 52,6%
4 3 15,8%

S10. En etkili mevcut girisimcilik / mentorluk programlari (acik uclu)

On kurum anlamli acik uclu yanit vermistir. Asagidaki tablo acikca belirtilen program/kurum isimlerini
saymaktadir; tek bir yanit birden fazla kurum veya program icerebilir.

Belirtilme  Anlami!
Belirtilen program / kurum Sayisi éiglﬂqrm
KOSGEB 6 60,0%
Trakya Kalkinma Ajansi 5 50,0%
Trakya TEKMER 2 20,0%
Trakya ABIGEM 2 20,0%
TUBITAK 2 20,0%
NKUTEK / Teknopark 1 10,0%
Corlu TSO / TOBB Geng Girisimciler 1 10,0%
Avrupa isletmeler Agi (EEN) 1 10,0%

ST11. SGrddrGlebilir girisimcilik bUyUmesini sinirlayan sistemik bosluklar
Olcek: 1 = efkisiz, 4 = ciddi derecede etkili. Dagiim 1 /2 / 3/ 4icin yanit sayilan seklinde gdsterilmistir.
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Sistemik bosluk ?:“'“m" Dagiim 1/2/3/4
Nitelikli Teknik / Fonksiyonel Mentor bulma | 2,67 0/8/8/2
zorlugu

Erken Asama Sermayeye 3,11 1/3/717
Gelistirilen Teknolojileri Yerel Sanayi Firmalarnda | 2,94 2/3/7/6

Test Etme / Pilot Uygulama

Uluslararasi Pazarlara ve ihracat Kanallarnina | 2,83 0/5/11/2
erisim zorlugu

Kurumlarin Kendi Arasindaki Koordinasyon ve | 2,61 2/6/7/3
‘Girisimci Yonlendirme Zinciri' eksikligi

S12. Ele alinmasi gereken birincil sistemik bosluk (acik uclu)

@DH

3-4 Puan
Verenler
10 (55.6%)

14 (77,8%)
13 (72.2%)

13 (72,2%)

10 (55.6%)

TURKIYE-
BUSIMES

oiaLoau

]
gl

On Uc¢ kurum anlamli yorum sunmustur. Yanitlar tematik olarak kodlanmis; bir yanit birden fazla bosluga

degindiginde temalar cakisabilmektedir.

Belirtiime

Tema
Sayisi

Finansman / erken asama sermaye
Koordinasyon / ydnlendirme / bUtUnlesik destek
Nitelikli mentorlar / mentorluk kapasitesi

Pilot / pazar / ticarilestirme erisimi

Bilgi / farkindalik

N M M OO

S13. Corlu TSO mentorluk programi icin tercih edilen yapi

Tercih edilen yapi n

Hibrit mentorluk (KOBI'ler icin bire bir; teknoloji ekipleri icin ekip | 13
mentorlugu)

Ekip mentorlugu (3-4 cok disiplinli mentor) 5
Akran mentorlugu 1

S14. Mentorluk sistemine sunulabilecek kurumsal katkilar (coklu secim)

Katki Secim
Sayisi
Program tanitimi, cagrilar ve bélgesel yayginlastirma destedi 14

Kurum uzmanlarnni/akademisyenleri mentor olarak | 7
gorevlendirme

Desteklenen girisimcileri programa yénlendirme (aday havuzu) | 7

Laboratuvar/test/kulucka altyapisina erisim saglama 6
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Anlamh
yanitlarin
Zo'si

46,2%
38,5%
30,8%
30,8%
15.4%

Yo
68,4%

26,3%
5,3%

Kurumlarin
Yo'si

73,7%
36,8%

36,8%
31,6%
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Katki Segim Kl'Jr}JmIarln
Sayisi Zo'si

Diger acik uclu: belediye mekanlan, ortak etkinlikler ve | 1 5.3%

ekosistem koordinasyonu

Diger acik uclu: gerektiginde sanayi is birligi faaliyetlerine | 1 5.3%

destek

Diger acik uclu: cagrlan kooperatif Uyelerine duyurma 1 5.3%

S15. Daha guclu kurumsal is birligi ve sUrdurUlebilir etki icin pratik éneriler (acik uclu)

On iki kurum anlamli éneri sunmustur. Tematik kodlama mUnhasir degildir; tek bir yanit birden fazla temaya
dahil edilebilir.

. Anlamh
Belirtiime

Tema Savisi yanitlarin

Y Zo'si
EQitim / ad kurma / deneyim paylasimi 5 41,7%
Yonetisim / koordinasyon / acik roller 4 33.3%
iletisim / farkindalik / erisim 4 33,3%
Mentor havuzu / eslestirme / mentor kalitesi 4 33.3%
iZleme / etki / sUrekli iyilestirme 3 25,0%
Uzun vadeli surdUrUlebilirlik / finansman 2 16,7%
Dijital platform / sUrec yonetimi 1 8,3%

S16. KVKK/GDPR veri isleme onayi

21 ham kurumsal yanitin 20'si onay vermis, biri acikca onay vermemistir. Onay vermeyen yanit icerik
analizine dahil edilmemistir. Ek test kaydinin da ¢ikariimasinin ardindan dogrulanmis kurumsal veri setindeki
19 yanitin tamami veri isleme onayina sahip kayitlardir.

Dogrulanmis veri seti durumu n T

Onay verildi ve analize dahil edildi 19 100,0%

et z
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Ek A.4: iki Anket Arasindaki lliski

Tema

Finansman
yatinm

Uluslararasilasma

Mentorluk
boslugu

Mentorluk model

EndUstriyel
dogrulama
ekosistem
kOprUsu

Koordinasyon

/

/

EURK CHAMBRES

Girisimci bulgusu

Nakit akisi ve boyume yatinmi
engellerinin her ikisi de
ortalama 2,80/4'10r; %60 daha
once dis yatinm/kamu
destegi/hibe almamistr.

Uluslararasi/AB programlarina
katiim girisimcilerin en yUksek
puan verdigi engeldir (2,90/4);
9 gecerli yanifin é'si uluslararasi
hibe programlan hakkinda
bilgi sahibi dedildir.

10/10 katihimci
profesyonel
mentorluk/kocluk/danismanlik
almadigini belirtmistir.

daha o&nce

%50 ekip mentorlugunu, %30

akran mentforlugunu tercih
etmektedir.
Pazar  erisimi  ve ficari

Olceklenme ihtiyaclan teknik
gelistirme engellerinden daha
belirgindir.

Girisimci anketinde bagdimsiz
bir madde olarak dogrudan
OlcUlmemistir.

Kurumsal bulgu

Erken asama sermaye en
yUksek puanl  sistemik
bosluktur (3,11/4).

Uluslararasi
pazarlara/ihracat
kanallarina erisim sistemik
bosluk olarak ortalama
2,83/4 puan almistir.

Yalnizca  4/19  kurum
profesyonel

mentorluk/kocluk/uzman
danismanligini - mevcut
dogrudan hizmet olarak

bildirmistir.

%68,4 hibrit modeli, %26,3
ekip mentorlugunu fercin
etmektedir.

Yerel sanayide PoC/pilot
erisimi ortalama
2,94/4'1Cr; kurumlar
ayrica laboratuvar,

altyapi ve yoénlendirme
saglayabilir.

Acik uclu yanitlar tekrar
tekrar koordinasyon,
yonlendirme, ortak
mentor havuzlan, izZieme
ve ortak platformlar talep
etmektedir.
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Yorum

Finansman ve yafirm
hazrhgi programin
temel dnceliklerinden
biri olmalidir.

ihracat, AB programiari

ve sinr Ofesi pazara
erisim yapilandiriimig
mentor uzmanlgi
gerekfirir.

Yapillandirimis bolgesel
mentorluk mekanizmasi
acik bir hizmet
bosluguna yanit
vermektedir.

Bulgular tek bir standart
format yerine esnek
hibrit mimariyi
desteklemektedir.

Kurumsal
pilot

problem ve
mekanizmalari
teknoloji girisimlerini
Corlu'nun sanayi
tfabanina baglayabilir.

Corlu TSO program
koordinatoru ve
yonlendirme  merkezi

olarak  konumlanmak
icin gUc¢lu bir zemine
sahiptir.
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Ek B: incelenen Uluslararasi Kiyaslama Materyalleri

Corlu acisindan ilgili uluslararasi uygulamalarn yorumlamak Uzere Padova/Galileo/StartCube ekosistemine
ait asagidaki calisma ziyareti/egitim materyalleri kullanimistir:

Galileo Visionary District, Fostering Innovation & Entrepreneurship in Padova - Start Cup Padova ve
Contamination Lab'a genel bakis.

Galileo Visionary District, Galileo English Presentation - inovasyon merkezi, StartCube metodoloijisi,
moduler programlar, araclar ve surdUrulebilir is hizmetleri.

e StartCube / Galileo Visionary District, From Idea to Business Model - problemden baslayan dogrulama,

kanit, odak, is Modeli Kanvasi, hizll iterasyon ve pivot konularina iliskin mentor oturumu materyaili.

Ek C: Kaynakca ve Referanslar

European Mentoring and Coaching Council (EMCC). Competency Framework and Professional
Accreditation Guidelines. EMCC Global Portal.

McKenzie, David. Small Business Training to Improve Management Practices in Developing Countries.
World Bank Open Knowledge Repository. World Bank Open Knowledge Repository - Small Business Training.
Organisation for Economic Co-operation and Development (OECD). Framework for the Evaluation
of SME and Entrepreneurship Policies and Programmes. OECD Framework for Evaluation 2023.

Spring Impact and Argidius Foundation. Evidence and Tools for the Effective Mentoring of MSMEs.
Spring Impact - Effective Mentoring.

Techstars. The Mentor Manifesto: Best Practices for Tech Mentoring. Techstars Mentor Manifesto.

Trakya Development Agency (TRAKYAKA). TR21 Region Current Situafion Analysis and Regional
Development Plan. TRAKYAKA Regional Plans.

United Nations Development Programme (UNDP). Case Study: Mentorship Programme for Women-
Led Enterprises. UNDP Tajikistan Case Study.

Corlu Ticaret ve Sanayi Odasi (2026). Girisimci ve Start-up ihtiyac Analizi Anketi: anonimlestiriimis birincil
yanit veri sefti. Proje ici kanit.

Corlu Ticaret ve Sanayi Odasi (2026). Kurumsal Paydas ihtiyac Analizi Anketi: anonimlestirilmis birincil yanit
veri sefi. Proje ici kanit.

Galileo Visionary District (2026). Fostering Innovation & Entrepreneurship in Padova: Start Cup Padova and
Contamination Lab. Calisma ziyareti sunum materyali.

Gallileo Visionary District (2026). Galileo English Presentation: Innovation Hub, StartCube, modular support
tools and sustainable business. Calisma ziyareti sunum materyali.

StartCube / Galileo Visionary District (2026). From Idea to Business Model: Mentor Session. Calisma ziyareti
egitim materyaii.
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https://emccturkey.org/akreditasyon/
https://openknowledge.worldbank.org/bitstreams/e7c9bd85-41d3-56b5-ae76-feca21365342/download
https://www.oecd.org/en/publications/framework-for-the-evaluation-of-sme-and-entrepreneurship-policies-and-programmes-2023_a4c818d1-en.html
https://www.springimpact.org/wp-content/uploads/2020/07/Effective-Mentoring-of-MSMEs-Full-Report.pdf
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Executive Summary

This Needs Analysis Report establishes a localized evidence base for the entrepreneurship landscape in
Corlu. Prepared under the "Curricula and Manual Consultancy Service" within the "Strengthening
Innovation-driven Start-up Ecosystem (TEBD-II)" project, the report combines regional desktop research,
structured primary survey evidence, institutional mapping and international benchmarking observations
from the Padova/Galileo/StartCube ecosystem to guide the design of a sustainable mentorship program
for the Corlu Chamber of Commerce and Industry (Corlu CCl).

The economic profile of the Corlu and Tekirdag corridor is characterized by high manufacturing density,
structured across active Organized Industrial Zones (OSBs). However, regional export metrics reveal a
technology value-chain gap: exports are heavily concentrated in medium-high and low technology, with
a minimal share of frontier high-technology products. This report identifies three primary systemic
challenges preventing regional high-tech scaling:

4. Systemic Fragmentation: Disparate regional support mechanisms (KOSGEB, TUBITAK, technoparks,
and municipal initiatives) operate in silos, creating a disjointed journey for early-stage innovators.

5. Industrial Validation Barriers: Early-stage startups struggle to deploy proof-of-concept (PoC) pilots
within local manufacturing facilities due to risk aversion and the absence of standardized matching
protocols.

6. Specidlized Mentor Deficits: Existing mentor pools lack professionals with specialized engineering,
international regulatory compliance (such as the EU Green Deal), and cross-border B2B sales
experience.

To address these gaps, this report proposes a Dual-Track Porffolio Model. This model bifurcates
interventions into:

e The Traditional SME Pathway: Focused on operational optimization, basic digitalization, and standard
export preparedness.

e The High-Tech Scaling Pathway: Focused on Socratic customer discovery, industrial pilofing,
intellectual property protection, and infegration with national and European funding systemes.

The operational architecture of the proposed mentorship program leverages the team-mentoring
methodology of the MIT Venture Mentoring Service (VMS), the Socratic coaching standards of the
Techstars Mentor Manifesto, and the professional competency frameworks of the European Mentoring
and Coaching Council (EMCC). To ensure long-term regional integration, the model outlines a mulfi-
lateral partnership architecture. This architecture progressively connects Corlu CCl with regional
academic nodes (Tekirdag Namik Kemal University, Trakya University, and Kirklareli University) and
establishes a permanent bridge to the advanced mentor, investor, and venture capital networks of
Istanbul.

The primary survey campaign produced 33 raw submissions. After data cleaning, the validated analytical
dataset comprises 10 enfrepreneur/start-up responses and 19 institutional stakeholder responses. The
originally targeted fieldwork volume of 60 enfrepreneur/start-up and 50 institutional responses was
therefore not reached. Following consultation with Corlu CCl, the report is finalized using the available
validatedresponses. The survey evidence is consequently interpreted as exploratory and indicative rather
than statistically representative, and is triangulated with regional evidence and international
benchmarking.
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The entrepreneur evidence points most strongly fo international/EU programme access, financial
forecasting and cash-flow management, access to growth capital, export readiness and market access.
All ten validated entrepreneur respondents reported no prior professional mentoring, coaching or
instifutional consultancy experience, while 80% preferred team or peer-based mentoring rather than a
conventional single-mentor format. Institutional stakeholders similarly identify early-stage capital, access
to industrial testing and pilot opportunities, intfernational markets, specialist mentors and coordination
between support institutions as the principal system-level gaps.

International benchmarking reinforces an operating model built around structured mentoring, rapid
evidence-based validation, stage-specific and modular support, mulfidisciplinary corporate challenges,
investor-readiness gates and a safe environment for iteration. These principles are freated as integral
elements of the proposed Corlu model, alongside the existing Dual-Track Portfolio Model, industrial PoC
mechanism, public funding bridges and regional partnership architecture.
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1. Introduction and Theoretical Framework: Strategic Architecture of
Technology Entrepreneurship Mentoring

1.1 Context and Objectives of the Needs Analysis Report

This Final Needs Analysis Report is prepared as the Phase 1 deliverable under the service contract within
the scope of the project "Strengthening Innovation-driven Start-up Ecosystem (TEBD-II)".

The TEBD-Il project, implemented by Corlu CCI, aims to systematically enhance the technological
enfrepreneurship capacity, commercialization velocity, and institutional support mechanisms within the
Corlu region. To achieve a sustainable and globally aligned startup infrastructure, the project leverages
international cooperation, actively integrating structural insights and ecosystem methodologies from its
primary European partner node, the Padova Chamber of Commerce and Industry (Padova CCl),
alongside technical modules compiled during international start-up training sessions in Naples.

The specific purpose of this Needs Analysis Report is to establish a localized baseline of the
enfrepreneurship landscape in Corlu by combining regional evidence, primary stakeholder data and
international benchmarking. This baseline serves several strategic functions:

4. Contractual Alignment: It safisfies the core requirements of Phase 1 of the consultancy confract by
converting regional diagnostic data, validated stakeholder evidence and ecosystem mapping into
stfructured infeligence that informs the mentorship curricula, manual and subsequent
implementation activities.

5. Empirical Diagnostics: The fieldwork design fargeted at least 110 local participants—60 start-
ups/entrepreneurs and 50 regional instifutional stakeholders. At fieldwork closure, 29 validated
responses were available for analysis (10 start-up/entrepreneur and 19 institutional stakeholder
responses) after removal of test records and one instifutional record without data-processing
consent. The resulting survey evidence is used descriptively and directionally, alongside regional
secondary evidence and international benchmarking, to map operational capabilities, human-
resource deficits and localized systemic bottlenecks.

6. Programmatic Design: By synthesizing these local findings with international best practices and
national institutional support structures, this report provides the blueprint for the subsequent
deliverables: the Mentorship Model Curricula and the final, interactive Mentorship Model Manual
designed to guide future B2B matchmaking forums.

Ultimately, this report is prepared to ensure that the eventual mentorship program deployed in Corlu is
not a generic capacity-building exercise, but a targeted, evidence-based, and contextually grounded
intervention designed to accelerate high-tech regional growth.

1.2 The Ontological Boundaries of Enterprise Interventions

In the domain of enterprise support, terms such as mentoring, coaching, consulting, and advising are
frequently utilized interchangeably within policy documents and corporate literature. However,
deploying these interventions without understanding their ontological and functional distinctions
frequently leads to resource misallocation, mismatched expectations, and programmatic failure (Réseau
Mentorat). A fundamental architectural prerequisite for designing an enterprise support program is the
precise calibration of these distinct intervention modailities.
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Coaching

Coaching is primarily a developmental science and a structured profession focused on enhancing
specific personal or leadership skills, performance metrics, and mindsets (Réseau Mentorat). A business
coach works on the enfrepreneur as an individual, addressing issues such as behavioral accountability,
cognifive habits, and leadership bottlenecks. The coaching framework is rooted in inquiry and elicitation
rather than the provision of direct answers or strategic directives.

Coaches are not required to have deep domain-specific business experience or to have successfully
scaled a venture themselves; rather, their expertise lies in psychological and coaching methodologies
that facilitate the client's internal problem-solving processes. This makes coaching effective for
enfrepreneurs struggling with psychological barriers, impostor syndrome, or executive functioning.
However, coaching is often inadequate for those facing acute operational crises, financial restructuring
needs, or complex technical challenges, as the guidance can become too generic when applied to
specific corporate confexts. Coaching strengthens leadership and execution through guided
accountability and capability-building, but it does not supply the strategic architecture itself (Dawgen

Global Analysis).

Consulting

Consulfing is an explicitly prescriptive, project-based intervention. Organizations engage business
consultants fo address specifically defined, fime-bound problems—such as designing a new pricing
model, auditing a supply chain, or restructuring operational workflows. Consultants operate as domain
experts who diagnose inefficiencies, formulate strategic recommendations, and deliver analytical
outputs (Dawgen Global Analysis).

The major gap in the consulting model is that traditional engagements often conclude upon the delivery
of the strategic roadmap or analytical report, leaving the small business owner to navigate the
complexities of implementation independently. In the lived experience of most SME operators, execution
rather than strategy generation represents the primary locus of failure, meaning standalone consulting
often falls short of producing long-term enterprise transformation.

AdVvising

Advising represents a hybrid approach characterized by long-term, ongoing oversight across the full
spectrum of a business, including financials, operations, and marketing . An advisor is typically deployed
to support high-level decision-making, corporate governance, and strategy execution over extended
periods . Advisors remain involved through the implementation phase, ensuring that strategic plans are
actualized into operational redlities, frequently meeting with the enfrepreneur on a regular schedule over
a period of twelve months or longer.

Mentoring

Mentoring transcends the fransactional, output-oriented natfure of consulting and the structurally
behavioral focus of coaching. Itis a relational, long-term developmental partnership (Trajectify Analysis). A
menftor is typically an experienced businessperson who leverages industry knowledge, lived experiential
wisdom, and extensive professional networks to provide guidance, motivation, and support (Réseau
Mentorat). Mentors supply entrepreneurs with human capital, which comprises the lessons of experience
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and technical expertise, alongside social capital, which manifests as infroductions to investors, partners,
and target customers (Techstars Blog).

Unlike consultants, mentors do not complete the work for the entrepreneur, and unlike coaches, mentors
draw directly from their own enfrepreneurial history to provide highly contextual, actionable advice
(Association of Business Mentors). Mentors are not formally trained in the science of mentoring in the way
coaches are frained in coaching psychology; rather, their authority is derived from an established frack
record of having successfully navigated the entrepreneurial landscape (Trajectify Analysis). The most
effective mentor relationships eventually evolve into bidirectional exchanges of value, grounded in deep
mutual knowing and empathy for the anxieties and stresses that characterize the entrepreneurial journey
(Trajectify Analysis).

Intervention Primary Focus | Interaction Core Functional
Modality Area Horizon Deliverable Mechanism
and Value
Proposition
Coaching The Individual = Short to = Enhanced Inquiry, active
Leader Medium-term behavioral listening,
performance, structured
accountability, goal-setting,
mindset  shifts, psychological
executive framing.
function.
Consulting The Specific = Project-based Defined Diagnosis,
Problem (Short-term) solutions, quantitative
strategic analysis,
recommendati prescriptive
ons, data- problem-
driven solving,
analytical deliverable
reports. generation.
Adyvising The Business = Long-term Governance, Specialized
Entity risk  oversight,  expertise
strategic application,
implementatio ongoing
n support, strategic
specific review,
domain execution
expertise. oversight .
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Mentoring Individual & | Long-term Holistic Experiential
Business (Relational) development, sharing,
human/social network
capital transfer, intfroductions,
emotional Socratic
resilience, guidance,
network empathetic
access. support (Réseau
Mentorat).

1.3 Empirical Foundations and Global Evaluations of SME Support
Mechanisms

The design of a modern mentorship program must be anchored in empirical evidence rather than
anecdotal assumptions or inherited institutional wisdom. Institutional bodies such as the World Bank, the
Organisation for Economic Co-operation and Development (OECD), and the United Nations
Development Programme (UNDP) have prioritized randomized confrolled ftrials (RCTs) and impact
evaluations fo defermine the efficacy of varying SME capacity-building interventions.

The OECD Perspective on Policy Evaluation

Historically, government accountability bodies and international organizations have noted a dearth of
reliable impact evaluations in the area of SME and entrepreneurship policy (OECD Framework for Evaluation
2023). The OECD has issued guidance advocating for the systematic deployment of evidence-based
policy evaluation, emphasizing the necessity of utiliziing control groups, the establishment of clear,
qguantfifiable policy targets, and the tracking of both business survival and non-survival rates fo prevent
survivorship bias in reporfing (OECD Framework for Evaluation 2023).

The broader global evidence regarding generic business tfraining and advisory services is highly mixed.
While interventions focused on improving access to finance—such as the World Bank Green Bond
program, which has raised over USD 19 billion to enable lending for green SME projects—demonstrate
consistent positive impacts, the outcomes of generalized advisory and fraining services exhibit high
variance (OECD Framework for Evaluation 2023). This variance is dependent on the targeting mechanisms
employed and the delivery approaches utilized (OECD Framework for Evaluation 2023).

To facilitate the transition of SMEs, particularly in complex domains like green technology adoption,
financial support must be coupled with non-financial support mechanisms. Programs such as Chile's
Green World Programme, executed by BancoEstado, and Sweden's Almi public development bank,
highlight that non-financial guidance, capacity building, and mentoring are necessary for helping SMEs
overcome the knowledge barriers inherent in implementing advanced sustainable technologies (OECD
Non-financial Support Mechanisms).

World Bank Impact Evaluations and the "Boundary of the Entfrepreneur”

Empirical research and randomized conftrolled trials conducted by World Bank researchers, notably David
McKenzie, provide insights into the limitations of traditional business training and the comparative
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advantages of mentoring and consulting (World Bank Knowledge Portal). A prevalent assumption in global
entferprise development policy has been that entrepreneurs in developing or fransitional economies can
be taught standard business practices—such as marketfing, record-keeping, financial planning, and
inventory management—in classroom settings, which they will subsequently apply to catalyze growth
(World Bank Open Knowledge Repository). This assumption fuels significant expenditures; it is estimated that at
least USD 1 billion is spent annually to train millions of potfential and existing entrepreneurs through
programs like the ILO's Start and Improve Your Business initiative (World Bank Effectiveness Review Presentation).

However, reviews of these global RCTs indicate that while fraditional, classroom-based business training
modestly improves the adoption of certain basic business practices and helps prospective owners launch
new businesses more quickly, its impact on ultimate business outcomes, such as sustained profitability,
sales growth, and survivorship, is frequently negligible or statistically insignificant over short time horizons
(World Bank Knowledge Portal). Standard fraining programs typically aftempt to teach a broad range of
generic practices, resulting in curricula that are either too complex for micro-enfrepreneurs or
insufficiently tailored to the specific constraints of an individual growing enterprise (World Bank Open
Knowledge Repository - Small Business Training).

This phenomenon necessitates a paradigm shift in how capacity-building is conceptualized and
delivered. World Bank research suggests that rather than attempting to train the entrepreneur to operate
as a "jack-of-all-frades,”" superior economic outcomes are achieved by altering the "boundary of the
enfrepreneur”" (World Bank Open Knowledge Repository - Alternative to Business Training). This theory posits that
enfrepreneurs should be linked to specialized external expertise through outsourcing, insourcing
functional workers, or engaging in targeted mentoring and consulting, rather than bearing the entire
cognifive burden of operatfional execution (World Bank Open Knowledge Repository - Alternative to Business

Training).

In experiments conducted in Nigeria comparing varying modes of intervention, insourcing and
outsourcing specialized skills dominated generic business training, performing at least as well as infensive
business consulting but at one-half of the cost (World Bank Open Knowledge Repository - Boundary of the
Entrepreneur). Moving beyond the entrepreneurial boundary in this manner enables firms to uftilize higher-
quality digital marketing practices, innovate more aggressively, and achieve significantly greater sales
and profit growth over a two-year horizon (World Bank Open Knowledge Repository - Boundary of the Entrepreneur).

When evaluating the specific efficacy of mentorship, the empirical evidence points toward its utility as a
highly customized, cost-effective form of consulting. Matching individual firms with a mentor or coach
who individually helps them improve business practices operates similarly to business consulting, but
utilizes heuristics, localized knowledge, and rules-of-thumb that are contextualized to the mentee's
immediate operational environment (World Bank Open Knowledge Repository - Small Business Training).

For example, a World Bank-associated experiment in Uganda matched local entrepreneurs with
volunteer coaches in other countries for virtual mentoring over several months (World Bank Open Knowledge
Repository - Small Business Training). Over a two-year period, the firms matched with marketing experts
experienced a significant increase in profits, an outcome the researchers attributed to enhanced
product differentiation driven by the mentor's external expertise (World Bank Open Knowledge Repository - Small
Business Training).
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https://openknowledge.worldbank.org/bitstreams/e7c9bd85-41d3-56b5-ae76-feca21365342/download
https://openknowledge.worldbank.org/bitstreams/e7c9bd85-41d3-56b5-ae76-feca21365342/download
https://openknowledge.worldbank.org/bitstreams/e7c9bd85-41d3-56b5-ae76-feca21365342/download
https://openknowledge.worldbank.org/bitstreams/e7c9bd85-41d3-56b5-ae76-feca21365342/download
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Specialized Interventions: Gender, Fragile Contexts, and Corporate Governance

The structural impact of mentoring is highly sensitive to the demographic and regional context in which it
is deployed. Programs targeting female entrepreneurs have demonstrated specific nuances. The Ethiopia
Women Agribusiness Leaders Network (WALN) project, evaluated through an RCT, randomized female
microenterprise owners into receiving business training combined with mentoring versus control groups
(University of Chicago Journals - Agribusiness Ethiopia).

While training alone has struggled to generate long-term profit increases, the intfegration of mentoring
provided by trained mentors facilitated the communication of better business practices tailored to the
inefficiencies and lower refurns experienced by women-owned enterprises (World Bank Open Knowledge
Repository - Women Agribusiness Ethiopia).

In contexts like Tajikistan, where only a minor percentage of legal entities are run by women, UNDP
initiatives such as the "Aid for Trade" project have utilized specifically designed mentorship programs,
utilizing detailed mentor guides and structured agendas to provide both business acumen and the crifical
psychosocial support necessary to overcome systemic gender barriers (UNDP Tajikistan Case Study).

When deploying mentoring to youth or vulnerable demographics, organizational reports highlight the
necessity of clearly delineatfing roles. Guidelines suggest that while "life skills mentors" may provide
psychosocial support, they often lack the technical acumen for business scaling. Conversely, true
"business mentors" must possess successful enterprise experience, which often limits their availability and
necessitates creative recruitment strategies, such as offering stipends or framing the engagement as
community service (World Bank Documents - Mentorship Guidelines).

Furthermore, institutional support models like the International Finance Corporation's (IFC) Mozal
Aluminum linkage program highlight the necessity of a structured, phased approach to SME mentoring
within heavy industry and corporate supply chains. The IFC framework delineates a step-by-step process:
implementing animprovement plan based on initial fraining, conducting mid-term assessments to identify
problem areas, and deploying concentfrated mentoring to provide constant support to the SMEs, building
their capacity to deliver contracts at exacting international standards (IFC Mozal Aluminum Mozambique
Document).

Similarly, the African Center for Economic Transformation (ACET) pilot program in Eastern Africa utilized
SME mentoring fo develop robust business plans and provide deep insight into investment opportunities,
highlighting mentoring's role in rendering SMEs investment-ready (World Bank Documents - East Africa ISR).

Finally, programmatic evaluation highlights the importance of market dynamics and displacement
effects. Mentoring interventions that foster growth in a specific SME must be analyzed to ensure they are
driving genuine macroeconomic productivity improvements and innovation, rather than simply
displacing the sales of unassisted competitors in a zero-sum local market. High-technology mentoring
circumvents this displacement issue by focusing on scalable innovations that create new market
categories, drive export volume, or serve global demand rather than strictly local consumption (Innovations
for Poverty Action - Kenya Study).
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1.4 Architectural Principles of SME Mentoring Programme Design

The tfransition from recognizing the empirical value of mentorship to operationalizing a structured, high-
impact program requires rigorous architectural frameworks. Effective mentforship does not occur
spontaneously; it is the byproduct of mefticulously designed programmatic infrastructure. Guidelines
established by entities such as Spring Impact and the Argidius Foundation emphasize that high-quality
SME menftoring involves a multi-stage lifecycle that must be actively managed: Design, Recruitment,
Mentor Training, Matching (Initial Interaction), Ongoing Interactions, and Graduation (Spring Impact -
Effective Mentoring).

The Design phase must establish clear parameters regarding the expected interactions. Program
architects must decide whether mentors are expected to provide domain-specific technical assistance,
general leadership guidance, or network access, and structure the program's core performance
indicators accordingly (Spring Impact - Effective Mentoring).

Recruitment must subsequently prioritize individuals who possess not only the requisite business acumen
but also the emotional inteligence and patience to facilitate learning, rather than individuals merely
seeking to inflate their own professional prestige (Spring Impact - Effective Mentoring).

Importantly, while mentors bring vast lived experience, they frequently lack pedagogical tfraining.
Therefore, Mentor Training is an indispensable component, required to standardize the delivery of advice,
establish ethical boundaries, and prevent mentors from dominating the relationship or imposing ill-fitting
corporate solutions onto agile SMEs . An effective mentor operates as a sounding board, providing sanity
checks for action plans that carry maijor strategic implications, without ever making the final decision for
the SME owner (Scribd Startup Mentorship Guide).

The EMCC Global Competency Framework

To maintain international quality standards, elite mentoring programs align with the European Mentoring
and Coaching Council (EMCC) frameworks (EMCC Tirkiye - ISMCP). The EMCC provides a competency
framework that serves as the benchmark for accrediting both individuals (European Individual
Accreditation - EIA) and institutional training programs (European Quality Award - EQA) (EMCC Tirkiye
Accreditation). Designing a program around the EMCC principles ensures a shift from merely performing
mentoring activities to embodying a systemic practitioner mindset (Intact Academy EMCC Guide).

A mentoring program should be engineered around the eight EMCC core competencies:

9. Understanding Self: Mentoring effectiveness is linked to the practitioner's internal state. Mentors must
demonstrate awareness of their own values, biases, and behavioral patterns, understanding how
these internal states affect their practice and the mentee's autonomy . This self-awareness prevents
the mentor's ego from overshadowing the entrepreneur's vision.

10. Commitment to Self-Development: Mentors must engage in continuous learning, professional
supervision, and critical exploration to improve the standard of their practice and maintain the
integrity of the profession .

11. Managing the Contract: This involves establishing clear, tfransparent expectations and boundaries
regarding confidentiality, objectives, and communication protocols. Mastery of contracting ensures
interventions align with systemic goals, prevents the emergence of psychological dependency (the
"drama triangle"), and fosters professional autonomy for the founder.
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https://www.springimpact.org/wp-content/uploads/2020/07/Effective-Mentoring-of-MSMEs-Full-Report.pdf
https://www.springimpact.org/wp-content/uploads/2020/07/Effective-Mentoring-of-MSMEs-Full-Report.pdf
https://www.springimpact.org/wp-content/uploads/2020/07/Effective-Mentoring-of-MSMEs-Full-Report.pdf
https://www.springimpact.org/wp-content/uploads/2020/07/Effective-Mentoring-of-MSMEs-Full-Report.pdf
https://www.scribd.com/document/130217996/How-to-Be-a-Startup-Mentor
https://emccturkey.org/akreditasyon/kocluk-ve-mentorluk-programlari-akreditasyonu-ismcp/
https://emccturkey.org/akreditasyon/
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12. Building the Relationship: Skilfully establishing frust and maintaining an alliance with the
enfrepreneur, recognizing that the foundation of influence is mutual respect (OpenLearn Mentoring
Principles).

13. Enabling Insight and Learning: Facilitating the mentee's cognitive development through active
listening and questioning, rather than merely dictating solutions.

14. Outcome and Action Orientation: Helping the enfrepreneur translate abstract insights info concrete
organizational change and desired behavioral shifts.

15. Use of Models and Techniques: Applying established psychological, strategic, and operational
models to catalyze learning and prompt paradigm shifts within the founder's thinking.

16. Evaluation: Systematically gathering data on the effectiveness of the mentoring practice and
confributing fo a broader programmatic culture of confinuous impact evaluation .

Integratfing these competencies ensures that the programmatic architecture is not merely an informal
networking exercise or a casual advisory chat, but a systematic, regulated developmental infervention
capable of generafing measurable economic outcomes and psychological resilience (EMCC Turkiye
Accreditation).

1.5 The Paradigm Shift: From General SME Mentoring to High-Tech
Entrepreneurship

While general SME menforing shares foundational characteristics with high-tech entrepreneurship
mentoring, the two operate within vastly different economic physics. General SMEs—such as local service
providers, conventional manufacturers, agricultural producers, or retail operations—typically seek
mentoring to optimize established business models, improve basic accounting practices, stabilize supply
chains, or achieve incremental geographic expansion (World Bank Open Knowledge Repository - Women
Agribusiness Ethiopia). Their developmental pathways are linear, the technologies they ufilize are mature,
and the associated mentoring focuses heavily on operational survival, efficiency, and steady cash-flow
generation.

In stark confrast, high-technology entrepreneurship involves ventures designed for exponential, non-linear
scale. These ventures are driven by the commercialization of novel intellectual property, disruptive
software platforms, or advanced engineering. The enfrepreneurship literature emphasizes that high-tech
startups face distinct, stage-specific resource challenges that require highly specialized intellectual and
social capital. The uncertainties inherent in aftempting to achieve product-market fit with
unprecedented technologies, combined with the pressure of venture capital funding cycles, frequently
induce psychological strain, anxiety, and decision-fatigue in founders (Techstars Blog).

Consequently, mentoring for high-tech entrepreneurs tfranscends standard business advisory to become
a conduit for ecosystem integration and psychological survival. High-tech mentors serve dual,
indispensable functions.

First, they provide human capital—advanced expertise in specialized domains such as agile product
development, intellectual property law, algorithmic scalability, and deep-tech go-to-market strategies
(Techstars Blog). They help founders avoid costly tfechnical mistakes, navigate regulatory gray areas, and
execute rapid iterations.
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Second, they provide social capital. In the venture capital ecosystem, establishing legitimacy is
necessary. Experienced mentors facilitate warm intfroductions to venture capitalists, strategic corporate
partners, and early-adopter customer networks (Techstars Blog). These networks are highly guarded and
effectively impenetrable without established network nodes vouching for the startup's credibility.

Funded by
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The nature of the mentor-mentee matching process also undergoes a shift in high-tech ecosystems. While
demographic similarity between mentor and mentee has been shown to boost enfrepreneurial self-
efficacy and inifial confidence (particularly for female founders or underrepresented groups), focusing
excessively on demographic matching may obscure critical dimensions required for high-tech success,
such as deep sectoral expertise, specific geographic market knowledge, or experience with a particular
technical stack (Nesta - Business Mentoring Evidence).

Furthermore, the high-tech ecosystem frequently debates the utility of peer-to-peer mentoring versus
veteran mentoring. While peer networks facilitate rapid knowledge sharing regarding immediate
operational hurdles, evaluations indicate that peer-based interventions are dependent on the quality of
the peers involved (Nesta - Business Mentoring Evidence).

In trials involving high-growth Indian tech firms, entrepreneurs only benefited from peer advice if their
peers utilized formal, rather than passive, approaches to management (Nesta - Business Mentoring Evidence).
Similarly, a trial in China demonstrated that the performance of young firms was positively impacted only
when they were randomized to have "better" peers, measured by baseline size and maturity (Nesta -
Business Mentoring Evidence). Therefore, while peer support is valuable for day-to-day tactical
froubleshooting, veteran mentors remain irreplaceable for high-level strategic governance, crisis
navigation, and ecosystem networking.

Analytical Dimension

Primary Economic Objective

Capital Structure & Focus

Mentor Expertise Required

EURC CHAMBRES

General SME Mentoring

Incremental growth, survival,

operational efficiency,
capturing local  market
share.

Working capital
opftimization, fraditional
bank loans, localized

government grants.

Standard accounting, HR
compliance, local supply
chain logistics, basic digital
marketing.

High-Tech Startup Mentoring

Exponential scaling, rapid
product-market fit, global
commercialization, IP
dominance.

Pre-seed/Seed funding,
Venture Capital, Series A/B

rounds, opfimizing high-
valuation equity.

Agile iteration, SaaS unit
economics, tech stack

scalability, VC networking,
corporate M&A.
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Operational Risk Profile Low to moderate; execution = Extremely high; validation of
of proven, historically unproven models, high
established business models. = failure rates, rapid strategic

pivoting required.

Role of Social Capital Local business networking, = Access to closed investor
community relations, networks and international
localized vendor | sftrategic partners (Techstars
infroductions. Blog).

1.6 Global Best Practices and Paradigms in Tech Mentoring

To construct a fechnology mentoring program, policymakers and program architects must examine the
operational realities of global standard-bearers. Two paradigms dominate the contemporary tech
accelerator and incubation landscape: The MIT Venture Mentoring Service (VMS) Model and the
Techstars Mentor Manifesto.

The MIT Venture Mentoring Service (VMS) Model

Established in 2000, the MIT VMS is considered an industry standard for university-affiliated and regional
economic development mentoring programs. The methodology has assisted over 3,500 ventures that
have collectively raised in excess of $10.4 billion in funding (MIT Venture Mentoring Service). Recognizing its
efficacy, the VMS Outreach Training Program has frained over 120 organizations across 28 countries—
including programs like Venture Asheville, Chicago Innovation Mentors (focusing on biomedical and
healthcare), and initiatives across Colombia and Spain—enabling them to replicate the MIT model within
their local ecosystems (MIT VMS Outreach Training).

The efficacy of the VMS model is predicated on several orchestrated operational pillars that differentfiate
it from casual advisory networks:

e Team Mentoring Methodology: Unlike fraditional dyadic (one-on-one) mentoring, the MIT VMS
deliberately assigns a feam of 3 to 5 highly experienced volunteer mentors to each venture (MIT
Venture Mentoring Service). This architectural decision is significant. It mitigates the risk of a single
mentor's cognitive biases, outdated industry heuristics, or dominant personality hijacking the
venture's strategic direction. The diverse backgrounds of the mentor team ensure that advice is
inherently multidisciplinary, cross-examined in real-fime by peers, and comprehensive (MIT VMS
Outreach Training).

e Strict Code of Ethics and Conflict of Interest Prevention: The VMS mandates an ethical framework to
ensure that all guidance remains objective, confidential, and conflict-free (MIT Venture Mentoring
Service). Mentors are strictly prohibited from investing in, or receiving equity from, the ventures they
mentor while operating under the VMS umbrella. This creates a psychological safe haven where
founders can expose their deepest vulnerabilities, financial missteps, and operational failures without
fear of jeopardizing future funding or compromising cap-table negotiations.

e Focus onthe Entrepreneur: The programmatic philosophy emphasizes developing the entrepreneur's
foundational cognitive and leadership skills rather than merely engineering a successful exit for the
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https://www.techstars.com/blog/advice/mentoring-entrepreneurs-for-maximum-impact
https://www.techstars.com/blog/advice/mentoring-entrepreneurs-for-maximum-impact
https://vms.mit.edu/mit-venture-mentoring-service
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https://vms.mit.edu/mit-venture-mentoring-service
https://vms.mit.edu/mit-venture-mentoring-service
https://vms.mit.edu/sites/default/files/2022-09/MITVMSOutreach_Brochure_220907.pdf
https://vms.mit.edu/sites/default/files/2022-09/MITVMSOutreach_Brochure_220907.pdf
https://vms.mit.edu/mit-venture-mentoring-service
https://vms.mit.edu/mit-venture-mentoring-service
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specific venture currently being mentored (MIT Venture Mentoring Service). This aligns with the
understanding that high-tech founders are likely to build mulfiple companies throughout their
careers; thus, enhancing their baseline analytical frameworks yields compounding long-tferm
economic dividends.

e Formal Operational Processes: The mentoring is delivered through a disciplined process involving
structured face-to-face meetings with predefined agendas, actionable takeaways, and continuous
fracking (MIT Venture Mentoring Service). It is enfirely free of charge to the entrepreneur, and the
relafionships are sustained over the long term, adapting as the startup evolves from ideation to
strategic partnerships.

The Techstars Mentor Manifesto

While MIT VMS provides an unparalleled structural blueprint, Techstars—a global startup accelerator
operafing diverse programs such as the Farm to Fork Accelerator with Cargill and Ecolab, and the Lisbon
Accelerator with Semapa Next—provides the philosophical and behavioral doctrine for effective tech
mentoring (Techstars Lisbon Accelerator Info). Techstars relies on infegrating founders with world-class
mentorship, distribution channels, and pilot opportunities (Techstars Lisbon Accelerator Info).

Furthermore, through inifiatives like the Techstars Innovation Bootcamp, they ufilize enfrepreneurial
mentoring to inject lean business practices and rapid ideation into massive legacy corporations like QBE
Insurance, demonstrating the versatility of the mentoring mindset (Techstars Innovation Bootcamp).

Co-authored by industry veterans like Brad Feld and Jon Bradford, the 'Techstars Mentor Manifesto" is a
globally recognized benchmark for mentorship best practices (Techstars Mentor Manifesto). The manifesto
establishes core principles that govern mentor behavior, fundamentally addressing the power dynamics
inherent in the mentfor-mentee relationship.

Core tenets of the Techstars doctrine include (Techstars Mentor Manifesto):

e The "Give First" Philosophy: Mentors must be willing to inject energy, time, and intellectual capital
into the startup ecosystem without calculating an immediate or guaranteed reciprocal return. This
alfruistic foundation prevents fransactional relationships from stifling early-stage innovation and
builds an inferconnected community.

e Be Socratic: Mentors are explicitly instructed to utilize Socratic questioning rather than dispensing
direct directives. By asking probing questions, mentors force founders to construct their own
analytical frameworks, thereby building the cognitive capabilities necessary for independent
leadership.

e Guide, Don't Control: The manifesto explicitly reminds mentors that "it is their company, not yours".
The mentor's role is to illuminate blind spots, outline potential consequences, and provide alternative
perspectives, not fo usurp executive decision-making power from the founder.

e Separate Opinion from Fact: In high-tech environments, relying on past industrial experience can be
counterproductive if that experience is no longer relevant to emerging technological paradigms.
Mentors are frained to explicitly communicate whether a piece of advice is a verified factual data
point or merely an experiential opinion, thereby allowing the founder to weight the advice
appropriately and avoid acting on obsolete assumptions.

e Know What You Don't Know: Mentors are encouraged to admit ignorance readily. Intellectual
humility prevents the dissemination of flawed advice and prompts the mentor to utilize their network
to find specialized subject-matter experts for the founder.
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e Be Chdllenging but Never Destructive: Feedback must be robust and grounded in reality, never
sugarcoating existential threats to the business plan, yet it must be delivered with empathy,
recognizing the immense psychological toll and inevitable valleys of startup leadership.

1.7 The Turkish Support Architecture

To effectively engineer a high-tech mentoring scheme in Turkiye, the program must be integrated into
the existing natfional enterprise support architecture. Turkiye has developed a centralized, heavily
subsidized, and robust framework for R&D and SME support, orchestrated primarily through state-
sponsored institutions such as TUBITAK (The Scientific and Technological Research Council of Trkiye) and
KOSGEB (Small and Medium Enterprises Development Organization), augmented by university incubators
and global NGO affiliates.

TUBITAK Initiatives: 1601 BIGG+ and R&D Commercialization

TUBITAK operates as the cornerstone of the Turkish technology ecosystem. A structural mechanism within
its portfolio is the 1601 - Support Program for Increasing Capacity in Innovation and Entrepreneurship
Areas, specifically the SME Mentor Interface (BIGG+) call (TUBITAK 1601 BiGG+ Announcement).

The BIGG+ programis an explicitly commercialization-focused initiative designed to enhance the business
development and innovation capacity of SMEs that have previously received TUBITAK TEYDEB
(Technology and Innovation Funding Programs Directorate) grants (TUBITAK 1601 BiIGG+ Announcement). The
strategic objective underlying this policy is to ensure that state-funded R&D does not stagnate at the
prototype phase, but rather franslates into sustained, scalable economic value (TUBITAK TEYDEB Call
Document).

To achieve this, the program mandates the creation of "Mentor Interfaces" (ArayuUzler)—which can be
established capital companies, technoparks (such as Teknopark Izmir), or university fechnology transfer
offices—to organize and facilitate the mentoring process (TUBITAK 1601 BiIGG+ Announcement).

The expected outcomes for SMEs receiving BIGG+ mentorship are quantifiable and monitored: an
increase in total turnover, expansion of current market share, penetration into novel markets, and the
initiation or expansion of international exports (TUBITAK 1601 BiGG+ Announcement). For instance, programs
run by Teknopark Izmir under this banner target SMEs operating in high-value sectors such as information
and communication technologies, renewable energy, green tfechnologies, and advanced
manufacturing (EBSO BiGG+ Program Info).

To ensure quality control, TUBITAK mandates that mentors providing these services must be registered and
formally approved within the official TUBITAK Mentor Database, establishing a baseline of operational
standardization (KOBiMentér Database Interface). The financial architecture of the grant mechanism is highly
supportive, offering up to 100% grant funding with substantial budget ceilings, and covering hourly mentor
remuneration up to specified, regulated limits (TUBITAK 1601 BiGG+ Announcement).

Additionally, TUBITAK oversees the 2248 - Mentoring Support Program, which operates closer to the
academic and early-talent pipeline. This program provides dedicated mentoring to high-potential
individuals, such as undergraduate scholarship recipients and Science Olympiad candidates,
continuously fracking their progress through bi-annual monitoring reports submitted directly by the
mentors (TUBITAK 2248 Support Program).
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KOSGEB: Advanced Entrepreneur Mentoring and Cost-Sharing

While TUBITAK focuses on R&D commercialization, KOSGEB plays an important role in decentralizing
entferprise support and providing operational liquidity across Turkiye. Under its Advanced Entrepreneur
Support Program (ileri Girisimci Destek Programi), KOSGEB provides financial backing for structured
mentoring, consulting, and business coaching interventions (KOSGEB Advanced Entrepreneur Guidelines).

For SMEs operating in medium-high and high-technology sectors, KOSGEB will reimburse 75% of the costs
associated with mentforing and coaching, up to a defined ceiling (KOSGEB Advanced Entrepreneur Guidelines).
The program maintains definitions regarding who can provide these services, specifying that valid
mentorship can be provided by experienced entrepreneurs determined by Chambers of
Industry/Commerce, or by accredited angel investor networks (KOSGEB Advanced Entrepreneur Guidelines).

Importantly, the KOSGEB framework recognizes two distinct streams of intervention (KOSGEB Advanced
Entrepreneur Guidelines):

e Free Mentoring: Where experienced figures (often via angel networks) share visionary advice,
network access, and guidance without charging the SME.

e Business Coaching/Consulting: Which involves intensive diagnostic analysis, idenftifying strengths and
weaknesses, and the creation of targeted operational fimelines and reporting structures, typically
executed by certified SME Consultants or incubator staff.

Endeavor TUrkiye: Scaling Ecosystems and Elite Networks

While TUBITAK and KOSGEB provide extensive broad-base and early-stage support, Endeavor Tirkiye
focuses on "scale-ups'—companies that have moved beyond the startup phase and are poised for
international growth (Endeavor Tiirkiye Institutional Presentation). Endeavor's model is reliant on a multi-stage
selection process that filters candidates through local panels before advancing them fo International
Selection Panels.

Once integrated into the Endeavor ecosystem, Turkish entrepreneurs gain access to a global network of
mentors. Endeavor TUrkiye's activities map directly onto the needs of high-tech firms seeking growth:
strategic education, high-level networking events, direct access to venture capital financing, and the
promotion of successful alumni as role models to inspire the broader national ecosystem.

Their engagement spans major geographic hubs; for instance, in Ankara, Endeavor engages with local
stakeholders and high-growth ventures like App Samurai and Evreka, facilitating roundtables, mentor
panels, and world café sessions to cross-pollinate expertise .

University Incubation: The ITU Cekirdek Paradigm

At the university and early-incubation level, iT0 Gekirdek (Istanbul Technical University's Incubation
Center, operating alongside the ITU Ginova student entrepreneurship center) represents a successful
localized model, recognized globally by organizations like UBI Global for its impact and volume of
investment generated (iTU Girisimcilik Mentorlugu Guidelines). Mentees within the iTU ecosystem are guided
through fundamental startup mechanics.

Mentors assist founders in drafting and refining the Business Model Canvas (BMC), executing customer
segmentation and market validation exercises, sizing target addressable markets, and establishing
precise performance metrics. The program places emphasis on structured financial modeling, forcing

S %\

5/,‘ EURC CHAMBRES
/

Noceuee

(S CAMERA DI COMMERCIO
@C@ | PADOVA
RIS il futuro a portata di impresa



https://webdosya.kosgeb.gov.tr/Content/Upload/Dosya/Giri%C5%9Fimcilik/2021/02.09.2021/UE-19_(05)_%C4%B0leri_Giri%C5%9Fimci_Destek_Program%C4%B1_Uygulama_Esaslar%C4%B1.pdf
https://webdosya.kosgeb.gov.tr/Content/Upload/Dosya/Giri%C5%9Fimcilik/2021/02.09.2021/UE-19_(05)_%C4%B0leri_Giri%C5%9Fimci_Destek_Program%C4%B1_Uygulama_Esaslar%C4%B1.pdf
https://webdosya.kosgeb.gov.tr/Content/Upload/Dosya/Giri%C5%9Fimcilik/2021/02.09.2021/UE-19_(05)_%C4%B0leri_Giri%C5%9Fimci_Destek_Program%C4%B1_Uygulama_Esaslar%C4%B1.pdf
https://webdosya.kosgeb.gov.tr/Content/Upload/Dosya/Giri%C5%9Fimcilik/2021/02.09.2021/UE-19_(05)_%C4%B0leri_Giri%C5%9Fimci_Destek_Program%C4%B1_Uygulama_Esaslar%C4%B1.pdf
https://webdosya.kosgeb.gov.tr/Content/Upload/Dosya/Giri%C5%9Fimcilik/2021/02.09.2021/UE-19_(05)_%C4%B0leri_Giri%C5%9Fimci_Destek_Program%C4%B1_Uygulama_Esaslar%C4%B1.pdf
https://girisimci.ankaraka.org.tr/haber5dosyalar/2.%20Panel-I/Endeavor%20PPT.pdf
https://itumdk.org/girisimcilik/

( x ol
- * *
EBDII 7555
Funded by

the European Union

founders to define revenue streams, manage cash burn rates, prepare financial tables, and optimize
company valuation strategies for subsequent funding rounds.

Furthermore, the program outlines the ethical and behavioral parameters of the mentoring relationship,
mandating strict confidentiality protocols, absolute respect for time-management from both parties, and
the necessity of delivering constructive, rather than destructive, feedback loops.

EMCC Tdrkiye: Accreditatfion and Professional Standards

Finally, the professionalization and safety of the Turkish mentoring ecosystem are governed by EMCC
Tirkiye, the regional arm of the European Mentoring and Coaching Council (EMCC Tiirkiye - ISMCP). EMCC
TUrkiye drives the standardization of the industry by offering the European Individual Accreditation (EIA)
for practitioners and the European Quality Award (EQA) for fraining programs (EMCC Tiirkiye Accreditation).

By aligning local programs with the UNESCO ISCED standards and the European Higher Education Area
framework, EMCC Turkiye ensures that mentoring services provided to Turkish SMEs meet professional and
psychological benchmarks, preventing the proliferation of unqualified advisory practices (EMCC Tirkiye
Accreditation).

Turkish Primary Target SME Core Focus Financial /
Institution Program /  Segment Area Structural
Mechanism Mechanism
TUBITAK 1601 BIGG+  Tech SMEs post- = R&D Large
Mentor TEYDEB R&D Commercializa institutional
Interface fion, Export, = granfts fo
Revenue "Interface”
Growth organizations;
standardized
mentor
database
KOSGEB Advanced Medium-High & = Operational 75%
Entrepreneur High-Tech SMEs consulting, reimbursement
Support diagnostics, for specific
angel network = coaching/cons
alignment ulting expenses
Endeavor Global Scaling = Scale-ups International Rigorous
Tirkiye Network (Post-startup) expansion, international
Venture selection
Capital access, panels; elite
Role modeling network access
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iTU Cekirdek Incubation Early-stage Validation, University-
Mentoring Tech Startups Business Model = backed
Canvas, ecosystem,
Financial structured
modeling, curriculum,
Pitching strict ethical
guidelines
EMCC Tirkiye EIA  / EQA | Mentors & | Professional Alignment with
Accreditations Coaching standardization UNESCO
Programs , psychological @ standards;
frameworks competency-
based
evaluations.

1.8 Strategic Blueprint for a High-Tech SME Mentoring Programme in Turkiye

Designing a state-of-the-art mentoring program for technology entrepreneurship in Turkiye necessitates
a synthesis of empirical evidence derived from World Bank evaluations, the structural best practices of
MIT VMS and Techstars, and integration with local institutions such as TUBITAK, KOSGEB, and EMCC Tirkiye.
The following strategic blueprint outlines the comprehensive architecture for such an initiative.

Phase 1: Programmatic Architecture and Team Methodology

The core operational model should abandon the tfraditional dyadic (one-on-one) mentorship paradigm
in favor of the MIT VMS Team Mentoring Methodology (MIT Venture Mentoring Service). High-tech ventures in
TUrkiye face complex, mulfi-disciplinary challenges—ranging from software engineering and global IP
patenting fo navigating local taxincentives and securing foreign venture capital. A single mentor cannot
possess deep, contemporary expertise across all these vectors. By assigning a dedicated, stable team of
3 to 4 menftors to a single SME, the program diversifies intellectual capital, enables real-fime peer review
of advice, and comprehensively mitigates heuristic bias (MIT VMS Outreach Training).

Furthermore, the program must enforce a strict, conflict-free code of ethics mirroring the MIT VMS
standards (MIT Venture Mentoring Service). Mentors must be explicitly barred from taking equity, investing in,
or acting as paid consultants for the ventures they mentor while operating within the confines of the
program. This creates a psychologically safe environment for founders to expose structural weaknesses,
differentiating the program from commercial advisory services and angel investor networks where ulterior
financial motives often compromise objective advice (MIT Venture Mentoring Service).

Phase 2: Mentor Recruitment, Onboarding, and Pedagogical Training

To ensure empirical effectiveness, mentor recruitment must target individuals with proven entrepreneurial
experience in high-tech environments, rather than fraditional corporate executives whose operational
experience may not franslate to the resource-constrained, chaotic startup environment (Techstars Blog).
However, raw enfrepreneurial experience is insufficient. The program must mandate an onboarding and
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fraining curriculum based on the EMCC 8 Core Competencies (EMCC Tirkiye Accreditation) and the
behavioral doctrines of the Techstars Mentor Manifesto (Techstars Mentor Manifesto).

Mentors must be systematically trained to:

e Use Socratic inquiry to develop the founder's analytical capabilities, rather than dictatfing solutions
(Techstars Mentor Manifesto).

e Distinguish clearly between objective market facts and their own experiential opinions,
communicating this distinction fo the founder (Techstars Mentor Manifesto).

e Manage the emotional and psychological boundaries of the relationship, ensuring they support the
founder without creating dependencies (Intact Academy EMCC Guide).

By requiring mentors to achieve, or closely align their fraining with, the EMCC TUrkiye European Individual
Accreditation (EIA), the program guarantees a standard of excellence that mitigates the risk of
destructive or domineering mentor behavior (Cukurova Kalkinma Ajansi - EIA Guidelines).

Phase 3: Expanding the "Boundary of the Entfrepreneur"

Drawing upon World Bank RCT evidence, the program should actively avoid subjecting high-tech
founders to generic, classroom-style business training (World Bank Effectiveness Review Presentation). High-fech
founders suffer from severe time constraints; forcing them to learn basic accounting or generic marketing
diverts cognitive resources from core product innovation and technical execution.

Instead, the program should facilitate the "insourcing and outsourcing" model validated by World Bank
economists (World Bank Open Knowledge Repository - Boundary of the Entrepreneur). While the core mentor team
provides high-level strategic guidance, emotional support, and Socratic guidance, the program should
mainfain a secondary, curated pool of highly specialized, project-based advisors and consultants (e.g.,
SEO specidalists, specialized IP lawyers, specific regulatory compliance experts). The mentors diagnose the
operational gap and direct the enfrepreneur to utilize these specialized resources, effectively expanding
the firm's capabilities beyond the individual founder's limits and accelerating time-to-market (World Bank

Open Knowledge Repository - Boundary of the Entrepreneur).

Phase 4: Integration with the Turkish Funding Ecosystem

A program designed in isolation will fail to achieve critical mass or sustainability. The proposed mentoring
program must be explicitly structured to leverage the financial and logistical mechanisms established by
the Turkish state:

e TUBITAK BIGG+ Integration: The program should immediately register as an official "Mentor Interface"
(ArayUz) under the TUBITAK 1601 framework (TUBITAK 1601 BiGG+ Announcement) whenever a new call
is published. This ensures that the program can draw upon the pre-vetted pool of SMEs that have
successfully completed basic R&D via TEYDEB grants but require advanced commercialization
support. By utilizing TUBITAK's Mentor Database and aligning with their KPIs, the program ensures
compliance and accesses significant grant funding to cover operational overhead and mentor
administration.

e KOSGEB Cost-Sharing for Specialized Tasks: For highly specialized consulting interventions that fall
outside the scope of free tfeam mentoring (such as the outsourced tasks mentioned in Phase 3), the
program should assist SMEs in preparing applications for the KOSGEB Advanced Enfrepreneur
Support Program. Utilizing the 75% reimbursement mechanism allows the SME to acquire highly
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technical market research or systems architecture consulting without depletfing their cash runway
(KOSGEB Advanced Entrepreneur Guidelines).

e Pipeline to Endeavor: The program should position itself strategically as a feeder system for global
scaling networks. By adopting rigorous data tracking—such as monitoring Monthly Recurring
Revenue (MRR), Customer Acquisition Cost (CAC), and successful enterprise pilot deployments—the
program prepares the most successful high-tech SMEs to fransition info elite, late-stage networks like
Endeavor Turkiye for international expansion and Series A/B venture capital rounds (iTU Girisimcilik
Mentorlugu Guidelines).

Phase 5: Longitudinal Impact Evaluation

Finally, to adhere to OECD guidelines and World Bank methodological recommendations, the program
must be governed by an evaluation architecture (OECD Framework for Evaluation 2023). Tracking participant
satisfaction surveys or counting the number of mentoring hours logged is insufficient for determining policy
efficacy. The program must establish objective baseline meftrics upon intake and measure longitudinal
progress, ideally against control variables or historical baselines.

Core evaluation metrics must include:

e Commercial and Export Milestones: Tracking fotal revenue growth, gross margin expansion, and the
percentage of revenue derived from new intermational markets, aligning directly with TUBITAK's
desired outcomes (TUBITAK 1601 BiGG+ Announcement).

e Capital Acquisition Metrics: Monitoring the volume, velocity, and valuation of seed and Series A
funding raised following program initiation, ufilizing this as a proxy for improved corporate
governance and network access (MIT Venture Mentoring Service).

e Survival and Pivot Velocity: Tracking not only the longevity and survival rate of the enterprise but also
the speed at which failing business models are identified and pivoted info viable market positions, a
hallmark of Socratic mentoring.

By synthesizing the conflict-free team mentoring architecture pioneered by MIT VMS, the behavioral
doctrine of Techstars, the empirical evaluation frameworks demanded by the World Bank, and the
financial ecosystem provided by TUBITAK and KOSGEB, a competitive mentoring program can be
established in Turkiye thatis capable of transforming nascent fechnological innovationsinto resilient, high-
growth enterprises.
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2. Local Project Background: TEBD-II in Corlu

2.1 Institutional Framework: The Turkiye-EU Business Dialogue Il (TEBD-II)
Grant Scheme

The initiative titled "Strengthening Innovation-driven Start-up Ecosystem" is executed under the broader
institutional umbrella of the Turkiye-EU Business Dialogue Il (TEBD-II) Grant Scheme. This program is co-
financed by the European Union and the Republic of Turkiye, and is mutually managed by Eurochambres
(the Association of European Chambers of Commerce and Industry) alongside the Union of Chambers
and Commodity Exchanges of TUrkiye (TOBB). The administrative and operational guidelines of this
intervention are governed by the bilateral terms established in the "TEBD Il Innovation Start-up Ecosystem
Service Contract".

The TEBD-Il framework is designed fo promote mutual understanding, strengthen business integration, and
facilitate knowledge exchange between the Turkish and European business communities. By
standardizing chambers of commerce and industry services in Turkiye with their European counterparts,
the scheme reinforces international B2B collaboration and economic integration. Within the national
scope of TEBD-II, the Corlu Chamber of Commerce and Industry (Corlu CCl) project represents one of the
select inifiatives in the cohort. While some cohort members focus on the green transition or digital
fransformation, the Corlu CCI project concentrates on building a resilient, standardized technology
enfrepreneurship infrastructure capable of scaling regional innovations into international markets.

Furthermore, TUrkiye's active participation in major European Union programs, including Horizon Europe
(Horizon Europe Turkiye Portal) and the Digital Europe Programme (Digital Europe Tirkiye Portal), expands the
support architecture. These transnational programs infroduce direct funding, collaborative research
partnerships, international networking, and advanced technology adoption pathways that provide
substantial opportunities for local entrepreneurs, research groups, and technology-oriented enterprises
looking fo scale beyond regional boundaries.

2.2 Institutional Mandate and Regional Standing of Corlu CCl
2.2.1 The Economic Profile of Corlu/Tekirdag

The Corlu and Tekirdag corridor represents one of the dense industrial production corridors in TUrkiye,
serving as an important manufacturing engine. According to the regional plans and current situation
analyses of the Trakya Development Agency (TRAKYAKA), manufacturing, mining, and related heavy
industrial activities generated a substantial portion of the region's gross value added (GVA) in recent
terms (TRAKYAKA Regional Plans). The provincial economy of Tekirdag is industry-heavy, with approximately
half of the total provincial economic output concentrated in the industrial sector.

The physical infrastructure of Tekirdag supports this high-volume industrial activity. The province possesses
a substantial landmass of designated industrial land, which includes a significant portion of active
Organized Industrial Zones (OSBs) such as the Corlu Leather OSB, Ergene-1 OSB, and Velimese OSB. The
regional labor pool is similarly aligned; the region contains a large population of individuals aged fiffeen
and over, with a dense labor force. This represents a high labor participation rate, which is significantly
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above the national Turkish average. The structural data indicates that while agricultural employment is
on a declining trajectory, industrial employment continues a steady expansion.

Tekirdag's economic strength is underscored by its export orientation. The province generates substantial
export revenues, accounting for the vast majority of the total export volume of the region. The province's
export growth rate has historically outperformed the national average growth rate.

How the technology profile of these exports is distributed highlights a structural challenge. The
manufacturing exports are heavily classified as medium-high technology, followed by a moderate
portion of medium-low technology, a significant share of low tfechnology, and only a minimal fraction of
high technology. This indicates that while the region excels in medium-high technology manufacturing
and process engineering, it faces a clear bottleneck in frontier high-technology and intellectual property
development. This technology value-chain gap is the strategic gap that the TEBD-Il infervention seeks to
bridge.

2.2.2 Already Running Regional Entrepreneurship Programs (Benchmark Mapping)

The regional entrepreneurship landscape in Corlu is characterized by several public and university-linked
support mechanisms, which are currently active but structurally fragmented:

e TRAKYAKA "Yeni isim Girisim" Program: This regional initiative operates broad-base entrepreneurship
fraining streams—including "Start Up," "Let's Up," and "Wake Up" fracks—complemented by regionall
"Girisim  Evleri" (Enfrepreneur Houses) designed tfo build early-stage ideation (TRAKYAKA
Entrepreneurship). The TEBD-Il model is designed fo act as a high-technology commercialization
"finishing school" for the most scalable startups graduating from TRAKYAKA's broad pipeline.

e Trakya TEKMER and KOSGEB Tekirdag Initiatives: Joint jury evaluations and business development
panels are co-hosted by Corlu CCl and KOSGEB Tekirdag at Trakya TEKMER (Corlu CCl & KOSGEB Jury
Panels). The Chamber's leadership actively participates in these panels, which are designed to help
early-stage founders pass KOSGEB's formal funding thresholds.

e Academic-Ecosystem Incubator Bridges: Incubation roadshows and student entrepreneurship
meetups are hosted at Namik Kemal University's Corlu Engineering Faculty (TRAKYAKA NKU Event). These
programs mobilize student talent but frequently face a gap in corporate-startup matchmaking and
industrial validation, which are areas where Corlu CCl's corporate member network can add value.

e Bilateral & Municipal Micro-Entrepreneurship Programs: Programs such as Corlu Municipality's
Erasmus+ "Rural Enfrepreneurship” (Motivasyonla Guclenen Kirsal Girisimcilik) NEET youth program
(Corlu Municipality Erasmus Project) and the British Embassy-funded women's vocational e-commerce
support fraining (Corlu CCI Women Entrepreneurship) provide livelihood support and micro-retail skills.
These programs focus on local craft, trade, and social inclusion, which are structurally distinct from
the high-tech, venture-backed, and IP-driven startups targeted by the TEBD-II project.

2.2.3 Corlu CClI's "A-Class" Chamber Status and High-Tech Transition

Corlu CCI holds the official designation of an "A-Class Accredited Chamber" under the Union of
Chambers and Commodity Exchanges of Turkiye (TOBB) Accreditation System. This accreditation signifies
alignment with Eurochambres standards and international quality guidelines (including ISO 9001:2015). It
confirms the Chamber's capacity to deliver high-quality B2B services, manage international projects, and
execute complex regional mandates.
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Historically, the Chamber's service delivery has focused on traditional SME support: processing certificates
of origin, lobbying for regional infrastructure investments, and organizing standard vocational training.
However, to sustain regional competitiveness under the emerging constraints of the EU Green Deal and
global digital transformation, Corlu CCI has inifiated a strategic shiftf. The Chamber is tfransitioning its
mandate from supporting low-cost assembly logistics toward actively incubating high-value, technology-
driven ventures. This transition is documented in the design of the "Designing SME Mentoring Program in
Turkey" manual, which outlines how Turkish chambers can leverage their member networks to deliver
structured corporate-startup matchmaking.

2.3 Project Profile: "Strengthening Innovation-Driven Start-Up Ecosystem”

The specific parameters of the project implemented by Corlu CCl are structured as follows:

Project Timeline: The operational lifecycle running across the designated project timeframe.
Primary Target Demographics: The project mandates data collection and infervention design
targeting a defined minimum cohort of local participants. This pipeline is divided info a minimum
target of startups and entrepreneurs (representing both technology-based and traditional sectors)
and a minimum target of institutional nodes (including local public authorities, academic
representatives, industrial zone administrators, and financial institutions).

e Expected Ecosystem Impacts: Establishing an empirical regional diagnostic, delivering a bilingual
curriculum, training local specialist pools, and hosting structured matchmaking events to bridge the
gap between industrial demand and technological supply.

2.4 The International Node: Cooperation with Padova CCI and Naples
Training Outcomes

An important mechanism of the TEBD-Il program is the integration of European experience to prevent the
replication of generic, low-impact development schemes. The project establishes a bidirectional
knowledge flow with its international partner node, the Padova Chamber of Commerce and Industry
(Padova CCI, ltaly). Padova CCl operates as a leading European hub for fechnology fransfer, university-
industry collaboration, and structured startup acceleration.

Additionally, the project integrates the technical modules and accelerator methodologies compiled
during the "International Training on Start-up Support” in Naples. Rather than generically applying these
Italian and European models, the project's operational strategy is to adapt these methodologies to the
specific realities of Corlu's industrial corridor. This involves combining European standards of contracting
and ethical boundaries (EMCC standards) with the practical, production-heavy realities of Tekirdagd's
Organized Industrial Zones.

2.4.1 International Benchmarking Observations from Padova, Galileo Visionary District and StartCube

The international cooperation component provides an operational benchmark for how a regional
intermediary can connect research, entrepreneurship and industrial demand. Galileo Visionary District
functions as a regional innovation hub combining education, R&D, startup incubation, technology
transfer, design and market-facing services. Its operating role extends beyond classroom ftraining: it
connects early-stage founders with industry mentors and corporate leaders, facilitates dialogue between
university talent and local industry, and supports progression from research or an early concept toward
investor readiness.
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Evidence-Based Validation and the Mentor Role

StartCube places problem validation ahead of product advocacy. The mentoring philosophy is to start
from a real and sufficiently painful problem, distinguish assumptions from evidence, narrow the target
customer and value proposition, and iterate rapidly. The mentor is expected to ask difficult questions,
force focus, translate an ambiguous idea into a structured model and prepare the founder for customers,
competitors, financial realities and funding decisions. A practical sequence moves from Idea-Problem-
Value, to Market—-Competitors—Position, and finally to Business Model-Numbers—Go-to-Market. The
Business Model Canvas is therefore used as a testable and revisable hypothesis map rather than as a
one-off form.

Multidisciplinary Corporate Challenges and Experiential Learning

The Contamination Lab model demonstrates how genuine corporate business, technology and
sustainability challenges can become structured learning and innovation assignments. Multidisciplinary
tfeams combine engineering and technical disciplines with economics and other fields, then work on real
company briefs through an experiential pathway that combines enfrepreneurship/business-model
training with direct problem solving. For an industrial region such as Corlu, this is a relevant benchmark for
converting local manufacturing problems into controlled challenge briefs, prototype or proof-of-concept
assignments and eventual pilot discussions.

Modular Support, Investor Readiness and Sustainable Business

Galileo and StartCube use modular and flexible support packages selected according to the stage and
specific needs of the venture. Their operating framework combines validation, education, tailor-made
specialist input and network access, using tools such as the Business Model Canvas, Customer Journey
and Golden Circle. More advanced packages address strategic planning, financial planning, business-
plan review, pitch construction and public speaking, while design support and sustainability services
extend the model beyond generic mentoring. Sustainability is treated as a business case integratfing
people, profit and planet, with implications for marketing, operations and financial analysis.

Implications for the Corlu Enfrepreneurship Ecosystem

¢ Mentoring should be structured around evidence production and decision gates, not only advice and
discussion.

* A short common validation sprint can establish a shared working standard before differentiated six-
month mentoring begins.

» Corporate challenge sourcing should include an optional multidisciplinary Challenge Lab format for
suitable industrial problems.

e Support should be modular and selected by venture maturity and intended output, including
validation, go-to-market, investor/funding readiness, design/brand, sustainability and corporate-pilot
packages.

* Cohort closure should include a Demo/Pitch Day used as an assessment and next-stage routing gate
rather than merely a visibility event.

* Mentor training should explicitly include evidence discipline, focus, constructive challenge and the
ability to facilitate a justified pivot.
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2.5 Operational Architecture: The Centrality of the Needs Analysis Report

The operational sequence of the consulfancy confract governed by the service agreements is
engineered around sequential phases, where the completion of each phase acts as the logical trigger
for the next:

4.

Phase 1: Needs Analysis Report (The Regional Diagnosis): This phase establishes the local baseline
through desktop evidence, survey data and stakeholder mapping, and inferprets the findings
alongside field observations and training materials from the Italian partner ecosystem. The diagnostic
function is to define the regional problem set before the detailed curricula and implementation tools
are operationalized.

Phase 2: Model Curricula: Translates the gaps identified in Phase 1 info a structured training program
for both advisors and participants, incorporating the insights from Padova and Naples. This
deliverable is scheduled for the subsequent contract deadline.

Phase 3: Interactive Model Manual: The final, web-opfimized digital guidebook designed to
operationalize future B2B matchmaking forums within Corlu CCI. This deliverable is scheduled for the
final deliverable milestone.

2.6 Regional Program Mapping and Capacity Analysis

2.6.1 Enfrepreneurship Program Inventory

The support instfruments available to founders and SMEs in the Corlu orbit are distributed across multiple
instifutions. The following inventory details the available programs:

Program Geography Lead Confirmed Services Official
Institution Objective and Funding = Source
and Target
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This mapping indicates that the support ecosystem around Corlu is highly distributed. No single local entity
currently integrates these resources into a continuous founder journey. This integration gap is precisely the
market failure that Corlu CCI can resolve by acting as the central orchestrator.

2.6.2 Industrial Capacity and Innovation Demand Map

The high density of Tekirdag's manufacturing sector, featuring numerous active R&D centers underrecent
evaluations, creates a distinct set of innovation demands. The program should align with these industrial
use cases rather than targeting generic software startups to increase its chances of success:
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5. Textiles, Apparel, and Leather: Driven by Tekirdag's textile-hneavy R&D centers and supported by
NKU's textile engineering departments. The demand focuses on digital quality control, energy/water
efficiency, supply-chain fraceability, and eco-design compliance.

6. Chemicals and Process Industries: A leading sector in local R&D centers requiring process
automation, regulatory navigation, process safety, and green chemistry compliance.

7. Machinery, Electronics, and Automation: Aligns with the province's medium-high technology export
profile and NKU's engineering pipelines. The demand is strong for predictive maintenance, industrial
loT sensors, and automation software.

8. Food Processing and Packaging: Supported by agricultural outputs and food R&D centers, creating
demand for cold-chain monitoring, shelf-life prolongation, and packaging innovation.
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3. Methodology and Data Collection

3.1 Quantitative Research Design and Sampling Framework

The project uses a dual-cohort quanfitative research design to capture structured primary evidence
separately from the demand side (entrepreneurs, start-ups and growing industrial SMEs) and the supply
side (institutional enabling actors, support organizations and academic entfities). The fieldwork was
designed around a defined target sample, while the final statfistical treatment reflects the smaller
validated response base actually achieved.

The sampling methodology is sfructured fo target defined stakeholder groups within the Corlu and
broader Trakya industrial corridor:

e The Entrepreneur and Startup Cohort: Drawn from the comprehensive registries of Corlu CCl, tenant
directories of NKU Teknopark, local tech hubs, and active regional business incubators. This cohort
provides empirical data regarding operational demographics, fechnical domains, strategic hurdles,
and programmatic mentoring demands.

e The Institutional Stakeholder Cohort: Drawn from regional public administrators, Organized Industrial
Zone (OSB) directorates, university engineering and technology transfer offices, regional
development agencies, and local financial institutions. This cohort provides systematic data
concerning institutional capabilities, collaboration frequencies, and systemic ecosystem gaps.

3.2 Survey Questionnaire Architecture and Thematic Modules

The research relies on two distinct, highly structured quantitative diagnostic tools designed in alignment
with national and European standards:

1. The Enfrepreneur and Startup Survey Questionnaire (28 Questions)
This Turkish-language diagnostic tool is segmented into five thematic blocks:

e Section A: Company Demographics and Operational Profile (Questions 1-10): Maps legal structures,
primary technical domains (e.g., Saas, robofics, biotechnology), target industry sectors, operational
lifecycles, and technology levels (low-tech to frontier high-tech). This section also details the priority
target markets (Regional, National, Global), follow-up geographical priorities (Balkans, Europe, North
America, South America, Middle East, Asia, Africa), physical operating environments (technoparks,
incubators, OSBs, independent offices), gender representation across executive leadership, and
structured investment histories coupled with future funding requirements.

e Section B: Strategic and Operational Barriers (Questions 11-20): Deconsfructs growth bottlenecks
into ten individual, sequentially indexed questions rated on a 4-point qualitative Likert scale (1 =
"Engel Degdil" to 4 = "Ciddi Engel"). This covers technical product development, fikri mUlkiyet (IP)
management, regulatory/environmental complionce (including EU Green Deal guidelines),
customer/market access, international export preparedness, financial forecasting, capital
acquisition, technical talent recruitment, national grant utilization (TUBITAK/KOSGEB), and multi-
partner international/EU framework program participation (Horizon Europe/Digital Europe).

e Section C: History of Utilizing Support Programs (Question 21): Features a structured matrix mapping
the exact awareness and historical utilization of five national and regional support instruments.

e Section D: Mentoring and Consultancy Demand (Questions 22-27): Investigates prior mentoring
experience, fracking qualitative satisfaction levels alongside an open-ended follow-up detailing the
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providing institution and service duration. It establishes preferences regarding interaction frequency,
structural program formats (dyadic, team-mentoring, or peer-to-peer), and desired mentor
professional profiles. This secfion also infroduces an open-ended question promptfing founders to
submit direct, practical recommendations for the regional mentorship model.

Section E: Data Security, KVKK and GDPR Approval (Question 28): Integrates the mandatory dual-
standard regulatory compliance consent form.

2. The Institutional Stakeholder Survey Questionnaire (20 Questions)

This Turkish-language diagnostic tool is structured into five cohesive blocks:

Section A: Institutional Profile and Entrepreneurship Infrastructure (Questions 1-6): Identfifies
organizational classifications and maps existing physical, financial, and consultafive services
provided to regional innovators.

Section B: Regional Ecosystem, Entrepreneurship Activities, and Cooperation Dynamics (Questions
7-10): Standardizes collaboration frequencies between key regional actors using a 4-point
qualitative metric. This section features two newly integrated questions evaluating the general state
and depth of ongoing regional incubation/support efforts and the professional quality of existing
mentoring structures. It concludes with a dedicated, open-ended question prompting stakeholders
to identify the most effective entrepreneurship and mentoring programs currently active in the
Corlu/Trakya region.

Section C: System Gaps and Entrepreneur Needs Assessment (Questions 11-16): Evaluates six
systemic ecosystem gaps (specialized mentor deficits, early-stage seed capital, industrial pilot
barriers, communication silos, corporate referral linkages, and administrative complexities) on a 4-
point scale. It concludes with a dedicated, open-ended question prompt capturing the primary
systemic gaps restricting regional entrepreneurship.

Section D: Mentoring Model Design Preferences and Institutional Contribution (Questions 17-19):
Gathers strategic institutional preferences regarding structural model architectures (traditional,
team-based, or hybrid models), maps target expertise profiles, and captures concrete, non-financial
instifutional resources (such as testing laboratories, workspace, or specialized personnel) the
stakeholder organization is wiling to commit to the upcoming Corlu CCI program.

Section E: KVKK and GDPR Legislative Compliance Approval (Question 20): Formulates the
mandatory legal consent check, confiiming data handling compliance and authorizing
anonymized data aggregation.

3.3 Data Security and Legislative Compliance

Data integrity, participant confidentiality, and rigorous regulatory compliance are built directly into the
research methodology. Both diagnostic survey interfaces explicitly infegrate formal consent prompts
before concluding.

The personal and business data captured throughout the research campaign is processed in strict
compliance with the Turkish Kisisel Verilerin Korunmasi Kanunu (KVKK) (Law No. 6698) as detailed on the
KVKK Official Portal and the European Union’s General Data Protection Regulation (GDPR) standards as

detailed on the GDPR Info Portal.

Under this dual-legislative framework, all personal identifiers, individual corporate metrics, and contact
information are isolated. Raw data is stored in secure, encrypted cloud repositories accessible only to the
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authorized project management team of the Service Provider. Public dissemination in this Needs Analysis
Report relies on aggregated, anonymized trends and statistical summaries, ensuring that no individual
corporate strategy or proprietary technical detail is exposed.

3.4 Stakeholder Targeting and Outreach Strategy

To maximize response rates and secure high-quality datfa, a targeted, multi-channel outreach strategy is
deployed over the field campaign:

e Digital Outreach Campaign: Personalized electronic invitations, accompanied by institutional letters
from Corlu CCI, are transmitted directly to pre-filtered lists of executive officers, managing directors,
and technology founders.

e Institutional Coordination: The outreach leverage active local networks, including the NKU Teknopark
administrative office, the local TTO representatives, Organized Industrial Zone (OSB) management
boards, and regional business associations.

e Physical and Virtual Follow-ups: Dedicated oufreach personnel execute phone-based follow-ups
and hold short briefing sessions during regional incubation meetings and indusiry meetups to guide
parficipants through the survey objectives.

e Gender Equality Mobilization: In alignment with the project's broader social objectives, targeted
outfreach channels are utilized in coordination with the project's Gender Equality Expert to ensure
strong representation of women-led and co-led ventures in the final data pool.
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3.5 Fieldwork Completion, Data Cleaning and Analytical Limitations

The survey campaign did not reach the originally targeted response volume. To protect analytical
integrity, the final dataset was cleaned conservatively and only records that could be justified as valid
research responses were retained. No inferential statistical tests are applied; all percentages, averages
and frequencies are descriptive and should be read as directional evidence.

Raw

Survey group submission Excluded records Ve eize Target Targ.ei

s responses attainment
Entrepreneurs /112 2 test/dummy enfries 10 60 16.7%
start-ups
Institutional 21 1 clear test entry + 1 non- | 19 50 38.0%
stakeholders consenting response
Total 33 4 29 110 26.4%

The first two enfrepreneur/start-up submissions were identified as test entries and removed. In the
instifutional dataset, one clearly identifiable test submission was removed and one additional response
was excluded because the respondent did not consent to KVKK/GDPR-compliant processing. No further
instifutional records were deleted without a sufficiently reliable test marker. The final analysis therefore
uses Nn=10 enfrepreneur/start-up responses and n=19 institutional stakeholder responses.

The smaller and non-random response base creates a material limitation. In particular, the enfrepreneur
sample is sfrongly fechnology- and software-oriented and cannot be freated as a stafistically
representative profile of all Corlu SMEs. The results are therefore triangulated with TRAKY AKA regionall
evidence, institutional mapping, existing programme inventories and Padova/Galileo/StartCube
benchmarking observations. Corlu CCl and the consultancy feam agreed fo finalize the Needs Analysis
on the basis of this available evidence, with the sample limitation made explicit.

The enfrepreneur survey also asked about the gender composition of management teams, but it did not
directly capture all variables required by the programme’s operational definition of a women
entrepreneur (at least one woman founder, majority female ownership, or a woman-managed
enterprise). Accordingly, the Needs Analysis does not derive a formal women-entrepreneur participation
rate from this survey; that indicator should be captured through the programme application and
monitoring forms.

4. Local Data Analysis and Participant Demographics

This section combines the regional desktop evidence with the validated primary survey dataset. Given
the response volume described in Section 3.5, survey findings are presented as indicative patterns rather
than population estimates. Their analytical value lies in identifying convergence between enfrepreneur
demand, institutional perceptions and the structural features already visible in the regional evidence
base.
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4.1 Demographic and Sectoral Analysis of Local Entrepreneurs

The regional industrial structure of the Tekirdag and Corlu corridor serves as the primary determinant for
the demographic distribution of local enfrepreneurs. Unlike metropolitan startup hubs that are frequently
dominated by digital consumer software or generic e-commerce applications, the Thracian
enfrepreneurship pipeline is structurally integrated with the regional manufacturing system.

According to regional situatfion analyses published by the Trakya Development Agency (TRAKYAKA Regional
Plans), the enfrepreneurial demographic is segmented across several primary industrial domains:

e Textile, Apparel, and Leather Solutions: This represents a substantial portion of local industrial R&D
activity. Enfrepreneurs in this category are primarily focused on process engineering, resource
efficiency, supply-chain fraceability, and ecological design compliance.

e Chemicals, Pharmaceuticals, and Process Industries: A leading sector for established corporate R&D
centers. Startups here are typically university-linked spin-offs or research teams working on process
optimization, regulatory compliance, and green chemistry.

e Machinery, Automation, and Electronics: This cohort represents the core of the region's medium-high
fechnology export capacity. The startup profile is heavily weighted toward industrial automation,
predictive maintenance software, embedded systems, and industrial internet-of-things (loT)
applications.

e Food Processing and Packaging: Driven by the region's dense agricultural output, this
enfrepreneurial segment focuses on food safety, cold-chain monitoring, packaging innovations,
and shelf-life extension technologies.

The demographic analysis indicates that the regional labor force is characterized by high parficipation
rates, well above the national average. This provides an adequate talent pool for fechnology adoption,
but the startup lifecycle remains heavily dependent on regional university vocational pipelines and
engineering departments.

4.1.1 Primary Survey Profile of Entrepreneurs and Start-ups

The ten validated entrepreneur/start-up responses provide a concentrated view of the technology-
oriented end of the local pipeline. Seven respondents (70%) are limited companies, two (20%) are joint-
stock companies and one (10%) is a sole proprietorship. Four firms (40%) have operated for three to six
years, two (20%) for six years or more, two (20%) for one to three years and two (20%) for less than one
year. The sample is therefore not limited to idea-stage founders; it includes operating firms with an
established commercial history.

Profile indicator Validated survey result (n=10) Interpretation

Technology level 50% high tfechnology; 30% 80% of the sample self-identifies in high or
medium-high; 20% medium-low | medium-high technology categories.

Technology domain | 7 of 10 indicate software/IT | The sample is more digital/technology intensive
among their main technical | than the wider regional SME population.
areas

Primary target | 50% global; 50% national Internationalisation is a central growth ambition
market rather than a peripheral objective.
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Profile indicator Validated survey result (n=10) Interpretation
International Europe 6; Balkans/Middle East 5; | Europe is the most common destination, but
geographies Asia 5; South America 4; North | target geographies are diversified.

America 3; Africa 2

Operatinglocation | Among 9 valid location | Innovation infrastructure is already relevant to
responses: 5 in | part of the respondent base.
technopark/TEKMER settings; 4
independent premises

External support | 6 of 10 report no previous A majority of respondents have not yet
history external  investment, public | converted support awareness into funding
support or grant; 3 report  experience.
previous public R&D grant
support

4.2 Mapping Institutional Stakeholder Dynamics

The institutional stakeholder landscape in Corlu is composed of multiple public, academic, and business
support nodes. These enabling institutions represent the "supply side" of the ecosystem, providing
infrasfructure, regulatory guidance, and early-stage resources.

The institutional mapping indicates three primary layers of stakeholder activity:

4. Academic and Research Nodes: Primarily represented by Tekirdag Namik Kemal University, including
the Corlu Engineering Faculty and the Corlu Vocational School. These insfitutions provide the
foundational engineering talent, academic research pipelines, and laboratory infrastructure
necessary for fechnological validation. Over time, this academic support network is designed to
progressively expand fo integrate other prominent regional institutions, such as Trakya University
(Trakya University Portal) in Edirne and Kirklareli University (Kirklareli University Portal) in Kirklareli. Joint
coordination under the Trakya Universities Union (Trakya Universities Union Portal) will allow the program
to scale its technical talent pipeline, share advanced research infrastructure, and facilitate inter-
provincial academic spin-offs.

5. Technoparks and Incubators: Specifically NKU Teknopark (NKUTEK) and regional university interfaces.
These organizations act as the primary physical hubs for R&D-based startups, offering tax-exempt
workspaces, tfechnology fransfer office (TTO) support, and intellectual property evaluation.

6. Public and Business Support Networks: Comprising the Corlu Chamber of Commerce and Industry
(Corlu CCI), KOSGEB Tekirdag, Organize Industrial Zone (OSB) administrations, and regional
development organizations like TRAKYAKA. These stakeholders govern the regulatory environment,
administer public funding pathways, and connect startups fo corporate buyer networks.

The desktop analysis suggests that while these individual stakeholder nodes are active and possess
significant internal capabilities, their interactions are historically fransactional, presenting an opportunity
for a cenfralized coordinating entity.
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4.2.1 Institutional Survey Evidence

The 19 validated institutional responses cover public bodies, Organized Industrial Zone administrations,
enfrepreneurship and fechnology support organizations, business/industry actors and other regional
enabling institutions. The response set is more diverse than the entrepreneur sample and provides useful
supply-side evidence on what support already exists and where institutional capacity remains
fragmented.

Institutional capacity

indicator Result Implication

No direct entrepreneurship | 8 of 19 institutions A substantial share of the ecosystem

support programme participates indirectly rather than through a
dedicated enfrepreneurship service.

Grant/public support | 8 of 19 Funding navigation is one of the more

application guidance established support functions.

R&D / IP / licensing support 60of 19 Technical-commercialisation support exists
but is not universal.

Corporate/customer 60of 19 There is a base for industrial matching that

networking can be formalised.

Physical 50f19 Selected institutions can contribute tangible

office/lab/test/incubation assets to validation and pilot activities.

infrastructure

Professional 4 0f 19 Structured professional mentoring remains

mentoring/coaching/expert comparatively limited.

consultancy

Dedicated organisational | 9  operate  through | Institutional specialisation is heterogeneous.

structure general administration; 4
report no
enfrepreneurship
activity; 4 have

incubation/TTO-type
units; 2 report other
arrangements

Existing collaboration scores suggest that Corlu CCl is already the strongest common institutional interface
in the response set. On a four-point scale, collaboration with Corlu CCl and other professional
organisations averages 3.33/4, compared with 2.84 for national funding bodies, 2.83 for universities and
2.78 for OSBs/large industry. The overall depth of current enfrepreneurship/incubation activity is rated
2.78/4 and the professionalism/institutionalisation of current mentoring services 2.84/4. This indicates an
ecosystem with active components, but not yet a fully intfegrated and mature mentoring pathway.

Collaboration / maturity dimension Average score | Valid n

Corlu CCl and professional organisations 3.33/4 18
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Collaboration / maturity dimension Average score | Valid n
National funders (TUBITAK, KOSGEB, development agencies) 284/ 4 19
Universities and academic units 283/ 4 18
OSBs and large industrial firms 278 /4 18
Depth of current entrepreneurship/incubation activity 278/ 4 18
Professionalism/institutionalisation of existing mentoring 2.84/ 4 19

4.3 Baseline Needs and Mentoring Demands

The self-identified strategic requirements of local entrepreneurs reveal distinct capacity gaps that cannot
be resolved through generic classroom training. The baseline needs analysis highlights three primary areas
of demand:

Industrial Validation and Market Access: Founders in the Corlu industrial corridor require structured
pathways to deploy test pilots and proof-of-concept (PoC) projects within local manufacturing
plants. They face significant barriers in identifying corporate decision-makers and aligning their
solutions with actual factory-floor needs.

Regulatory and Standards Compliance: Due fo Tekirdagd's heavy export orientation, local startups
must comply with stringent international standards, including the EU Green Deal regulations,
fraceability requirements, and quality assurance certifications. Mentoring in these complex domains
is highly sought after fo ensure products are market-ready.

Funding and Grant Navigation: Enfrepreneurs require sophisticated guidance to navigate national
funding systems (such as KOSGEB and TUBITAK) and connect with external investment networks,
partficularly because the local presence of venture capital or structured angel groups is limited.

In terms of mentoring format preferences, the local ecosystem shows a strong demand for
mulfidisciplinary tfeam-mentoring structures (similar to global best practices) over traditional one-on-one
matches. Thisis driven by the complex, engineering-heavy nature of theirindustrial solutions, which require
concurrent expertise in tfechnical design, international sales, and intellectual property management.
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4.3.1 Enfrepreneur Growth Barriers, Funding Awareness and Mentoring Demand

The entrepreneur survey distinguishes clearly between technical capability and commercial scaling
constraints.  Technical product development, IP management and regulatory/environmental
compliance receive relatively low current barrier scores, while finance, capital access and intfernational
programme participation are substantially more important. This pattern is consistent with a respondent
group that is already technologically active but requires stronger commercialisation, financial and
internationalisation support.

Growth barrier (1 = not a barrier; 4 = serious barrier) Average SiC Sl

34
International grants and EU programmes 2.90 70%
Financial forecasting and cash-flow management 2.80 70%
Access to growth investment 2.80 70%
Customer and market access 2.40 40%
Export readiness / international tfrade 2.40 50%
Recruitment and human capital 2.40 50%
Access to national support programmes 2.40 40%
Intellectual property management 1.60 10%
Regulatory / environmental compliance 1.40 10%
Technical product development 1.30 10%

Funding awareness data reinforce this result. For infernational grant programmes such as Horizon Europe
and Digital Europe, six of nine valid responses report no knowledge and three report awareness without
application; no respondent reports successful use. KOSGEB awareness is higher, while TRAKYAKA is the
only support category in which respondents report successful participation (two of nine valid responses).
Six of ten respondents state that they have never received external investment, public support or a grant.
This suggests that the problem is not simply the existence of support instruments, but the ability to
understand, select, prepare for and successfully navigate them.

Mentoring demand is equally clear. All ten validated entrepreneur respondents report that they have
never previously received professional mentoring, coaching or institutional consultancy. Five prefer team
mentoring, three prefer peer mentoring and only two prefer a conventional one-to-one format. Eight of
ten prefer a regular meeting structure, while only two prefer contact solely in operational crises. The most
frequently requested mentor profiles are active exporters/international trade managers (6/10), finance
managers or investment advisers (6/10), regulatory/Green Deal specialists (5/10), software/digitalisation
specialists (3/10), production/technical experts (2/10) and IP/legal experts (2/10).
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4.4 Institutional Perceptions of Systemic Gaps and Preferred Mentoring
Architecture

Institutional respondents identify a closely related set of systemic constraints. Early-stage capital is rated
as the most severe gap, followed by the difficulty of testing technologies with local industry and accessing
international markets. The scores also show material, although somewhat lower, concern regarding
specialist mentor availability and the absence of a coordinated referral chain between institutions.

Systemic gap (1 = ineffective; 4 = seriously constraining) Average SiC Sl

34
Access to early-stage capital (angel / VC) 3.11 77 8%
Testing / PoC with local industrial firms 2.94 72.2%
Access to intfernational markets and export channels 2.83 72.2%
Access to qualified technical / functional mentors 2.67 55.6%
Inter-institutional coordination and entrepreneur referral chain 2.61 55.6%

Open-ended responses add an important qualitative layer: stakeholders repeatedly describe support as
project-based and institution-specific, and call for a confinuous coordination mechanism capable of
accompanying entrepreneurs from idea formation through investment, commercialisation and scale-up.
Recurrent themes include a shared mentor pool, clear institutional responsibilities, transparent matching,
regular moniforing, long-term programme continuity, investor access, pilof-production opportunifies,
better information provision and a common digital platform.

The preferred programme architecture is strongly non-traditional. Thirtfeen of 19 institutional respondents
(68.4%) prefer the proposed hybrid structure, five (26.3%) prefer team mentoring and one (5.3%) prefers
peer mentoring. Thus, 18 of 19 institutions (94.7%) favour either the hybrid model or multidisciplinary tfeam
mentoring. Insfitutional willingness to contribute is also tangible: 14 of 19 are prepared to support
programme promotion and calls, seven can provide mentors/experts, seven can refer their own
entrepreneur pipeline, and six can provide access to laboratory, testing or incubation infrastructure.

4.5 Synthesis of Demand-Side and Supply-Side Evidence

The value of the survey evidence lies primarily in the convergence between the two respondent groups.
Although the samples are limited, entrepreneur demand and institutional diagnosis point in the same
direction and reinforce the structural findings from the regional desktop analysis.
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Theme

Finance and

investment

Internationalisa
tion

Mentoring
capability

Industrial
validation

Coordination

Entrepreneur/start-up
evidence

Cash-flow and  growth
capital among the highest-
rated barriers; 6/10 have
never received
external/public support

EU/international
programmes are the
highest-rated barrier; 50%
target global markefts

10/10  report no  prior

professional mentoring; 80%
prefer team or peer formats

Commercial/market access
is a material challenge

Entrepreneurs need easier
routing fo finance, markefts
and support

Institutional evidence

Early-stage capital is the
highest-rated systemic gap
(3.11/4)

International market access
scores 2.83/4; 72.2% rate it 3-
4

Only 4/19 institutions provide
professional mentoring;

hybrid/team models are
stfrongly preferred
PoC/testing with local

industry scores 2.94/4; 72.2%
rate it 3-4

Open responses repeatedly

call for a single
coordination/referral
mechanism

5. Identification of Corlu Ecosystem Gaps

TURKIYE-EU
é;[)l R

Programme implication

Finance/investment
readiness and  funding
navigation must be core
specialist support areas.

Export mentors, international
networks and EU
programme guidance are
essential.

A sftructured mentor pool

and team-capable
matching model are
justified.

Corporate challenge
sourcing, Challenge Lab

and pilot protocols should
be operational programme
components.

Corlu CCI should serve as
the programme coordinator
and ecosystem front door.

The ecosystem gaps identified below are supported by three complementary evidence layers:
regional/desktop analysis, the validated entrepreneur and instifutional surveys, and international
benchmarking of operational support models in Padova. The survey evidence is indicative rather than
statistically representative, but it corroborates the principal structural gaps and helps prioritise their
practical implications.

5.1 Systemic Integration and Pathways Gaps

A primary ecosystem gap identified in the research is the lack of institutional integration. While there are
multiple support instruments—including KOSGEB establishment grants, TUBITAK R&D funding, university
incubators, and regional development training programs—they operate as fragmented silos.

There is no formalized, continuous pathway guiding a local innovator from early-stage ideation, through
university-level technical validation, to industrial pilot deployment, and eventually into national scale-up
programs. Founders are forced to navigate these institutional fransitions independently, which frequently
leads to strategic stagnation, resource depletion, and regional talent flight to larger metropolitan areas
like Istanbul or Izmir. This fragmentation indicates a clear need for a centralized orchestrator to integrate
these disparate services into a unified founder journey.
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Primary stakeholder evidence supports this diagnosis. While collaboration with Corlu CCl/professional
organisations is comparatively strong (3.33/4), institutional open responses repeatedly identify the
absence of a confinuous referral and coordination mechanism as a key weakness. The survey also shows
that only a minority of institutions operate dedicated incubation/TTO-type structures, while most
enfrepreneurship-related activity is handled through general administrative channels. This creates a
stfrong case for a common front door, shared mentor pool and formal referral pathways.

5.2 Technology Transition Bottlenecks

The regional economy exhibits a classic technological bottleneck characterized by a "missing top" in the
export value chain. While Tekirdag is highly competitive in medium-high technology manufacturing and
process engineering, the share of frontier high-technology exports remains very minimal. This is
compounded by two distinct boftlenecks:

e The Academic-Corporate Commercialization Gap: A significant porfion of regional R&D and
patenting activity remains confined to academic institutions and laboratory settings. There are few
active mechanisms designed to spin these patents out into viable, market-facing commercial
enferprises.

e Industrial Pilot (PoC) Blockages: Early-stage startups struggle to secure testing sites within surrounding
Organized Industrial Zones (OSBs). Large-scale manufacturers often perceive collaborating with
local startups as a high-risk operational disruption due to a lack of structured matchmaking
frameworks and standardized legal tfemplates.

This technology transition gap means that regional industry operates primarily as a high-volume
manufacturing base rather than an active creator of novel technology, limiting long-term
competitiveness under emerging digital and green fransition constraints.

The instfitutional survey gives direct quantitative support to the industrial-validation diagnosis: the difficulty
of testing technologies or implementing PoC activities with local industrial firms scores 2.94/4, and 72.2%
of valid respondents rate it as a significant or serious constraint. This suggests that access to factories,
data, technical owners and confrolled pilot environments is not a secondary service but a core
ecosystem function.

5.3 Mentor Pool Profiles Gaps

Traditional entrepreneurship mentoring programs typically recruit mentors from a generic pool of startup
founders, early-stage angel investors, and marketing executives. However, in an industry-heavy corridor
like Corlu, this standard profile is inadequate.

The research reveals a significant deficit in mentors possessing specialized, industrial expertise:

e Process and Production Engineers: Lived experience in factory-floor optimization, machine
retrofitting, and industrial automation is highly underrepresented in the existing mentor networks.

e Regulatory and Environmental Compliance Officers: Mentors who understand the practical
mechanics of the EU Green Deal, carbon auditing, and international quality certifications are
scarce.

e Specidlized B2B Export Managers: The ecosystem lacks mentors with established connections to
international corporate supply chains and global industrial distribution networks.
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To resolve this gap, the program must design a recruitment strategy that targets senior plant managers,
R&D directors from local corporate centers, and university applied-research faculty. Furthermore,
because the local startup ecosystem is in a developmental phase compared to mature metropolitan
centers, the program must actively bridge this deficit by leveraging the much more developed
ecosystem of Istanbul. Integrating experienced starfup mentors, angel investors, and venture capitalists
(VCs) from the Istanbul ecosystem is an indispensable strategic requirement. This metropolitan linkage
should be utilized at least until a robust, local mentor base has been successfully established and
formalized in Corlu, and should continue even after that to maintain a permanent pipeline fo external
venture capital, advanced commercialization expertise, and scaling networks.

The entrepreneur survey also nuances the required mentor profile. Active exporters/international trade
managers and finance/investment specialists are the two most requested profiles (6/10 each), followed
by regulatory/Green Deal specialists (5/10). Technical production, software, IP/legal and academic
expertise remain relevant, but the evidence indicates that the mentor pool must combine industrial know-
how with commercial, financial, regulatory and international scaling capability. The fact that none of the
ten entrepreneur respondents has previously used professional mentoring further strengthens the need for
structured onboarding and expectation management.

5.4 Proposed Dual-Track Portfolio Model (Ecosystem Alignment)

To address the diverse capabilities and distinct needs of the regional economy, the program should reject
a single, one-size-fits-all mentoring design in favor of a bifurcated Dual-Track Porifolio Model. This model
ensures that resources are allocated based on the maturity and technological complexity of the
parficipating firms:

Dual-Track Portfolio Model

Diagnostic
Intake

1
| |

Traditional SME Track High-Tech Startup Track

« Management Optimization « Socratic Customer Discovery

Shared \

« Export-Readiness

Prototyping & Proving (PoC)

Process Digitalization

Intelectual Property (IP)
Supply-Chain Alignment « National/EU Grant Linkages

3. The Traditional SME Improvement Pathway: This track serves established small businesses, family firms,
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and supplier enterprises aiming to optimize existing operations. The mentoring focus is pragmatic
and operational: improving management structures, achieving export-readiness, implementing
standard digitalization tools, and aligning with global supplier requirements.

4. The High-Tech Scaling Pathway: This frack selectively serves technology-oriented, innovation-led
ventures and university spin-offs. The mentoring focus is highly specialized: Socratic customer
discovery in local industry, prototyping, intellectual property strategy, regulatory navigation, and
building direct bridges to national funding programs (such as TUBITAK BIGG and KOSGEB Advanced
Entrepreneur support) and external venture capital networks.

By deploying this dual-tfrack model, Corlu CCl can maximize ecosystem impact, ensuring that traditional
SMEs receive the practical operational support they need, while high-potential tech startups are provided
with the specialized resources required to scale.
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The preferred mentoring formats support a differentiated rather than one-size-fits-all architecture. Among
enfrepreneurs, 50% prefer team mentoring and 30% peer mentoring; among institutions, 68.4% prefer the
hybrid model and 26.3% team mentoring. This convergence supports a portfolio in which traditional SMEs
can receive focused one-to-one support where appropriate, while technology ventures can draw on
mulfidisciplinary mentor teames, specialist clinics and challenge-based support.
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5.5 International Benchmarking Implications for the Identified Gaps

The Padova/Galileo/StartCube examples do not replace the local diagnosis; they provide tested
operatfing mechanisms for addressing it. The strongest fransfer lesson is that an ecosystem intermediary
should combine validation, education, tailored specialist support and network access rather than
freating mentoring as isolated meetings. The international examples also demonstrate the value of real
corporate challenges, multidisciplinary tfeams, investor-readiness gates and a safe environment for rapid
iteration.

Local gap Re.lev.ant MESHEENCL  C2EEiE Recommended Corlu response
principle
Fragmented support | Validation + educatfion + tailor- | Single infake, diagnostic routing, specialist
journey made support + network as an | packages and institutional referral chain
integrated pathway coordinated by Corlu CCI.
Weak validation | Problem-first, evidence-over- | Common validation sprint with explicit
discipline opinion, rapid iteration and pivot evidence and continue/re-test/pivot

Industrial PoC barriers

Funding/investor
access

Generic
packages

Sustainability fransition

support

Contamination Lab: real corporate
challenges + mulfidisciplinary tfeams
+ experiential learning

Investor Kit and acceleration
pathway before Pitch Day

Modular, flexible programmes
tailored to venture stage

People-Profit-Planet integrated into
marketing, operations and financial
analysis

EURK CHAMBRES

decision gates.

Challenge briefs, multidisciplinary
Challenge Lab option, controlled pilot
scope and company problem owners.

Investment/funding readiness package,
document review, pitch rehearsal and
next-stage referral.

Secondary development packages
chosen according fo maturity and
required deliverable.

Sustainability  business-case  package
linked to commercial and operational
decisions.
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6. Recommendations for the Local Mentorship Model

The recommendations below preserve the core Dual-Track Portfolio Model and partnership architecture
identified in the regional diagnosis, while specifying the operating mechanisms required to convert those
recommendations info a measurable programme. Local survey evidence and infernational
benchmarking are used as complementary design inputs.

6.1 Customizing the Dual-Track Portfolio Model

The implementation of the Dual-Track Portfolio Model must be customized to leverage Corlu's unique
socioeconomic assets. The shared diagnostic intake should ufilize structured questionnaire profiles to
route applicants to the appropriate pathway.

For the SME Pathway, the Chamber should mobilize experienced business leaders and export managers
from its own corporate registry to serve as mentors, focusing on immediate commercial performance.

For the High-Tech Pathway, the Chamber should partner with academic faculties and technopark
managers to form highly specialized advisory teams. This customization ensures that the program does
not duplicate existing generic business training, but functions as a fargeted intervention matching the
actual industrial demand of the Tekirdag region.

All admitted participants should begin from a common evidence-based validation sprint before entering
the full mentoring period. The sprint should not replace mentoring; it should establish a shared working
standard and produce the first testable outputs: a clear problem statement, defined customer, one-
senfence value proposition, an initial Business Model Canvas, critical assumptions, a first
market/competitor view, a validation experiment plan and ?0-day development priorities. Preliminary
pathway decisions from infake can then be confirmed or refined, and a secondary development
package can be selected according to the evidence produced.

¢ Early-Stage Validation Package

* Business Model and Go-to-Market Package

* Investment and Funding Readiness Package

* Design, Brand and Customer Experience Package

» Corporate Pilot and Challenge Lab Package

* SME Transformation and Institutionalisation Package

* Sustainability Business-Case Package

6.2 Designing the Partnership Architecture

To build a sustainable program, Corlu CCl must formalize relationships with regional enabling nodes
through a structured, multi-lateral partnership architecture:
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e The Chamber-University-Technopark Operating Protocol: A formal agreement should be established
with Tekirdad Namik Kemal University, NKU Teknopark, and the university's patent/licensing
coordination office. This protocol will govern the referral pipeline (sourcing R&D-heavy startup feams)
and grant mutually beneficial access to university laboratories, testing equipment, and academic
expertise. Over time, this partnership architecture is designed to progressively incorporate the
academic networks, incubator hubs, and technopark ecosystems of Trakya University and Kirklareli
University. Scaling this protocol to a unified, mulfi-university regional model will expand the available
mentor pool, offer co-incubation pathways, and facilitate shared access fo advanced testing
infrastructure across the broader Thracian industrial corridor.

e The Metropolitan Mentor and Venture Capital Bridging Protocol: To compensate for the nascent state
of the local venture ecosystem, Corlu CCI should establish formal pathways to connect with
established angel networks, venture capital funds, and specialized startup mentors based in Istanbul.
This bridge is designed to inject seasoned venture coaching and investment-readiness feedback
info the local pipeline. This external intfegration must be maintained as a primary program
component at least until a sustainable, local mentor capacity is built within the Thracian corridor,
and should persist as a permanent network feature thereafter to prevent regional insularity and
facilitate national scale-up opportunities.

e The Industrial Challenge Sourcing Protocol: The Chamber should establish a formal network with
surrounding Organized Industrial Zone (OSB) administrations and leading export manufacturers.
These corporate actors will parficipate as "challenge owners," defining actual industrial problems
(e.g., wastewater management, energy efficiency, production line bottlenecks) for which local
startups can develop and deploy mentored proof-of-concept solutions.

e National Funding Bridges: The program should establish cooperative channels with KOSGEB Tekirdag
and authorized TUBITAK 1601 BIGG+ interfaces. By aligning the mentorship curriculum with public
funding requirements, the program can systematically prepare local founders to secure non-dilufive
R&D grants and investment-based pre-seed funding.

For selected industrial problems, the Industrial Challenge Sourcing Protocol should support a Challenge
Lab option. A participating company should provide a structured challenge brief, a named problem
owner, relevant data/access conditions and agreed confidentiality boundaries. Corlu CCl can then
assemble an appropriate ventfure, mentor, technical expert and—where useful—additional
mulfidisciplinary confributors. Each assignment should define a measurable deliverable, interim review
points and a clear decision on whether the concept proceeds to a pilot or commercial discussion.

6.3 Standardizing Mentor Quality and Training

To guarantee the professional and psychological safety of the program, Corlu CCl must implement a
quality assurance and training framework for its recruited mentor pool:

e EMCC Competency Alignment: The mentor fraining curriculum must be structured around the eight
European Mentoring and Coaching Council (EMCC) core competencies. This ensures that mentors
understand how to manage the relational confract, build frust, and maintain professional
boundaries without creating dependencies.

e The Techstars Socratic Doctrine: Recruited mentors must be trained to employ Socratic questioning
rather than prescriptive commands, forcing founders to build their own analytical capabilities.
Mentors must be taught to clearly separate objective market facts from personal, historical opinions.

e Strict Ethical Contracting Rules: Adapting the MIT Venture Mentoring Service (VMS) ethical standards,
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the program must mandate that all mentors sign conflict-of-interest prohibitions. Mentors must be
strictly barred from acquiring equity, investing in, or acting as paid consultants for the ventures they
mentor during their active termin the program. This preserves the absolute neutrality and objectivity
of the guidance.

Mentor orientation should also include evidence and focus discipline. Mentors should distinguish an
assumption from validated evidence, challenge founders to narrow customer and value propositions,
require follow-up tests where evidence is weak, and tfreat a justified pivot as a successful learning
outcome rather than failure. This role is especially important in the technology pathway, where technical
sophistication can otherwise obscure weak customer or commercial validation.

6.4 Recommended Operational Timeline and KPI Framework

The local mentorship programme should be implemented through three overlapping cohorts. Each
cohort includes a two-month call/application period, a two-month assessment and mentor-matching
period, and a six-month mentoring period. Overlap is intentional: when one cohort enters mentoring, the
next cohort begins applications, allowing Corlu CCI to distribute workload, reuse mentor capacity and
transfer operational learning between cohorts.

6. The Set-Up and First Infake Phase (Months 1-4): Months 1-2 combine the first cohort call/application
process with final programme-team preparation, partnership arrangements, mentor recruitment
standards and KVKK/GDPR workflows. Months 3-4 cover eligibility screening, scoring, interviews,
baseline diagnosis and mentor matching for Cohort 1.

7. Cohort 1 Mentoring and Cohort 2 Intake (Months 5-10): Cohort 1 enters the common validation sprint
and six-month mentoring period in Months 5-10. At the same time, Cohort 2 applications are
collected in Months 5-6 and evaluated/matched in Months 7-8; Cohort 2 mentoring begins in Month
9.

8. Cohort 2 Mentoring and Cohort 3 Intake (Months 9-14): Cohort 2 continues mentoring through
Month 14. Cohort 3 applications are collected in Months 9-10, evaluated and matched in Months
11-12, and the six-month mentoring cycle starts in Month 13.

9. Cohort 3 Mentoring and Main Programme Completion (Months 13-18): Cohort 3 mentoring runs
through Month 18. Each cohortincludes structured mentor meetings, group sessions/specialist clinics,
midpointreview, relevant Challenge Lab/pilot/funding/market referrals, and a final Demo Day/next-
stage decision gate.

10. Longitudinal Follow-up and Institutional Learning: Each cohort is followed at six and twelve months
after completion. For an 18-month main implementation calendar, indicative follow-up points are
Months 16 and 22 for Cohort 1, Months 20 and 26 for Cohort 2, and Months 24 and 30 for Cohort 3.
Learning from completed stages is fed into the overlapping cohorts without inferrupting
implementation.

Cohort Application Assess.meni & Mentoring 6-month follow- 12-month
matching up follow-up
Cohort 1 Months 1-2 Months 3-4 Months 5-10 Month 16 Month 22
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Cohort Application Assess'meni & Mentoring 6-month follow- 12-month

matching up follow-up
Cohort 2 Months 5-6 Months 7-8 Months 9-14 Month 20 Month 26
Cohort 3 Months 9-10 | Months 11-12 Months 13-18 | Month 24 Month 30

The recommended implementation scale is 105 participating businesses/ventures across three cohorts:
60 technology and innovation-oriented start-ups/entrepreneurs and 45 traditional SMEs/enterprises,
corresponding to 20 start-ups/entrepreneurs and 15 SMEs per cohort. The programme should maintain
the target that at least 30% of the 60 start-up/entrepreneur participants meet the programme definition
of a women entrepreneur, equivalent to at least 18 ventures in total and at least six per cohort.

Selected programme KPI

Total applications

Admitted enterprises / ventures

Technology & innovation start-ups / enfrepreneurs
Traditional SMEs / enterprises

Cohorts

Women-entrepreneur start-ups / ventures

Active mentors

Programme completion

Corporate customer / pilot infroductions
Pilot / prototype activities
KOSGEB/TUBITAK/other funding applications
Participant satisfaction

12-month progression/survival

Recommended target

At least 130; preferably 130-
160

105

60

45

3 x 35 participants

At least 18 (minimum 6 per
cohort)

20-30
>80%
215
5-10
8-15
280%
260%

To monitor program performance and maintain alignment with the "TEBD Il Innovation Start-up Ecosystem
Project”, progress must be fracked against qualitative performance indicators. These indicators must
measure ecosystem integration, including:

e The volume of applications received and the successful segmentation rate into the SME and High-
Tech pathways.
e The size, activity, and diversity of the recruited mentor pool, including the average number of
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structured meetings completed per team.

e The share of women-led or co-led startup teams admitted to the program, in coordination with the
project's Gender Equality Expert.

e The volume of corporate-startup matches established, resulting in active proof-of-concept (PoC)
industrial pilots.

e The number of startups successfully guided to submit high-quality funding applications to TUBITAK
and KOSGEB programes.

e Parficipant satisfaction rates and the longitudinal progression and survival rates of the participating
ventures.

TORKIYE CUMHURIYET!
DISISLERI BAKANLIGI
AVRUPA BIRLIGI BASKANLIGI

EUROCHAMBRES Dol SN (

RIS il futuro a portata di impresa

[
MINISTRY OF FOREIGN AFFAL
DIRECTORATE FOR EUAFFAIRS



( x ol
* *
* 4 x .
@DI e

Funded by
the European Union

6.5 Evidence-Based Validation, Challenge Lab and Next-Stage Decision
Gates

A mentoring programme in Corlu should not rely on meeting frequency alone. Each participant should
be expected to produce evidence and tangible outputs that allow the mentor and programme team
to decide whether to continue, re-test an assumption, pivot, infroduce a specialist, open a corporate-
pilot route, or prepare the venture for funding and investment. The following mechanisms operationalise
this principle within the existing Dual-Track Portfolio Model:

Common Validation Sprint: a short, infensive entry sequence covering Problem-Customer-Value,
Market-Competitors—Position and Business Model-Numbers-Go-to-Market, followed by evidence
review.

Versioned Business Model Canvas and validation records: assumptions, evidence source, test result
and continue/re-test/pivot decisions should be documented rather than discussed informailly.

Customer Journey and Golden Circle tools: used selectively to strengthen customer-touchpoint
analysis, go-to-market design and clarity of purpose/value proposition.

Challenge Lab: a controlled multidisciplinary option for selected corporate challenges, with a
company problem owner, measurable brief, technical/commercial assumpftions, interim review and
pilot decision.

Demo/Pitch Day: an end-of-cohort assessment gate where evidence, business model, financial
realism, market position and implementation readiness are reviewed and the next support pathway is
determined.

Sustainability Business Case: green-transition mentoring should connect social/environmental
outcomes with marketing, operational practices, costs, benefits, risks and commercial viability.
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7. Appendices

The appendices summarise the primary data instruments, the validated response base and the principal
sources used in the desktop and international benchmarking analysis. Raw respondent-level data are not
reproduced in order to protect confidentiality.

Appendix A: Quantitative Survey Questionnaires Overview

The research design relies on two distinct quantitative diagnostic tools developed in alignment with
national standards:

3. The Entrepreneur and Startup Survey Questionnaire (28 Questions)
4. The Institutional Stakeholder Survey Questionnaire (20 Questions)

Appendix A.1: Final Survey Response Base, Cleaning and Interpretation

The primary survey campaign generated 33 raw submissions. In accordance with the data-cleaning
approach agreed for finalisation of the Needs Analysis, the first two entrepreneur/start-up submissions
were treated as test entries and excluded. In the institutional dataseft, the first submission was an obvious
test entry and was excluded; one additional institutional submission explicitly declined KVKK/GDPR
processing consent and was therefore not analysed. No further institutional response was removed
because the remaining records could not be reliably classified as test data. The validated evidence base
therefore consists of 10 entrepreneur/start-up responses and 19 institutional stakeholder responses.

Survey instrument erieflel wa. . Excluded Uelieize) el E
target submissions n coverage

Entrepreneur / Start-| 60 12 2 test entries 10 16.7%

up Survey

Institutional 50 21 1 fest + 1 non- 19 38.0%

Stakeholder Survey consenting response

Total 110 33 4 records 29 26.4%

Because the achieved sample is below the original quantitative target, the results are interpreted as
indicative and exploratory stakeholder evidence rather than a stafistically representative estimate of the
entire Corlu/Trakya entrepreneurship population. Percentages below therefore describe the validated
respondents only. For multi-select questions, percentages may sum to more than 100%. Open-ended
qguestions are reported as thematic syntheses, and personal names are not reproduced in accordance
with data-minimisation principles.

Appendix A.2: Entrepreneur and Start-up Survey —Detailed Question-by-Question Results

Validated analytical base: n = 10 entrepreneur/start-up responses.

Q. Legal structure

Response n %

Limited company (Ltd.) 7 70.0%
Joint-stock company (A.S.) 2 20.0%
Sole proprietorship 1 10.0%
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Q2. Primary technology / technical expertise (multi-select)

Technology / expertise Selections zspon deni:f
Software development / IT services (SaaS, mobile, cloud) 7 70.0%
Al, deep learning and big-data analyftics 2 20.0%
loT-based smartHlock systems (write-in) 1 10.0%
Digital fransformation / loT 1 10.0%
Hardware design, embedded systems and microelectronics 1 10.0%
Smart-lock systems (write-in) 1 10.0%
Robotics, automation and mechatronics 1 10.0%
Sustainability / green technology / clean energy 1 10.0%
Q3. Primary target sector / vertical market
Target sector n T
Direct consumer (B2C) / retail and frade 4 40.0%
Sector-independent / horizontal solutions 2 20.0%
Saglik Teknoloijileri 1 10.0%
Finance 1 10.0%
Medikal cihaz,donanim ve yedek parca ekosistem ilefisim adi. | 1 10.0%
Energy efficiency, waste management and green fransition | 1 10.0%
services
Q4. Operating age
Operating age n %
3-6 years 4 40.0%
Less than 1 year 2 20.0%
6 years or more 2 20.0%
1-3 years 2 20.0%
Q5. Technology intensity
Technology level n %
High technology 5 50.0%
Medium-high technology 3 30.0%
Medium-low technology 2 20.0%
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Q6. Priority market

Priority market n
Global / international market 5
National market (TUrkiye) 5

QY. Priority international geographies (mulfi-select; valid n =9)
Geography Selections

Europe

Balkans and Middle East
Asia

South America

North America

N | W N OO O

Africa
Developed and developing countries (write-in) 1

Q8. Primary physical operating location

Location n
Independent office / workshop / facility 4
TEKMER 3
Technopark / Technology Development Zone 2

One response did not provide a location; therefore valid n = 9 for this question.
Q9. Gender distribution in management

Management-team description n
Management team predominantly male (>75%) 4
Approximately gender-balanced management team 4

Currently managed by a single founder 2

@DI

%
50.0%
50.0%

% of valid
responses

66.7%
55.6%
55.6%
44 4%
33.3%
22.2%
11.1%

% of valid
responses

44.4%
33.3%
22.2%

Yo

40.0%
40.0%
20.0%

TURKIYE-EU
BUSINESS]
DIALOGUE

This question does not directly establish the programme definition of a women entrepreneur (female
founder, majority female ownership, or female-led enterprise); it is therefore reported only as

management-team composition.
Q0. Investment/support history and future financing needs (multi-select)

Response option Selections
No external investment, public support or grant received to 6

date

Previously received public R&D grant/support 3
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Response option

Selections

Currently needs public grant/support for R&D and product 2

development

Currently reports no need for external investment/public grant | 1

Currently needs external equity investment for growth

Q11-Q20. Growth barriers and operational challenges
Scale: 1 = not a barrier, 2 = slight barrier, 3 = significant barrier, 4 = serious barrier. Distribution is shown as

countsfor1/2/3/A4.

Barrier

Teknik Urin Gelistirme zorluklari

Fikri MUlkiyet Yonetimi zorluklar

Mevzuat ve Cevre Uyumu zorluklar

MuUsteri ve Pazara Erisim zorluklar

inracata Hazrlik ve Uluslararasi Ticaret zorluklarn | 2.40

Finansal Ongdri ve Nakit Akisi zorluklar

BUyUme Yatinmlarina Erisim zorluklarn

ise Aim ve Beseri Sermaye zorluklarn

Ulusal Destek Programlarina Erisim zorluklar

Uluslararasi Hibe ve AB Programlarina Kafillim | 2.90

zorluklar

Q21. Awareness and use of support programmes

Programme

KOSGEB Advanced Entfrepreneur
Programme

TUBITAK BIGG+
TRAKY AKA regional initiatives

University incubation programmes

International grant programmes
(Horizon Europe / Digital Europe /
Erasmus+)

No
knowledge

0

o~ AN W

Mean /4 ?}s;i;;txﬁon
1.30 8/1/1/0
1.60 6/3/0/1
1.40 7/2/1/0
2.40 2/4/2/2
4/1/2/3
2.80 2/1/4/3
2.80 3/0/3/4
2.40 3/2/3/2
2.40 2/4/2/2
2/1/3/4
Aware, not AR
- not
SlpplEe accepted
8 1
4 1
4 1
5 0
3 0

1

Applied &
benefited

0

o O N O
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Scoring 34

1 (10.0%)
1 (10.0%)
1 (10.0%)
4 (40.0%)
5 (50.0%)
7 (70.0%)
7 (70.0%)
5 (50.0%)
4 (40.0%)
7 (70.0%)
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Q22. Previous professional mentoring/coaching/consultancy
Response n A
No prior professional mentoring/coaching/consultancy 10 100.0%

Q23. Provider and duration of previous service

Not applicable: all 10 validated respondents reported no  previous  professional
mentoring/coaching/consultancy service, and no provider/duration data were supplied.

Q24. Preferred mentor-contact frequency

Preferred frequency n A
Every two weeks 3 30.0%
More than once per week 3 30.0%
Once per week 2 20.0%
On demand / only during operational crises 2 20.0%
Q25. Preferred mentoring structure
Mentoring structure n %
Team menftoring (fixed mulfidisciplinary mentor team) 5 50.0%
Peer mentoring (structured founder roundtables) 3 30.0%
Tradifional one-to-one mentoring 2 20.0%
Q26. Preferred mentor professional backgrounds (multi-select)
Mentor profile Selections Zoaspon dent:f
Active exporters / international frade managers 6 60.0%
Finance managers / investment advisers 6 60.0%
Regulatory / EU Green Deal compliance specialists 5 50.0%
Software architects / digitalisation advisers 3 30.0%
Technical engineers / production specialists 2 20.0%
IP / legal specialists 2 20.0%
Academic researchers / university representatives 1 10.0%

Q27. Open-ended expectations and practical suggestions

Three of the 10 respondents provided an open-ended answer. Their responses converge on: (i) access to
finance, (ii) export and market-access guidance, (ii) support/grant navigation and marketing channels,
and (iv) maintaining sustainable growth and learning outcomes as the programme focus. Seven
respondents left this item blank.

Q28. KVKK/GDPR processing consent

Response n %

Consent given 10 100.0%
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Appendix A.3: Institutional Stakeholder Survey — Detailed Question-by-Question Results
Validated analytical base: n = 19 institutional stakeholder responses.

Q. Institutions represented
Institution / organisation
CORLU 1 ORGANIZE SANAYi BOLGESI
CORLU BELEDIYE BASKANLIGI
Trakya Tekmer
KOSGEB TEKIRDAG MUDURLUGU
Tekirdad Sanayi ve Teknoloji il MUAUNGGU
ERGENE 1 OSB
Trakya Kalkinma Ajansi
TUrkiye Is Kurumu
TOBB TEKIRDAG GENC GIRISIMCILER KURULU
Tekirdag Namik Kemal Universitesi Corlu MUhendislik Fakiltesi
corlu is insanlan ve sanayiciler dernegi
VELIMESE ORGANIZE SANAYi BOLGESI
Trakya Avrupa Birligi Is Gelistirme Merkezi AS.
TURK STANDARDLARI ENSTITUSU Tekirdag ithalat MUdUrogu
TUrk Eximbank Corlu Subesi
CORLU KENT KONSEYi
S.S.CORLU KOORDINE SANAYi SITESI ISLETME KOOPERATIFi
Namik Kemal Universitesi Teknoloji Gelistirme Bolgesi Yénetici A.S
Tekirdad Namik Kemal Universitesi Corlu-TEKIRDAG

Q2-Q3. Representative name and role/title

Representative names and fitles were collected for survey administration and validation. They are not
reproduced in the analytical appendix in line with data-minimisation principles. Institutional-level results
are reported by organisation and stakeholder category.

Q4. Institutional category

Category n %
Local public body / municipality / development agency office | 4 21.1%
Other 4 21.1%
Organised Industrial Zone (OSB) management 3 15.8%
NGO / business association / professional chamber 3 15.8%
Technopark / TTO management 2 10.5%
[
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Category n Y
University / academic or research unit 2 10.5%
Financial instifution / investment network 1 5.3%

Q5. Direct support services (mulfi-select)

Service / response Selections % _— i
institutions
No direct entrepreneurship support programme 8 42.1%
Grant/public-support application guidance 8 42.1%
R&D, patent, IP and licensing support 6 31.6%
Corporate / industrial / customer matchmaking and 6 31.6%
networking
Physical office/lab/shared infrastructure 5 26.3%
Business, finance, marketing or export fraining 5 26.3%
Professional mentoring/coaching/expert consultancy 4 21.1%
Direct funding / seed capital / angel-investment referral 3 15.8%
Export credit and insurance services 1 5.3%
Other write-in: ecosystem coordination / joint-project support | 1 5.3%
Other write-in: small industrial site cooperative role 1 5.3%
Q6. Dedicated entrepreneurship/starf-up/industry—university unit

Institutional arrangement n %

No dedicated unit; activities handled through general 9 47 A%

administration

No entrepreneurship activity in institutional mandate 4 21.1%

Dedicated incubation/pre-incubation or accelerator 2 10.5%

Dedicated TTO or project-coordination unit 2 10.5%

Other: industry-academia cooperatfion facilitated by |1 5.3%

provincial directorate

Other: model-factory initiative under development 1 5.3%

QY. Existing collaboration and integration with regional stakeholders
Scale: 1 = weak, 4 = very good / continuous cooperation. Distribution shown as counts for1/2/ 3/ 4.

. . . . Distribution
Collaboration dimension Mean /4 Validn 1/2/3/4
Universities / academic units 2.83 18 1/4/10/3
OSBs and large industrial companies 2.78 18 1/6/7/4
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Collaboration dimension Mean/4 Validn IID}szi;i:sI:;:ﬁon
Corlu CCl and other professional organisations 3.33 18 0/3/6/9
National funders (TUBITAK, KOSGEB, Development | 2.84 19 1/4/11/3
Agencies)
Q8. Overall depth of existing entrepreneurship support/incubation actfivities
Average score: 2.78 / 4 (valid n = 18).
Score n % of valid responses
1 1 5.6%
2 5 27 .8%
3 9 50.0%
4 3 16.7%
Q9. Professionalisation of existing mentoring services
Average score: 2.84 / 4 (validn =19).
Score n % of valid responses
1 0 0.0%
2 6 31.6%
3 10 52.6%
4 3 15.8%

Q0. Most effective existing entfrepreneurship / mentoring programmes (open-ended)

Ten instifutions supplied a substantive open-ended answer. The following table counts explicit mentions;
a response could mention more than one instifution/programme.

Programme / institution mentioned Mentions ‘.«Z’Jbsic‘mﬁveOf
answers
KOSGEB 6 60.0%
Trakya Development Agency 5 50.0%
Trakya TEKMER 2 20.0%
Trakya ABIGEM 2 20.0%
TUBITAK 2 20.0%
NKUTEK / Technopark 1 10.0%
Corlu CCI / TOBB Young Entrepreneurs 1 10.0%
Enterprise Europe Network (EEN) 1 10.0%

QI1. Systemic gaps constraining sustainable entrepreneurial growth
Scale: 1 = ineffective, 4 = seriously influential. Distribution shown as countsfor1/2/3/ 4.
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Distribution

Systemic gap Mean /4 1/2/3/4 Scoring 3-4
Nitelikli Teknik / Fonksiyonel Mentor bulma | 2.67 0/8/8/2 10 (55.6%)
zorlugu

Erken Asama Sermayeye 3.11 1/3/7/7 14 (77.8%)
Gelistirilen Teknolojileri Yerel Sanayi Firmalarnda | 2.94 2/3/7/6 13 (72.2%)
Test Etme / Pilot Uygulama

Uluslararasi Pazarlara ve ihracat Kanallarna  2.83 0/5/11/2 13 (72.2%)
erisim zorlugu

Kurumlarin Kendi Arasindaki Koordinasyon ve | 2.61 2/6/7/3 10 (55.6%)

‘Girisimci Yonlendirme Zinciri' eksikligi

Q2. Primary systemic gap to be addressed (open-ended)

Thirteen institutions provided substantive comments. Responses were coded thematically; themes
overlap where a response addressed more than one gap.

Yo of
Theme Mentions | substantive
answers
Finance / early-stage capital 6 46.2%
Coordination / referral / integrated support 5 38.5%
Qualified mentors / mentoring capacity 4 30.8%
Pilot / market / commercialisation access 4 30.8%
Information / awareness 2 15.4%
Q3. Preferred structure for the Corlu CCl mentoring programme
Preferred structure n %
Hybrid mentoring (one-to-one for SMEs; team mentoring for 13 68.4%
technology teams)
Team mentoring (3—-4 multidisciplinary mentors) 5 26.3%
Peer mentoring 1 5.3%
Q4. Institutional contributions available to the mentoring system (multi-select)
Contribution Selections % —_—— CJ
institutions
Support  programme  promotion, calls and regional | 14 73.7%
dissemination
Make institutional experts/academics available as mentors 7 36.8%
Refer supported entrepreneurs to the programme (pipeline) 7 36.8%
Provide access to laboratory/test/incubation infrastructure 6 31.6%
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Contribution

Other write-in: municipal venues, joint events and ecosystem

coordination

Other write-in: support industry-cooperation activities when

needed

Other write-in: promote calls to cooperative members

Selections

1

1

1

TURKIYE-EU
EBDI Bl BEEEN
BIAL0&0E

Yo of
institutions
5.3%

5.3%

5.3%

Q5. Practical actions for stronger institutional cooperation and sustainable impact (open-ended)
Twelve institutions supplied substantive suggestions. Thematic coding is non-exclusive.

Theme

Training / networking / experience sharing
Governance / coordination / clear roles
Communication / awareness / outreach
Mentor pool / matching / mentor quality
Monitoring / impact / continuous improvement
Long-term sustainability / financing

Digital platform / process management

Q16. KVKK/GDPR processing consent

Mentions

N W AN N N O

T of
substantive
answers

41.7%
33.3%
33.3%
33.3%
25.0%
16.7%
8.3%

Of the 21 raw insfitutional submissions, 20 gave consent and one explicitly declined. The non-consenting
response was excluded from substantive analysis. After removing the additional test record, all 19
responses in the validated institutional dataset are consented records.

Validated dataset status

Consent given and included
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19

CAMERA DI COMMERCIO
PAI

T E CUN
§ N
AVRUPA
Lo
DOVA '
il futuro a portata di impresa *
Tew

Yo
100.0%

*ex* |




Funded by
the European Union

Appendix A.4: Cross-Survey Convergence

Theme

Finance
investment

Internationalisation

Mentoring gap

Mentoring model

Industrial
validation
ecosystem bridge

Coordination

/

EURK CHAMBRES

Entrepreneur evidence

Cash-flow and growth-investment
barriers both average 2.80/4; 60%
had received no  external
investment/public support/grant.

International/EU programme
participation is the highest-rated
entrepreneur barrier (2.90/4); 6 of 9
valid responses had no knowledge
of international grant programmes.

10/10 respondents reported no
prior professional
mentoring/coaching/consultancy.

50% prefer team mentoring and
30% peer mentoring.

Market access and commercial
scaling needs are more prominent
than technical-development
barriers.

Not measured directly as a
standalone entrepreneur item.

Institutional evidence

Early-stage capital is the
highest-rated systemic gap
(3.11/4).

International market/export-
channel access averages
2.83/4 as a systemic gap.

Only 4/19 institutions
reported professional
mentoring/coaching/expert
consultancy as a current

direct service.

68.4% prefer the hybrid
model and 26.3% team
mentoring.

PoC/pilot access in local
industry averages 2.94/4;
institutions can also provide

labs, infrastructure  and
referrals.

Open-ended responses
repeatedly call for
coordination, referral,
common mentor pools,
monitoring and  shared
platforms.
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Interpretation

Finance and
investment
readiness
should be a
core
programme

priority.

Export, EU
programmes
and Cross-
border market
access require
structured
mentor

expertise.

A structured
regional
mentoring
mechanism
addresses a
clear service

gap.

The evidence
supports a
flexible hybrid
architecture
rather than a
single standard
format.

Corporate
challenge and
pilot
mechanisms
can connect
technology
ventures
Corlu’s
industrial base.

Corlu CCI s
well positioned
tfo act as
programme
coordinator
and referral
hub.
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et B




* * *
C * *
o K o
@DI T

Funded by
the European Union

Appendix B: Infernational Benchmarking Materials Reviewed

The following study-visit/training materials from the Padova/Galileo/StartCube ecosystem were used to
interpret international operating practices relevant to Corlu:

* Galileo Visionary District, Fostering Innovation & Entrepreneurship in Padova — Overview of Start Cup

Padova and Contamination Lab.

Galileo Visionary District, Galileo English Presentation — innovation hub, StartCube methodology,
modular programmes, tools and sustainable-business services.

StartCube / Galileo Visionary District, From Idea to Business Model — mentor-session material on
problem-first validation, evidence, focus, Business Model Canvas, rapid iteration and pivot.
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