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KISALTMALAR TABLOSU

TEBD-II Hibrit Mentorluk Modeli — Mentorluk Modeli El Kitabi v3.0

m Acilim / Agiklama

TEBD-II TUrkiye-AB is DUnyasi Diyalogu Il (Turkey-EU Business Dialogue l)

TSO Ticaret ve Sanayi Odasi

KOBI KUcUk ve Orta BUyUklUkteki isletme

OSB Organize Sanayi Bélgesi

Ar-Ge Arastirma ve Gelistirme

MVP Minimum Viable Product — Asgari Uygulanabilir Uriin

TAM Total Addressable Market — Toplam Adreslenebilir Pazar

SAM Serviceable Available Market — Hizmet Verilebilir Pazar

SOM Serviceable Obtainable Market - Erisilebilir / Elde Edilebilir Pazar

B2B Business-to-Business — isletmeden isletmeye

CRM Customer Relationship Management — MUsteri lliskileri Yonetimi

ERP Enterprise Resource Planning — Kurumsal Kaynak Planlamasi

ESG Environmental, Social and Governance — Cevresel, Sosyal ve Ydnetisim
IP Intellectual Property — Fikri MUlkiyet

CE Conformité Européenne — Avrupa Uygunlugu isareti

KVKK Kisisel Verilerin Korunmasi Kanunu

GDPR General Data Protection Regulation — Genel Veri Koruma T4z0gU
KOSGEB KUcUk ve Orta Olcekli isletmeleri Gelistirme ve Destekleme idaresi Baskanldi
TUBITAK Turkiye Bilimsel ve Teknolojik Arastirma Kurumu

BiGG Bireysel Geng Girisim Programi

TEKMER Teknoloji Gelistirme Merkezi

NKU Namik Kemal Universitesi; gincel adiyla Tekirdad Namik Kemal Universitesi
TR21 TR21 DUzey 2 Bolgesi — Tekirdag, Edirne ve Kirklareli

Not: ingilizce kisaltmalarda, el kitabinin uygulama baglamina uygun Tirkce karsiliklar verilmistir.
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1. El Kitabinin Amaci ve Kullanimi

Bu el kitabi, Corlu Ticaret ve Sanayi Odasi tarafindan TEBD-II projesi kapsaminda uygulanacak mentorluk

programinin tasarmini, yonetimini, uygulanmasini, izienmesini ve surdUrUlebilirligini dUzenleyen temel

uygulama dokUmanidir.

El kitabr asagidaki amaclarla hazirlanmigtir:

e Corlu girisimcilik ekosisteminde uygulanabilir, dlcUlebilir ve sUrdUrUlebilir bir mentorluk sistemi
olusturmalk,

e Geleneksel KOBI'ler ile teknoloji ve yenilik odakli girisimlerin farkli intiyaclanni ayni program catis
altinda karsilamak,

e Corlu ve Tekirdag'in sanayi kapasitesini girisimcilik ve yenilik icin pilot musteri, mentor, uzmanlik ve
problem kaynagi olarak degerlendirmek,

e Mentor ve mentiler arasindaki iliskiyi ortak ilkkelere, araclara ve performans goéstergelerine baglamak,

e Corlu TSO'nun yerel koordinatér ve ydnlendirici kurum rolUnU guglendirmek,

e Universiteler, teknoparklar, kamu kurumlari, organize sanayi bélgeleri, sanayi isletmeleri ve ulusal
destek programlar arasinda isleyen bir yonlendirme mekanizmasi kurmak.

Bu el kitabi asagidaki kullanici gruplarn icin hazirlanmistir:

e Corlu TSO proje ve program ydnetim ekibi,

e Mentorlar,

e Menti olarak programa katilan girisimciler, girisim ekipleri ve KOBI'ler,

e Teknik uzmanlar ve egitmenler,

e Universite, teknopark, kamu ve sanayi temsilcileri,

e Kurumsal problem sahipleri ve pilot mUsteri adaylar,

e Programin izleme ve degerlendirme ekibi.

El kitabi, TEBD-II Teknik Sartnamesinde &ngorilen yapilandinimis mentorluk modeline, yerel ihtiyac

analizine, Padova Ticaret ve Sanayi Odasi deneyimlerinden aktarnilacak iyi uygulamalara ve Napoli'de

gerceklestirilen uluslararasi  start-up  destek editimlerinden elde edilen bulgulara uyarlanarak

gUncellenmigtir.

Bu surUmde Padova/Galileo egitim materyallerindeki kanita dayal dogrulama, cok disiplinli kurumsal

meydan okuma, 6zellestiriimis destek paketleri ve Pitch Day yaklasimlari TEBD-Il baglamina uyarlanmustir.

[falya &rneklerinin program yapisini famamen degdistirmesi yerine, mevcut hibrit modelin uygulama

kalitesini ve karar mekanizmalanni giclendirmesi esas alinmigtir.

2. TEBD-II Hibrit Mentorluk Modelinin Temel Yaklasimi

2.1 Hibrit modelin tanimi

Hibrit Mentorluk Modeli, ayni program icinde iki farkli hedef grubun farklilastinimis mentorluk yollanyla
desteklenmesini 5ngdror:
1. Geleneksel KOBI ve Girisimci Mentorluk Yolu

2. Teknoloji ve Yenilik Odakl Girisim Mentorluk Yolu
Katilimcilar iki asamall bir anket ve dederlendirme sUrecinden gecer. Birinci asamada uygulanan ihtiyac
Analizi On Anketi ile genel profil, temel ihtiyaclar ve programa ilgi belirlenir. On ankette programa ilgi

bildiren ve temel kosullan karsilayan adaylar ikinci asamada ayrintil Mentorluk Programi Basvuru Formunu
doldurur. MUlakat ve baslangi¢ ihtiyac analizinin ardindan her katiimei; gelisim asamasi, yenilik dizeyi,

et B

S\‘)C@c) g}/\\gg\l}g\ DI COMMERCIO ne X
EURC CHAMBRES OSS | Piote's portata diimpresa x
e




EBDI TURKIYE-EU
Funded by sVl S &G EN

the European Union

teknoloji yogunlugu, pazar hedefi ve kurumsal kapasitesine gére uygun mentorluk yoluna ve uygun
kohorta Mentorluk Program Yoneticisi tarafindan ydnlendirilir. Basvuru sahiplerinden kohort tercihi alinmaz.
Programin tamaminda ortak ilkeler gecerli oimakla birlikte, iki yolun:

e mentor profilleri,

o egitimicerikleri,

¢ mentorluk hedefleri,

e cikti tUrleri,

e yogunluk dUzeyi,

e destek ve ydnlendirme mekanizmalari

birbirinden farklidir.

2.2 Neden hibrit model?¢

Corlu ve Tekirdag gUclU bir sanayi altyapisina sahiptir. Bolgede tekstil, kimya, makine, otomotiv yan sanayi,
elektronik, gida, plastik, kaucuk ve benzeri sektérlerde énemli Uretim kapasitesi bulunmaktadir. Buna karsin
yUksek teknoloji girisimlerinin yogunlugu sinirhidir ve girisimcilik destekleri farklh kurumlar arasinda daginik
durumdadir.

Bu nedenle sadece yuksek teknoloji girisimlerine odaklanan bir hizlandinci modeli yerel talebi tam olarak
karslamayacaktir. Sadece geleneksel KOBIi'lere ydnelik bir mentorluk modeli ise bdlgenin teknoloji
girisimciligi ve sanayi dénusimu potansiyelini yeterince degerlendiremeyecektir.

Hibrit model, iki intiyaci birlikte ele alir:

e Mevcut isletmelerin verimlilik, ydnetim, inracat, dijitallesme ve kurumsallasma kapasitesini artirmak,

e Teknoloji ve yenilik odakl girisimleri sanayi problemleri, prototipleme, fikri mUlkiyet, fonlama ve yatirm
sUreclerine hazirlamak.

2.3 Modelin temel ilkeleri

Progrom asagidaki ilkelere dayanir:

e Ihtiyac temelli yaklasim

e Farkllastinimis destek

e Uygulamal 6grenme

e Olculebilir hedefler

o Gizlilik ve glven

o  GONUIUITk ve karsilikl sorumluluk

e Sanayiile guclt bag

e Yerel 6n yUz, dis uzmanlik agi

e Kadin girisimciligi ve kapsayicilik

e Destek programlariyla tamamilayicilik

e Pilot mUsteri ve problem odakli inovasyon

e  SUrdUrUlebilir kurumsal model

e Problemden ve kullanici ihtiyacindan baslama

o  GOorus yerine dogrulanabilir kaniti esas alma

e Kisa Uretim dénguleri, odaklanma ve hizll 8grenme
e Pivotu basarnisizlik degil, kanita dayali gelisim karar olarak degerlendirme
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3. Hibrit Modelin Yapisi ve Uygulama Takvimi

3.1 Programin ana bilesenleri

Hibrit Mentorluk Modeli alti ana bilesenden olusur:
1. Basvuru ve se¢cme

2. Ihtiyac analizi ve ydnlendirme

3. Ortak temel egitim

4. Farklilastinlmis mentorluk

5. Sanayi, finansman ve uzman ydnlendirmesi

6. izleme, dederlendirme ve mezuniyet sonrasi takip

3.2 Program akis

Program, genis katilimli &n anketten baslayarak nihai degerlendirme ve mezuniyet sonrasi takibe uzanan
bUtUnlesik bir strectir. Her asamada kullanilan formlar, sorumlular ve karar noktalar Ekler ve Uygulama
Formlarn dokUmaninda tanimlanmustir.

| 1. ihtiya¢ Analizi On Anketi |

!
| 2. Genel Segmentasyon ve Programa ilgi Kontrolij |
!
| 3. Aynintih Mentorluk Programi Basvurusu |
| 4. Uygunluk Kontroli ve Puanlama |
—
| 5. Milakat ve Baslangig¢ Ihtiyag Analizi |
| 6. Mentorluk Yoluna ve Kohorta Yonlendirme |
| 7. Ortak Baslangic Sprinti ve Temel Egitimler I
| 8. Mentor-Menti Eslestirmesi ve S6zlesmeler |
| 9. Alh Aylik Bireysel Mentorluk, Grup Egitimleri ve Uzman Klinikleri |
| 10. Ara Degerlendirme |
| 11. Challenge Lab, Pilot, Fon, Pazar ve Kurumsallasma Yénlendirmeleri |
| 12. Demo Day, Nihai Degerlendirme ve Mezuniyet |

[ 13. 6 ve 12 Aylik Takip |

3.3 Programin kapsami ve kohort yaklasimi

Program kapsaminda toplam 105 isletme ve girisimin desteklenmesi hedeflenmektedir. Bu toplamin 60’
teknoloji ve yenilik odakll start-up/girisimci, 45'i ise geleneksel KOBI veya gelisme potansiyeli tasiyan
isletmelerden olusacaktir. Program, U¢ uygulama kohortu halinde; her kohortta ortak baslangic sprinti ve
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alti aylik mentorluk uygulamasi esas alinarak yoritilecektir. Her kohorta 20 start-up/girisimci ve 15 KOBI
olmak Uzere toplam 35 kafiimcr alinmasi 6ngortlmektedir.

Kohortlara atama basvuru sahiplerinin tercinine gore yapilmaz. Mentorluk Program Ydneticisi; adayin hazir
bulunuslugu, mentor kapasitesi, sektdrel eslesme, program takvimi ve kohort dengesi dogrultusunda
uygun ddénemi belirler. Her kohortta kadin girisimci hedefinin korunmasi ve teknoloji/geleneksel KOBI
dagiiminin dengeli tutulmasi gozetilir.

3.4 Paralel kohort is zaman plani

is zaman plani, her kohort icin 2 aylik cadrn ve basvuru toplama dénemi, 2 aylik dederlendirme ve mentor
eslestirme dénemiile 6 aylik mentorluk uygulamasini esas alir. Kohortlar ardisik dedil, paralel bicimde ilerler;
bir kohortun degerlendirme siureci tfamamlanip mentorluk calismalarn baslarken bir sonraki kohortun
basvurular acilrr.

Bu yapl sayesinde hem operasyon yukU zamana yayilir hem de Corlu 7SO, mentor havuzu ve egitim
kapasitesi daha dengeli bicimde ydnetilir. Asagidaki grafik, 18 aylk ana uygulama dénemini
go6stermektedir.

1. Kohort - Bagvuru 1-2. ay
1. Kohort - Degerlendirme ve Eslestime | B

1. Kohort - Mentorluk 4 | 5-10. ay

TEBD-II Paralel Kohort Is Zaman Plani (18 Aylik Ana Uygulama Dénemi)

2. Kohort - Basvuru 5-6. ay

2. Kohort - Dederlendirme ve Eglegtirme -

2. Kohort - Mentorluk ‘ 9-14. ay

3. Kohort - Degerlendirme ve Eslestirme - 11-12. ay

3. Kohort - Mentorluk 4 | 13-18. ay

1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18
Ay
Basvuru/ Gagn WM Degerlendirme ve Mentor Eglestirme Mentorluk Sireci

Mezuniyet sonrasi takip faaliyetleri ayrnica yUrotulor. 6. ve 12. ay takipleri ana uygulama dénemi sonrasina
da tasabileceginden, bunlar asagidaki tabloda &zetlenmistir.

Kohort 6 Aylik Takip 12 Aylik Takip
1. Kohort 16. ay 22. ay
2. Kohort 20. ay 26. ay
3. Kohort 24. ay 30. ay
Ay Kohort Ana faaliyetler Beklenen ara cikthi
Duyuru ve &n anket; aynnfii basvurular; | 35 katiimcinin secilmesi
1-4. L
A 1. Kohort uygunluk konftrolU; puanloma; molakat ve | ve  mentorluk  yoluna
Y baslangi¢ ihtiyag analizi yénlendirilmesi
Oryantasyon; ortak baslangic  egitimleri; | Eslesmelerin
5. Ay | 1.Kohort mentor-menti eslestirmesi; sézlesmeler; hedef | tamamlanmasi ve
kartlarinin hazirlanmasi bireysel calisma planlar
Bireysel mentorluk; grup egitimleri; uzman | Ara aksiyonlarin
6-11. L . - o
A 1. Kohort klinikleri; pilot/fon/pazar bagdlantilarinin | uygulanmasi ve gelisim
Y baslatiimasi kanitlarn
8. 12.
_ . . 1. kohortun
16. Ara ve nihai degerlendirmeler; c¢iktilarnn
1. Kohort . . - tamamlanmasi ve 6/12
22. tamamlanmasi; mezuniyet ve takip plani . L
Ay aylik takip takvimi
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Her kohortun famamlanmasindan sonra 6. ve 12. aylarda takip yapilir. Bu takipler 18 aylik ana uygulama
takviminin sonrasina tasabilir ve programin sonuc¢/etki izieme faaliyetleri kapsaminda yGrGtolor.

3.5 Stratejik program mimarisi

Programin ortak baslangic sprinti, mentorluk programinin yerine gecen tek seferlik bir egitim etkinligi
degildir. Sprint; katilimcilann ortak bir calisma standardina ulastidi, ik kanitlarni Greftigi ve alti aylk
mentorluk dénemine yonlendirildigi baslangic ve karar kapisidir.

1. Basvuru, uygunluk kontrolU, mUlakat ve baslangic intiyac analizi

Ortak Baslangi¢ Sprinti: kisa egitim, yogun uygulama ve mentor geri bildirimi
Sprint ciktilarnyla mentorluk yolu, mentor ve gelisim paketi secimi

Altr aylik bireysel mentorluk, grup egitimleri ve uzman klinikleri

Secilmis ekipler icin Challenge Lab ve kurumsal pilot gelistirme

Demo Day, nihai degerlendirme ve sonraki asamaya ydnlendirme
Mezuniyet sonrasi 6 ve 12 aylik sonuc/etki takibi

Noo~Mowbd

Ortak Baslangic Sprintinin hedeflenen 6grenme/Uretim dengesi yaklasik yUzde 20 kisa kavramsal aktanm,
yUzde 60 katilimcinin kendi girisimi Uzerinde uygulama ve yuzde 20 mentor/akran geri bildirimidir.

4. Hedef Gruplar ve Uygunluk Kriterleri

4.1 Birinci yol: Geleneksel KOBI ve Girisimci Mentorluk Yolu

Bu yol asagidaki gruplara yoneliktir:

e Yeni kurulmus isletmeler,

o Alle isletmeleri,

e Mikro ve kUcUk olcekli isletmeler,

e ihracata hazirlanan KOBI'ler,

¢ Dijitallesme ihtiyaci bulunan isletmeler,

e Tedarik zincirine girmek isteyen firmalar,

e Ydnetim ve finans kapasitesini gelistirmek isteyen girisimciler,
e Urin veya hizmetini cesitlendirmek isteyen isletmeler.

Asgari uygunluk kriterleri

e Corlu, Tekirdag veya yakin bolge ile faaliyet bagi bulunmasi,

e Yasal olarak kurulmus isletme veya somut is fikri sahibi olunmasi,
e Program suresince aktif katilim taahhidu,

e En az bir yefkili kisinin programi takip etmesi,

o Temelisletme verilerini paylasmaya istekli olunmasi,

¢ Mentorluk hedeflerinin acik bicimde tanimlanabilmesi.

4.2 Ikinci yol: Teknoloji ve Yenilik Odakli Girisim Mentorluk Yolu
Bu yol asagidaki gruplara yoneliktir:

e Teknoloji tabanl girisimler,

e Universite baglantili ekipler,

¢ Sanayi problemlerine ¢6zim gelistiren girisimler,

e Ar-Ge veya yenilik projesi yoriten KOBI'ler,
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e Prototip veya asgari uygulanabilir orGn gelistiren ekipler,

e TUBITAK BiIGG, Avrupa Birligi Ufuk Avrupa Programi veya benzeri programlara hazrlanmak isteyen
girisimler,

e  Fikri mUlkiyet ve ticarilestirme potansiyeli bulunan projeler,

e Olceklenebilir is modeli gelistiren girisimler.

Asgari uygunluk kriterleri

e Yenilikci UrOn, hizmet veya sUrec 6nerisi,

e Tanimlanmis musteri problemi,

o Ekipte teknik veya sektdrel yetkinlik,

e Prototip, kavram dogrulama veya gelistirme plani,
e Olceklenebilirlik potansiyeli,

e Pilot mUsteri veya saha dogrulamasina aciklik,

e Fikri mUlkiyet ve veri gizliligi kosullarina uyum,

e Yogun mentorluk surecine aktif katiim taahhodu.

4.3 Program disinda birakilabilecek basvurular

Asagidaki durumlarda basvuru reddedilebilir:
e Yalnizca hibe veya finansman talebine dayal basvurular,

e Mentorluk surecine duzenli katilim tfaahhGdU bulunmamasi,

e Etik veya hukuki acidan riskli faaliyetler,

e s fikrinin yeterince tanimlanmamis olmasi,

e Programin kapsamina uymayan sektér veya faaliyetler,

o Gizlilik ve veri koruma yukUmlUlUklerinin kabul edilmemesi,

Basvuru bilgilerinde dnemli tutarsizlik veya yaniltici beyan bulunmasi.

5. Program Yonetisimi ve Kurumsal Roller

5.1 Corlu TSO’'nun rolU

Corlu TSO, programin ana koordinatort ve yonetisim merkezidir.
Baslica sorumluluklari:
e Program cagnsini hazirlamak ve duyurmak,

e Basvurulan almak ve kayit altina almak,

¢ Uygunluk ve secme sUreclerini yUrUtmek,

e Mentor havuzunu olusturmak,

¢ Mentor-menti eslestirmesini ydnetmek,

e Egitim ve mentorluk takvimini koordine etmek,

e Universite, teknopark, kamu ve sanayi baglantilanni kurmak,
e Veri koruma ve gizlilik sureclerini yorGtmek,

o Kadin girisimciligi ve kapsayicilik hedeflerini gézetmek,

e Program ciktilarini ve gostergelerini izlemek,

e GOrUnuUrluk kurallanna uyumu saglamak,

e Programin kurumsallasmasi icin gerekli kaynaklarn gelistirmek.
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5.2 Program Ydnetim Komitesi

Program Y&netim Komitesi asagidaki Uyelerden olusabilir:
e Corlu TSO proje koordinatoérd,

e Program yoneticisi,

e Mentor koordinators,

e izleme ve degerlendirme sorumlusu,

e Universite veya teknopark temsilcisi,

e Sanayi temisilcisi,

o Kadin girisimciligi veya toplumsal cinsiyet uzmani,
o Gerektiginde dis teknik uzman.

Komite asagidaki kararlan alir:

e Basvuru kriterlerinin onaylanmasi,

e Katilimcilarin secimi,

e Mentorlarin kabulU,

e Eslestirme &nerilerinin onaylanmasi,

e Program performansinin degerlendiriimesi,
e Riskler ve ihtilaflar icin karar verilmesi,

e Mezuniyet kriterlerinin onaylanmasi.

5.3 Program yoneticisi

Program yoneticisi gunlUk operasyonlardan sorumludur.
Gorevleri:
o Takvimi ydnetmek,

e Basvuru ve degerlendirme surecini yirGtmek; kabul edilen katiimcilan uygun mentorluk yoluna ve

kohorta atamak,
e Mentor ve mentilerle iletisimi saglamak,
e Egitimleri organize etmek,
e Raporlama sistemini gincel tutmak,
e Aksayan sUreclere mUdahale etmek,
e Ydnetim Komitesine dUzenli rapor sunmak.

5.4 Mentor koordinatoru

Mentor koordinatér:
e Mentor adaylarni belirler,

e  Mentor oryantasyonlarini yOrUtdr,

e Eslestirme onerileri hazrlar,

e Mentorluk gérismelerini takip eder,
e Mentor geri bildirimlerini toplar,

e Eslesme sorunlarini ¢cozer,

e Mentor havuzunun niteligini gelistirir.

5.5 IzZleme ve degerlendirme sorumlusu

Bu rol:
e Baslangic, ara ve nihai degerlendirmeleri yUrUtUr,
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Gostergeleri toplar,

Katiimci memnuniyetini dicer,

6 ve 12 aylik takip verilerini toplar,
Programin etki raporunu hazirlar.

5.6 Ekosistem ortaklarn

Asagidaki kurumlarla is birligi kurulmasi énerilir:

Tekirdag Namik Kemal Universitesi,

Corlu MUhendislik FakUltesi,

Corlu Meslek YUksekokulu,

NKU Teknopark,

Patent ve Lisans Destek Koordinatérluogu,
Trakya Kalkinma Ajansi,

KOSGEB,

TUBITAK BiGG uygulayici kuruluslar,
Organize Sanayi Bolgesi ydnetimleri,
Sanayi isletmeleri,

Avrupa Isletmeler Ag,

Avrupa Dijital inovasyon Merkezi yapilari,
Padova Ticaret ve Sanayi Odasi,

Diger ulusal ve uluslararasi hiziandincilar.

EBDI

TURKIYE-
BUSINES
DIALOGU

6. Basvuru, On Degerlendirme ve Programa Kabul

6.1 Iki asamali basvuru yapisi

Programin basvuru sureci iki asamall olarak tasarlanmistir. Bu yapl, genis bir potansiyel katiimci kitlesinden
veri toplanmasini ve mentorluk programina alinacak adaylann daha ayrintili ve karsilastinlabilir bilgiler
Uzerinden secilmesini saglar.

Birinci asama: ihtiyac Analizi On Anketi

On anket; isletme/girisim profili, temel gelisim ihtiyaclan, teknoloji ve yenilik dizeyi, programa ilgi, zaman
ayirma kapasitesi ve kadin girisimci statist hakkinda kisa bilgi toplar. On anket dodrudan kabul karari
Uretmez; aynntili basvuruya yénlendirilecek adaylarin belilenmesi ve program iletisiminin planlanmasiicin
kullanilir.

kinci asama: Mentorluk Programi Basvuru Formu

Ayrintil basvuru formunda en az asagidaki bilgiler yer almalidir:

Basvuru sahibinin adi ve iletisim bilgileri,

isletme veya girisim adi, kurulus yili, ortaklik ve ekip yapisi,
Calisan sayisi ve sektor,

Urin veya hizmet tanimi ve ¢ézilen muUsteri problemi,
Hedef mUsteri grubu, mevcut satis veya gelir durumu,
ihracat durumu ve pazar hedefler,

Teknoloji ve yenilik duzeyi, prototip veya MVP durumu,
Temel gelisim ihtiyaci ve programdan beklentiler,
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e ik mentorluk hedefleri,

e Kadin kurucu, cogunluk kadin hissedarligi veya kadin yonetici bilgisi,

e Daha 6nce alinan destekler,

e Veriisleme, gizlilik ve dUzenli katiim onaylari.

Basvuru sahiplerinden katiimak istedikleri kohortu belirtmeleri istenmez. Uygun kohort, nihai kabul

sonrasinda Mentorluk Program Yoneticisi tarafindan program kapasitesi ve adayin hazir bulunuslugu
dikkate alinarak belirlenir.

6.2 Uygunluk kontrolU ve 6n degerlendirme

Basvurular 6dnce asgari uygunluk kriterleri bakimindan kontrol edilir. Uygun bulunan basvurular 100 puan
Uzerinden degerlendirilir.

Kriter Agirlik
ihtiyacin acikid 20
Programla uyum 20
Katiim taahhiduo 15
Gelisme potansiyeli 15
Bdlgesel katki 10
istihdam veya ihracat potansiyeli 10
Yenilik ve teknoloji dUzeyi 10

Teknoloji ve vyenilik yoluna yoénlendirimesi muhtemel basvurularda yenilik, élceklenebilirlik, teknik
uygulanabilirlik, ekip yetkinligi ve pilot mUsteri potansiyeli daha ayrnntili bicimde incelenir.

6.3 MUlakat

MUlakatin 30-45 dakika sUirmesi 6nerilir. MUlakatta:
e Basvuru formundaki bilgiler dogrulanir,

e Girisimcinin veya firma temsilcisinin motivasyonu degerlendirilir,
e Programdan beklentilerin gercekciligi incelenir,

e Zaman ayirma ve aktif katiim kapasitesi dlcUlUr,

e Temel problem alanlar ve gelisim éncelikleri belirlenir,

e Uygun mentorluk yolu icin &n karar olusturulur.

6.4 Nihai kabul ve kohorta atama

Nihai kabul karar Program Y&netim Komitesi tarafindan verilir. Kabul edilen katilimcinin mentorluk yolu ve
kohortu Program Yoneticisi tarafindan belirlenir ve katiimciya yazili olarak bildirilir.

Kabul edilen katiimcilardan asagidaki belgeler alinir:

e Firma Katilim ve Mentorluk TaahhUtnamesi,

o Gizlilik ve kisisel verilerin korunmasina iliskin gerekli bildirim ve onaylar,
e Mentorluk etik ilkeleri kabulU,

e Duzenli katiim taahhudu,

e Baslangic intiyac analizi formu.
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7. Ihtiyac Analizi ve Katilimcilann iki Ana Yola
Ayriimasi

7.1 ihtiyac analizi araclarn

ihtiyac analizi, n anketten baslayarak milakat ve baslangic dederlendirmesine uzanan cok kaynakli bir
surectir. Tek bir formun sonucu yerine, basvuru sahibinin beyanlarn, degerlendirici gézlemleri ve mUmkuin
oldugunda i§le’rme"verileri birlikte ele alinr.

¢ |htiyac Analizi On Anketi,

e Mentorluk Programi Basvuru Formu,

¢ Yapllandinimis molakat,

e sletme veya girisim 6z degerlendirme araci,

e Finansal ve operasyonel kontrol listesi,

e Teknoloji olgunluk degerlendirmesi,

e s modeli degerlendirmesi,

e ihracat ve pazar hazrlik degerlendirmesi,

e Dijital olgunluk degerlendirmesi,

e Mentorluk hedef karti.

7.2 YOnlendirme kriterleri

kurumsallasma

Degerlendirme Alani Geleneksel KOBI Yolu Teknoloji ve Yenilik Yolu
_— Yonetim, sats, finans, ihracat, | - . . e
Ana ihtiyag dijitallesme UrGn, teknoloji, prototip, fikri mulkiyet, yatinm
Yenilik dUzeyi DUsUk-orta Orta-yUksek
Teknoloji yogunlugu Sinirl Belirgin
Hedef cikt Isletme performans| MVP, pilot, fon, yatinm ve dlceklenme

Mentor profili

Yonetici, sanayici, ihracat ve finans

Teknoloji girisimcisi, Ar-Ge, UrUn, IP ve yatinm

uzmani uzmani
Program yogunlugu Orta YUksek
Pilot mUsteri ihtiyaci Tercihe bagl Genellikle gerekli

Dis yonlendirme

destekleri

KOSGEB, ihracat ve diitallesme

TUBITAK, BIiGG, teknopark, yatnmci ve
laboratuvar

Yonlendirme formunda yalnizca mevcut kapasite puani dedil, ilgili alanin mentorluk acisindan énceligi ve
bu degerlendirmenin gerekcesi de kaydedilir. Puan mevcut kapasiteyi, dncelik mentorlukta ne kadar
erken veya yogun calisiimasi gerektigini, aciklama ise kararin dayanagdini gosterir.

7.3 Karma nitelikli katilimcilar

Baz isletmeler iki yolun &zelliklerini birlikte tasiyabilir. Omegdin mevcut bir sanayi KOBI'si yeni bir teknoloji
Urunu gelistirebilir. Bu durumda:
¢ Ana mentorluk yolu belirlenir,

ikinci yoldan secilmis moduUller programa eklenir,
Gerekfiginde ikinci bir uzman mentor veya teknik uzman atanrr,
Ara degerlendirmede ydnlendirme kararn yeniden gézden gegcirilir.
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/.4 Sprint ciktilanyla ikincil gelisim paketi secimi

Katiimecinin KOBI, Teknoloji ve Yenilik veya Karma yola yénlendiriimesi ana segmentasyonu olusturur.
Baslangic sprintinde Uretilen kanitlara gére ayrica bir ikincil gelisim paketi belirlenir. Bdylece ayni ana
yoldaki katiimcilara tek tip egitim ve mentorluk uygulanmaz.

Erken Asama Dogrulama Paketi

e Is Modeli ve Pazara Giris Paketi

e Yatinm ve Fon Hazirhgi Pakefi

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

e KOBI D&nUstm ve Kurumsallasma Paketi

e SUrdUrUlebilirlik Is Vakasi Paketi

Her paket icin hedef cikt, atanacak uzman, gérisme/klinik sayisi, tamamlanma kanifi ve yeniden
degerlendirme tarihi Ek 24 Gelisim Paketi ve Uzman Y&nlendirme Planinda kaydedilir.

8. Mentor Havuzunun Olusturulmasi

8.1 Mentor profilleri

Geleneksel KOBI yolu icin mentorlar

e sletme sahipleri ve Ust dizey yoneticiler,

e Ihracat yoneticileri,

¢ Finans ve muhasebe uzmanlari,

e Uretim ve kalite yéneticileri,

e insan kaynaklar uzmanlari,

e Dijital dénUsim uzmanlari,

e Tedarik zinciri ve lojistik uzmanlari,

e Satis ve pazarlama uzmanlari,

e Kurumsallasma ve aile isletmeleri uzmanlari.

Teknoloji ve yenilik yolu icin mentorlar

e Teknoloji girisimcileri,

e Urin ve Ar-Ge yéneticiler,

e Yazlim ve donanim uzmanlari,

e Protofipleme ve Uretim uzmanlar,

e  Fikri mUlkiyet ve teknoloji transfer uzmanlari,

¢ Hibe ve fonlama uzmanlar,

e Yatinmcilar ve yatinm hazrrik uzmanlar,

e Sanayi pilotu ve kurumsal inovasyon yoneticileri,

¢ ReguUlasyon ve sertifikasyon uzmanlari,

e Universite akademisyenleri ve laboratuvar sorumlulari.

8.2 Mentor kabul kriterleri

e Tercihen en az 7 yililgili mesleki deneyim,
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o Girisimcilik, isletme veya teknoloji gelistirme deneyimi,

e lletisim ve aktif dinleme becerisi,

e Cikar catismasi kurallarina uyum,

e Gizlilik taahhodu,

o Duzenli zaman ayrrabilme,

e Tavsiye dayatmak yerine disinmeyi kolaylastirma yaklasimi,

o Kapsayicilik ve toplumsal cinsiyet duyarlilig,

e Mentor oryantasyonuna katiim.

Mem‘or adayl, Mentor Adayl Basvuru Formunun ekinde glncel ve ayrnntill ézgecmisini sunmaldir.
Ozgecmiste egitim, mesleki deneyim, sektor uzmanlhgi, gbrev ve sorumluluklar,
girigimcilik/men’rorluk/don|§mcml|k deneyimi, énemli projeler ve varsa referanslar acikca yer almaldir.
Ozgecmisi bulunmayan basvurular degerlendirmeye alinmaz.

Istisnai durumlarda belirli bir teknoloji alaninda 5 yildan az deneyime sahip, ancak yUksek ve dogrulanabilir

uzmanlhgr bulunan kisiler teknik uzman olarak programa dahil edilebilir. Teknik uzmanlik gérevi ile ana
mentor rolU birbirinden ayrilir.

8.3 Mentor oryantasyonu

Mentorlar en az 6 saatlik bir oryantasyona katilir. Oryantasyon konulari:
e TEBD-Il projesi ve program hedefleri,

e Hibrit modelin yapisi, ortak baslangic sprinti ve alti aylik mentorluk takvimi,
e Mentorluk ile danismanlik arasindaki fark,

o Efik ilkeler ve profesyonel sinirlar,

e Akiif dinleme ve gUclU soru sorma,

e Hedef belirleme ve geri bildirim verme,

e Catisma ve eslesme sorunlarnin yénetimi,

e KVKK, GDPR, ficari sir ve bilgi givenligi,

o Kadin girisimciligi ve kapsayicllik,

o GOrusme kavyit sistemi, izleme ve raporlama.

8.4 Mentorlar icin kanit ve odak disiplini

Mentor oryantasyonunda en az 90 dakikalik uygulamal bir kanit ve odak disiplini oturumu yOrGtGlUr. Bu
oturum guclU soru sorma yaklasimini asagidaki davranislarla somutlastirr:
e Varsayim ile dogrulanmis kaniti birbirinden ayirmak

o Katiimcidan musteri, pazar ve finansal iddialarinin kaynagini istemek

o Daginik fikirleri tek mUsteri, tek problem ve acik deger dnerisine daraltmak
e Kanvasin zayif bloklarini gérinUr hale getirip test plani olusturmak

e Devam, yeniden test ve pivot kararlarnni kanitla gerekcelendirmek

e Mentiyerine karar vermeden, gercek dinya hazirhigini sorgulamak

9. Mentor-Menti Eslestirme Sistemi

9.1 Eslestirme kriterleri

Eslestirme asagidaki kriterler esas alinarak yapllir:
e Sektdr deneyimi,

e Problem ve ihtiyac alani,
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isletme veya girisim asamasi,

Teknoloji alani,

ihracat ve pazar hedefi,

Mentorun uygunlugu ve zaman kapasitesi,
Cografi yakinlk ve cevrim ici calisma olanagy,
iletisim tarzi,

Cikar catismasi,

Mentinin 6zel tercihleri,

Kadin girisimciler icin talep halinde kadin mentora erisim.

9.2 Eslestirme sureci

NV OONONOThNWN —

9.3 Deneme donemi ve yeniden eslestirme

. Mentor ve menti profilleri hazirlanir.

. Mentor Koordinatéri en az iki uygun mentor adayi belirler.
. Gerekli cikar catismasi ve uygunluk kontrolleri yapllir.

. Kisa tfanisma gérismesi gerceklestirilir.

. Her iki taraf eslesmeyi onaylar.

. Corlu TSO ile mentor arasinda Mentor Hizmet ve Katilim Sézlesmesi imzalanir.

. Katilimci firma ile Corlu TSO arasinda Firma Katilm ve Mentorluk TaahhUtnamesi imzalanir.
. Mentor, eslestirildigi firmaya iliskin Mentor Gizlilik TaahhUtnamesini imzalar.

.llk hedef belirrleme gérismesi ve calisma plani hazirlanir.

TURKIYE-EU
EGDII 775
DIALOGUE

ilk iki gérusme deneme dénemi olarak kabul edilir. Asagidaki durumlarda eslestirme dedistirilebilir:

iletisim veya calisma tarzi uyumsuziugu,

Mentorun yeterli zaman ayiramamasi,

Gercek veya olasi cikar catismasi,

Uzmanlik alaninin ihtiyaci karsilamamasi,

Taraflardan birinin etik veya gizlilik ilkelerine uymamasi,
Katiimcinin gelisim ihtiyacinin dnemli élctde degismesi.

Dedisiklik talebi Program Yoneticisine gizli olarak iletilir. Yeniden eslestirme karar, taraflarin degerlendirmesi
ve program kapasitesi dikkate alinarak verilir.

10. Mentorluk Sureci ve Uygulaoma Takvimi

10.1 GorUsme sikligr ve mentorluk yogunlugu

Altr aylik mentorluk sUresince ayda en az bir bireysel mentorluk gérusmesi,

Her gérUsmenin 60-90 dakika sirmesi,

Program boyunca en az 6 bireysel gérusme; ihtiyaca goére 7-8 gbrusme,
Teknoloji ve yenilik yolunda gerekli gorilmesi halinde 8-10 gbérisme veya ek teknik uzman oturumu,

Aylik grup egitimi, uzman klinigi veya tematik oturum,
En az bir ara degerlendirme,
Bir nihai degerlendirme ve mezuniyet gérismesi.

GortUsme sayisi tek basina basar gdstergesi degildir. Asil amac, mentorluk hedef kartinda belirenen somut
gelisim ciktilannin Uretilmesi ve katiimcinin kendi karar alma kapasitesinin guclendiriimesidir.
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10.2 Baslangic, alfi aylik mentorluk ve kapanis plani

Dénem Faaliyetler Temel cikh

1-4. Ay Basvuru/secme islemlerinin  tamamlanmasi; oryantasyon; orfak | Onayli mentorluk hedefleri ve
) egitimler; eslestirme; sézlesmeler ve hedef kart bireysel calisma plani

5.6 Ay Bireysel gérUsmeler; grup egitimleri; ik aksiyonlarn uygulanmasi; | ilk  gelisim kanitlan  ve
) uzman yoénlendirmeleri gUncellenmis aksiyon listesi

6-11. Ay Mentorluk gérismeleri; ara degerlendirme; pilot, fon, pazar veya | Ara degerlendirme ve

) kurumsallasma baglantilan gerekiiginde hedef revizyonu

12. Ay Son goérusmeler; ciktilann tamamlanmasi; nihai degerlendirme; | Nihai degerlendirme, somut

) mezuniyet ve takip plani ciktilar ve 6/12 aylik takip plani

10.3 Standart goérusme yapisl

. Onceki gérusmenin aksiyonlannin gdézden geciriimesi.

. GUncel durum ve gelismelerin paylasiimasi.

. Ana gundemin birlikte belirlenmesi.

. Sorunlarn ve nedenlerin analiz edilmesi.

. Alternatiflerin gelistirilmesi.

. Kararlarn, aksiyonlarn ve sorumlularn belirenmesi.

. Bir sonraki gérisme tarihinin ve gindeminin kararlastinimasi.

NONO M OWN —

10.4 Ortak Baslangic Sprinti

Sprint, U¢ Uretim blogunun iki veya Uc¢ yUz yUze ¢calisma ginunde yurUtGlmesi ve en gec¢ 10 is glnu icinde
kisa bir cevrim ici kanit kontrolU yapilmasi esasina dayanir. Her blok kisa egifim, bireysel/ekip calismasi,
mentor sorgulamasi ve ¢iktl sunumundan olusur.

Blok 1 - Fikir, Problem ve Deger

o Gercek, dGnemli ve tekrarlanan problemin tanimlanmasi
e Belirli hedef muUsteri veya kullanici segmentinin secilimesi
e Tek cUmlelik problem ve deger 6nerisinin hazilanmasi

e  En kritik mUsteri varsayimlarinin belirlenmesi

Blok 2 - Pazar, Rakipler ve Konum

e TAM, SAM ve SOM icin kaynakli ilk pazar tahmini

Dogrudan/dolayl rakiplerin ve mevcut alternatiflerin haritalanmasi
Savunulabilir tek farkllasma ekseninin belirlenmesi

MUsteri yolculugu ve temel temas noktalarnin incelenmesi

Blok 3 - is Modeli, Sayilar ve Pazara Giris

is Modeli Kanvasi v1'in hazrlanmasi

Gelir modeli, fiyatlandirma, birim maliyet, marj ve basa bas varsayimlari
e ik kanal, ilk mUsteri ve 90 gunlik pazara giris aksiyonlar

e Devam, yeniden test veya pivot kararinin veriimesi

Sprint sonunda her katiimci en az su dokuz ciktiyl teslim eder: problem ifadesi, hedef muUsteri, tek cUmlelik
deger dnerisi, Is Modeli Kanvasi v1, kritik varsayim listesi, ik pazar/rakip analizi, dogrulama deney plani, 90
gUnluk gelisim hedefleri ve dnerilen mentorluk yolu/gelisim paketi.
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10.5 Mentorluk hedef karti

Her mentiicin en fazla U¢c ana hedef belirlenir. Her hedef:

e Spesifik,

e Olcilebilir,

e Ulasilabilir,

e Zaman sinirl olmalidir.
Ornek hedefler:

o Alfi aylik mentorluk donemi sonunda hedef ihnracat pazari icin giris plani hazilamak,
e Uc ayicinde Uretim verimliligi dlctm sistemini kurmak,

e DOort ay icinde pilot mUsteri ile saha testi gerceklestirmek,

e TUBITAK BiIGG basvurusu icin yatinmei sunumu ve is plani hazirlamak,

e Urin maliyetini yozde 10 azaltmaya yénelik uygulanabilir iyilestirme plani olusturmak.

10.6 Gorusme kayitlar

Her gérUsme sonrasinda asagidaki bilgiler kayit altina alinir:
e Tarih ve sUre,

e GOorusUlen konular,

e Onceki aksiyonlarin durumu,

e Alinan kararlar,

e Yeni aksiyonlar ve sorumlular,

e Tamamlanma tarihler,

o Riskler,

e Bir sonraki gérisme gindemi.

Ticari sir niteligindeki bilgiler merkezi sisteme aynntill olarak yazimaz. Bu bilgiler yalnizca gerekli oldugu
Olcude ve taraflann onayiyla kaydedilir. Mentorun program raporlamasi icin hazirladigi genel goérisme

kayitlan Corlu TSO'ya teslim edlilir; firmaya ait ficari sir ve 6nceden mevcut fikri haklar firmaya ait oimaya
devam eder.

11. Ortak Egitim Modulleri

TOm katilimcilarnn asagidaki ortak modullere katiimasi &nerilir.

Ortak modullerin tamami tek seferde veriimez. ModUl 1 ve ModUl 2'nin temel unsurlan baslangic sprintinde
uygulamal bicimde islenir; diger moduller alti aylik mentorluk déneminde katiimcinin gelisim paketine ve
kanit intiyacina gére zamanlanir.

Egitimlerin kabul 8lcUtU katiim belgesi dedil, ilgili modul icin tanimlanan somut ciktinin Uretilmesi ve mentor
tarafindan kanit kalitesinin kontrol edilmesidir.

Modul 1 — Girisimcilik ve Stratejik Hedef Belirleme

Amag: Katiimcinin mevcut durumunu ve program hedeflerini netlestirmek.
Igerik:

o  Girisimcilik zihniyeti,

e Vizyon ve stratejik hedefler,

e Isletme ve girisim yasam déngUsU,

e Onceliklendirme,

et z
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e Hedef karti hazirlama.

Sure: 3 saaf
Cikh: Kisisel/kurumsal gelisim hedefleri.

ModUl 2 —is Modeli ve Degder Onerisi

Amag: Urin veya hizmetin mUsteri acisindan degerini aciklamak.
Igerik:

e MuUsteri segmentleri,

e Problem-¢c6zUm uyumu,

e Deder Onerisi,

e Gelirmodeli,

o Temel faaliyetler ve ortakliklar,

e s modeli kanvasi.

Sure: 4 saat
Cikh: GUncellenmis is modeli kanvasi.

Modul 3 - Finansal Yonetim ve Kaynak Planlama

Amcg: Katiimcilann finansal karar alma kapasitesini gelistirmek.
Igerik:

e Nakit akisl,

e Maliyet yapisi,

e Fiyatlandirma,

e Basa bas analiz,

e Yatfinm ve isletme sermayesi,

e Finansman kaynaklari.

Sure: 4 saat
Cikh: 12 aylk temel finansal plan.

Modul 4 — Satis, Pazarlama ve Musteri Gelistirme

Amag: MuUsteri kazanimi ve satis sisteminin guclendirimesi.
Igerik:

e Hedef musteri,

e Satis hunisi,

e B2Bsatis,

e Dijital pazarlama,

e  MuUsteri goérUsmeleri,

o Teklif ve fiyatlandirma,

o MuUsteri iliskileri yonetimi.
Sure: 4 saat

Cikh: MUsteri kazanim plani.

Modul 5 — Dijitallesme ve Veri Kullanimi
Amag: is streclerinde dijital araclarnn kullanimini artirmak.
icerik:

« Dijital olgunluk,

e SuUrec otomasyonu,

e——
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¢ CRM ve ERP,

e Veritoplama,

e Siber gUvenlik,

e Yapay zekd kullanim alanlar.

Sure: 4 saat
Cikh: Dijital d6nUsim &ncelik plani.

Modul 6 — SUrdurUlebilirlik, Yesil DOnusum ve Uyum

Amag: Yesil donUsUm ve sUrdUrUlebilirlik gerekliliklerini isletme kararlarina entegre etmek.
Igerik:

e Enerji ve kaynak verimliligi,

o Afik ve su ydnetimi,

e Karbon ayak iz,

e Tedarik zinciri sUrdUrUlebilirligi,

e ESG yaklasimi,

e Ihracatta cevresel uyum.

Sure: 3 saat
Cikh: Oncelikli sordUrUlebilirlik aksiyonlari.

12. Geleneksel KOBI ve Girisimci Mentorluk Yolu

12.1 Amac

Bu yolun amaci, mevcut veya yeni kurulan isletmelerin:
e YOnetim,

e Finans,
o Sati,
e lhracat,

e Dijitallesme,

e Kurumsallasma,

e insan kaynaklari,
Uretim verimliligi

alanlarinda gelismesini saglamakitir.

12.2 Onerilen uzmanlik modulleri

ModuUl A — Kurumsallasma ve Yonetim
o Gorev ve yetki dagilimi,

e Karar alma sUrecleri,

e Organizasyon yapisl,

o Performans ydnetimi,

e Aille isletmelerinde yonetisim,

e ¢ kontrol.
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ModUl B — Ihracata Hazirlik

e Hedef pazar secimi,

o Dis ticaret surecleri,

o Sertifikasyon,

o Teklif ve sdzlesme,

e Ihracat finansmani,

e Uluslararasi muUsteri bulma.

ModUl C - Uretim ve Operasyonel Verimililik

e SUrec haritalama,
e sraf azaltma,

e Kalite,

e Bakim,

e Tedarik planlama,
o Kapasite kullanimi.

ModUl D - insan Kaynaklar ve Yetkinlik Gelisimi
e s tanimlan,

e lIsealim,
e Performans sistemi,
e Egitim plani,

e Calisan baghhgu,
e Issaglig ve givenligi.

ModuUl E — Tedarik Zinciri ve Sanayiye Entegrasyon
e Ana sanayi-yan sanayi iliskileri,

o Tedarikci yeterlilikleri,

e Kalite ve teslimat performansi,

e Kurumsal mUsteri beklentileri,

o Teklif ve sézlesme ydnetimi.

12.3 Beklenen ciktilar

Her katiimci en az ¢ somut cikti Uretmelidir:
e Stratejik gelisim plani,

e Sats veya ihracat plani,

e Nakit akis plani,

e Dijital d6nUsUm yol haritasi,

e Operasyonel iyilestirme plani,

e Kurumsallasma plani,

o Tedarikci gelisim plani.
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13. Teknoloji ve Yenilik Odakli Girisim Mentorluk Yolu

13.1 Amac¢

Bu yolun amaci, teknoloji ve yenilik odakli girisimlerin:
e UrUn-pazar uyumu,

e Teknoloji dogrulamasi,
e Prototipleme,

o  Fikri mUlkiyet,

e Pilot mUsteri,

e Finansman,

e Yatinm hazirhid,

e Olceklenme

kapasitesini gelistirmekdir.
13.2 Uzmanlik modulleri

ModuUl A — MUsteri Kesfi ve Problem Dogruloma

e MuUsteri problemi,

o  Gorusme tasanmi,

e Erken dogrulama,

e EndUstriyel muUsteri infiyaclar,

e Problem-¢c6zUm uyumu.

Cikh: En az 10 mUsteri gérismesi ve dogrulama raporu.

ModUl B — Urin Gelistirme ve Teknoloji Yol Haritas|

e Urin kapsami,

e  MVP,

e Teknik gereksinimler,

e Teknoloji hazirlik seviyesi,

e Test ve dogrulama,

e Ur0n gelistirme kilometre taslar.

Cikh: Teknoloji ve UrUn yol haritasi.

Modul C — Prototipleme ve Pilot Tasarmi

e Pilot hedefi,

e Basar kriterleri,

e Pilot mUsteri sorumluluklar,
e Test plani,

e Veritoplama,

e Pilot sonrasi karar.

Cikh: Pilot uygulama plani.

ModuUl D - Fikri MUIkiyet ve Ticarilestirme

e Patent,

£\
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e Faydali model,

o Tasarnm,

e Marka,

e Yazilim haklar,
e Ticarisrr,

e Lisanslama,
e Universite buluslar.

Cikh: Fikri mUlkiyet stratejisi.

Modul E — Hibe ve Kamu Desteklerine Hazrlik

e KOSGEB programlari,

o TUBITAK BiGG,

e TUBITAK Ar-Ge programlari,

e Teknopark ve kulucka imké&nlari,

e Proje yazimi,

e BUfce veis plani.

Cikh: En az bir destek programina basvuru dosyasi taslagi.

ModuUl F - Yatinm Hazirhgi

e Yatinmci beklentiler,

e Pazar bUyUkligu,

e Rekabet avantaj,

e Gelirmodeli,

e Finansal tahmin,

e Yatinmci sunumu,

e Degerleme,

e Hisse ve yatinm gérismeleri.

Cikh: Pitch deck ve veri odasi konftrol listesi.

ModuUl G - Regulasyon, Sertifikasyon ve Pazara Giris

o Sektdrel duzenlemeler,

e Uron guvenligi,

e CE veilgili standartlar,

e Veri koruma,

o Saglk, gida, kimya veya makine sektérine 6zgu gereklilikler,
o Uluslararasi pazara giris.

Cikh: RegUlasyon ve sertifikasyon yol haritasi.

13.3 Beklenen ciktilar

Teknoloji yolundaki her ekipten asagidaki ¢ciktilardan en az dérdU beklenir:
e GuUncellenmis is modeli,

e MuUsteri dogrulama raporu,
e  MVP veya prototip plani,

e Pilot mUsteri eslestirmesi,

e  Fikri mUlkiyet plani,

e——
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e Hibe veya fon basvurusu,

e Yatinmci sunumu,

e Teknoloji yol haritasi,

e Regulasyon plani,

e Ik satis veya niyet mektubu.

13.4 Asama ve ciktl bazll uygulama

Teknoloji ve Yenilik Yolundaki tUm ekiplerin her uzmanlik modUlinU ayni yogunlukta almasi gerekmez.
Baslangic sprinti ve ilk mentor gérismesinde mevcut asama belirlenir; zorunlu ve segcmeli modUller Ek 24
Uzerinden kisisellestirilir.

¢ Dogrulama asamasi: musteri gdérismesi, problem/deger ve kanvas kanitlar

e Pazar asamasi: konumlandirma, kanal, fiyatlandirma ve ilk satis

e Pilot asamasi: prototip, test plani, veri, kurumsal mUsteri ve basar 8lcUty

e Yatinm asamasi: finansal model, veri odasi, pitch ve soru-cevap hazirhigi

e Olceklenme asamasi: ekip, operasyon, regUlasyon, inracat ve sermaye plani

14. Kurumsal Problem ve Pilot Eslestirme Mekanizmasi

14.1 Amac

Corlu'nun gUclu sanayi altyapisi, teknoloji girisimleri icin pilot muUsteri ve dogrulama ortami olarak
kullaniimalidir.

Kurumsal problem eslestirme mekanizmasi:

e Sanayiisletmelerinden gercek problemleri toplar,

e Problemleri girisimcilere acik ve guvenli bicimde sunar,
¢ Uygun teknoloji ekiplerini secer,

e Pilot uygulama surecini yapilandirr,

e Basar halinde ticari is birligini kolaylastinr.

14.2 Oncelikli problem alanlar

e Enerji verimliligi,

e Su ve atik yonetimi,

e Uretim hatti verimliligi,

e Kalite kontrol,

e  GOruntUisleme,

e Bakim ve anza tahmini,

e EndUstriyel yaziim,

e izlenebilirlik,

¢ Ambalaj ve malzeme yeniligi,
e Tekstil ve kimya prosesleri,
e Karbon yonetimi,

o Lojistik ve depo yonetimi,
e lssaghg ve guvenligi,

e Veri toplama ve analitik.
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14.3 Pilot sureci

. Kurumsal problem formunun doldurulmasi,

. Problemin kapsam ve gizlilik degerlendirmesi,
. Girisim cagrisi veya dogrudan eslestirme,

. Teknik 6n degerlendirme,

. Pilot kapsaminin belirlenmesi,

. Veri ve erisim kosullarinin tanimlanmasi,

. Pilot uygulama,

. Sonu¢ degerlendirmesi,

. Ticari devam karari.

NO 00 N O O N WWN -

14.4 Pilot basari kriterleri

e Teknik uygulanabilirlik,

e Maliyet avantaj,

e Zaman tasarrufu,

o Kalite artigl,

e Enerji veya kaynak tasarrufu,
e Olceklenebilirlik,

e Kullanici memnuniyeti,

e Ticari sUrdUrClebilirlik.

14.5 Challenge Lab uygulama secenegdi

Challenge Lab, kurumsal problem ve pilot mekanizmasinin secilmis problemler icin uygulanan yogun ve
cok disiplinli calisma bicimidir. Her kurumsal problem bu yola alinmaz; problem sahibinin veri/uzman erisimi
saglayabildigi ve girisim ekiplerinin dlcUlebilir bir cikti Uretebilecedi durumlar secilir.

1. Sanayiisletmesinin Ek 20 Kurumsal Problem / Challenge Brief'i doldurmasi

Problemin kapsam, gizlilik, veri ve fikri hak degerlendirmesi

Uygun girisim, mentor, teknik uzman ve gerekiyorsa farkl disiplinlerden ekip Uyelerinin secimi

Basarn olcUty, teslim UriGnu ve ara kontrol tarinlerinin belilenmesi

Coézum gelistirme, prototip/deney ve sirket problem sahibiyle ara konfroller

Sonuc¢ sunumu ve pilot/ticari devam kararinin verilmesi

oW

Challenge Lab cikhisi sunumla sinirli degildir. Asgari ¢ikti; dogrulanmis problem, o&nerilen ¢dzim,
teknik/ticari varsayimlar, test kanit, riskler, pilot kapsami ve devam kararini icerir.

15.  Finansmana ve  Destek  Programlarna
Yonlendirme

Corlu TSO MentoérlUk Programi mevcut destek programlarinin yerine gecmez. Katiimcilan dogru programa
hazirlayan ve yénlendiren bir arayUz gorevi gordr.
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15.1 Temel yonlendirme alanlari
KOSGEB

e Girisimci Destek Programi,

e TEKMER Destek Programi,

e Teknoloji Merkezi Destek Programi,

e s gelistirme ve kapasite gelistirme destekleri.

TUBITAK

e 1812 Yatinm Tabanlh Girisimcilik Destek Programi — BiGG Yatinm,
e 1612 BiGG Birinci Asama Uygulayici Kurulus agi,

e KOBI Ar-Ge ve yenilik destekleri,

e Universite—sanayi is birligi destekleri.

Universite ve teknopark

e Onkulucka,

o Kulucka,

e Teknoloji transferi,

e Patent ve lisans,

e Laboratuvar ve akademik uzmanlik,
o Teknopark sirketlesme imkanlari.

Diger kaynaklar

e Trakya Kalkinma Ajansi,

e Avrupa Birligi programilari,

e Avrupa isletmeler Ag,

e Avrupa Dijital inovasyon Merkezleri,
e Melek yatinrm aglar,

e Kurumsal girisim sermayesi,

e Banka ve finans kuruluslari.

15.2 Yonlendirme dncesi hazirlk

Katilimci ydnlendirimeden 6nce:
¢ Uygunluk kontrolU,

e ihtiyac analiz,

e Basvuru takvimi,
e lsplani,

e Finansal plan,

e Proje butcesi,

e Sunum dosyasl,
o Gerekli belgeler

famamlanmalidr.
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16. Kadin Girisimciligi ve Kapsayicilik

Program, toplumsal cinsiyet esitligini yatay bir ilkke olarak uygular.

16.1 Kadin girisimci tanimi

Programin izleme sistemi bakimindan asagidaki kosullardan herhangi birini karsilayan start-up/girisim kadin
girisimci kategorisinde degerlendirilir:

e En az bir kadin kurucunun bulunmasi,

e Kadinlarn isletmede cogunluk hissesine sahip olmasi,

e lsletmenin kadin tarafindan yénetilimesi.

Ayni girisim birden fazla kriteri karsilasa dahi gésterge hesaplamasinda bir kez sayilir. ilgili durum basvuru
formunda beyan edilir ve gerekli gorGlurse ortaklik/yénetim bilgileri Uzerinden dogrulanir.

16.2 Sayisal hedefler

Kadin girisimci hedefi, program kapsamindaki 60 start-up/girisimcinin en az yizde 30'u olarak korunur.
Buna godre program genelinde en az 18 kadin girisimci niteligi tasiyan start-up/girisimin desteklenmesi
hedeflenir. Dengeli dagdilim i¢in her kohortta en az 6 kadin girisimci niteligi tasiyan start-up/girisim
bulunmasi gézetilir.

Dizey Start-up/Girisimci Sayisi Asgari Kadin Girisimci Hedefi
1. Kohort 20 Enazé

2. Kohort 20 Enazé

3. Kohort 20 Enazé

Program toplami 60 Enaz 18

16.3 Program hedefleri

e Kadin liderligindeki veya kadin ortakl girisimlerin programa erisimini arfirmak,
e Kadin mentor sayisini ve kadin uzman erisimini artirmaik,

e Egitim ve mentorluk saatlerini bakim sorumluluklarina duyarl planlamak,

e Ayrmci dil ve uygulamalarn énlemek,

e Kadinlarnn teknoloji ve sanayi girisimciligine katiimini fesvik etmek,

o Kadin girisimcilerin finansman, pilot mUsteri ve aglara erisimini gelistirmek.

16.4 IZleme gdstergeleri

e Basvuran ve kabul edilen kadin girisimci sayisi ve orani,

e Kadin girisimcilerin program tamamlama oran,

e Kadin girisimcilerin pilot, finansman ve pazar yénlendirmelerine erisim orani,
e Kadin mentor sayisi ve orani,

¢ Cinsiyete gore aynstinlmis memnuniyet ve sonuc verileri.

16.5 Kapsayici uygulamalar

e Erisilebilir ve kapsayici bagvuru dili,

e Cevrimici katiim secenedi,

o Gerektiginde esnek saatler,

e Taciz ve ayrnmciliga sifir folerans,

e Engelli girisimciler icin erisilebilirlik tedbirleri,

et B
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Genc girisimciler ve bakim sorumlulugu bulunan katiimcilar icin destekleyici uygulamalar.

17. Etik llkeler, Gizlilik ve Veri Koruma

17.1 Etik ilkeler

Mentor ve mentiler:

DUrUstluk,

Saygi,

Tarafsizlik,

Gizlilik,

Cikar catismasindan kacinma,
Ayrimcilik yapmama,
Profesyonel sinirlan koruma,
Gercekci beklentiler olusturma

ilkelerine uyar.

17.2 Mentorluk ve danismanlik ayrmi

Mentor:

Mentinin yerine karar vermez,

Hukuki, mali veya teknik sorumlulugu Ustlenmez,
Kendi ¢6zUmUnU dayatmaz,

Sorularla dUsunmeyi kolaylastinr,

Deneyim paylasir,

Seceneklerin degerlendiriimesini destekler.

Uzman gorusu gerektiginde menti, ayn bir feknik danismana ydnlendirilir.

17.3 Gizlilik

Taraflar:

Ticari sirlan aciklamaz,
Gortsme notlarini G¢cUncu kisilerle paylasmaz,

Katiimcinin acik onayl oimadan basar hikdyesi yayimlamaz,
Kurumsal verileri yalnizca program amaglar icin kullanir.

17.4 KVKK ve GDPR uyumu

Acik nza ve aydinlatma metinleri kullanilmalidir,
Sadece gerekli veri toplanmalidrr,

Erisim yetkileri sinirlandinimalidr,

Veriler givenli ortamda saklanmalidrr,
Saklama suresi d&nceden belirlenmelidir,

Program sonunda veriler Corlu TSO'ya dUzenli bicimde teslim edilmelidir,

Anket ve gorisme ham verileri gizli tutulmaldir.

Onemli uygulama notu: Formlar program vygulamasindan énce Corlu TSO tarafindan kurumsal bilgiler,
iletisim bilgileri, saklama sireleri ve hukuk birimi gorisleri dogrultusunda nihai hale getirilmelidir.

EURC CHAMBRES

TORKIYE CUMHURIYET!

SISl BAKANLIGI
AVRUPA BIRLIGI BASKANLIGI

CAMERA DI COMMERCIO Kk

PADOVA * *

il futuro a portata di impresa *
o

{INISTRY OF FOREIGN AF
DIRECTORATE FOR EUAFFAIRS



EBDI TURKIYE-EU
Funded by sVl S &G EN

the European Union

18. lzleme, Degerlendiime ve  Performans
Gostergeleri

18.1 izZleme seviyeleri

1. Girdi gostergeleri

2. Faaliyet géstergeleri

3. Cikti gostergeleri

4. Sonug gostergeleri

5. Etki gostergeleri

Bu bélimdeki godstergeler yalnizca mentorluk programinin erisim, uygulama, ¢ikti ve sonucg performansina
odaklanrr. ihtiyac analizi arastirmasinin érneklem veya veri toplama géstergeleri bu tabloya dahil edilmez.

18.2 Program hedefleri

Gosterge Program Hedefi
En az 130; tercihen 130-160
Toplam basvuru -
aralig
Programa kabul edilen toplam isletme/girisim 105
Teknoloji ve yenilik odakli start-up/girisimci 60
Geleneksel KOBI/isletme 45
Kohort sayisi 3
Her kohorttaki katilimcl ESOB(I?O start-up/girisimei + 15
Kadin girisimci niteligi tasiyan start-up/girisim En az 18; her kohortta en az 6
Aktif mentor 20-30
Katiimci basina bireysel mentorluk gérismesi Egzlgz 4; infiyaca gore daha
Program tamamlama orani En az %80
Kurumsal musteri veya pilot fanistirmasi Enaz 15
Pilot veya prototip calismasi 5-10
KOSGEB/TUBITAK veya diger fon basvurusu 8-15
ihracat veya yeni pazar plani Enaz 10
Katilimcl memnuniyeti En az %80
12 aylik ilerleme/sUrdUrme orani En az %60

18.3 Baslangic degerlendirmesi
Program baslangicinda asagidaki alanlar 1-5 dlceginde degerlendirilir:
o Stratejik planlama,

e Finansal yonetfim,

o Satis ve pazarlama,

e ihracat,

o Dijitallesme,

e Operasyonel verimlilik,

e Ekip ve insan kaynaklari,

e Urin gelistirme ve teknoloji olgunlugu,

e  Fikri mUlkiyeft,

e Fonlama/yatinm hazrligi,

e SUrdUrUlebilirlik.
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Her alan icin kapasite puanina ek olarak mentorluk 6nceligi ve degerlendirmenin gerekcgesi kaydedilir. Bu
Uc¢ bilgi, hedef kartinin hazimanmasinda birlikte kullanilir.

18.4 Ara degerlendirme

Kohortun ortasinda asagidaki hususlar degerlendirilir:

Gerceklesen gérusme sayisi ve katiim dozeyi,

Aksiyon tamamlama orani,

Hedeflere ilerleme,

Mentor-menti uyumu,

Ek uzman veya yeniden eslestirme ihfiyaci,

Pilot, fon, pazar veya kurumsallasma yénlendirmesi infiyaci,
Riskler ve dUzeltici dnlemler.

18.5 Nihai degerlendirme

Katiimcilann baslangic ve bitis puanlar karsilastinlir. Ninai degerlendirmede:

Tamamlanan hedefler,

Uretilen somut ciktilar,

Basvurulan destekler,

Kurulan is birlikleri,

Pilot, satis ve pazar gelismeleri,
Katiimci ve mentor memnuniyeti,
Ogrenilen dersler ve sonraki adimlar
raporlanir.

18.6 Mezuniyet sonrasi takip
6. ve 12. ayda asagidaki bilgiler toplanir:

isletmenin faaliyet durumu,
istihdam degisimi,

Ciro veya satis gelisimi,
ihracat ve yeni pazarlar,
Fon veya yatinm,

Pilotun ticarilesmesi,

Yeni mUsteri ve yeni Urln,
Mentorluk iliskisinin devami.

Basvuru, kabul, tamamlama, pilot, finansman, memnuniyet ve takip sonuclarn kadin girisimci statUsune
go6re ayrnica ayristiniarak raporlanir.

18.7 Demo Day ve sonraki asama karar kapisi

Demo Day, tUm katiimcilan yansmaci haline getiren tek seferlik bir géronUrlUk etkinligi degil; Uretilen
kanitlarn, is modelinin ve sonraki asamaya hazir olusun bagmsiz bicimde degerlendirildigi program

kapanisidir. Gerektiginde KOBI ve teknoloji girisimi sunum kategorileri aynistirilir.

\\371!?:?5“7

Problem, hedef mUsteri ve deger énerisinin aciklig
Musteri ve pazar dogrulama kanitflarnin kalitesi

is modeli, fiyatlandirma ve finansal gercekcilik
Rakipler karsisinda konum ve pazara giris plani

Ekip, fikri muUlkiyet, regUlasyon ve uygulama kapasitesi
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e Sunum, soru-cevap ve 6grenme/pivot gerekcesi

Ek 26 puan karti sonucunda yatinmci gérusmesi, kurumsal pilot, destek programi basvurusu, ihnracat/pazar
yonlendirmesi, ek uzman destedi veya yeniden ¢calisma karan verilir. Puan tek basina otomatik yatinm ya
da kabul hakki dogurmaz.

19. Risk YOnetimi

Sektérel tanitim, dogrudan firma iletisimi, Universite ve OSB
is birligi

Basvuru sayisinin disuk olmasi

Ulusal mentor agi, cevrim ici mentorlar, kurumsal sponsor

Mentor sayisinin yetersiz olmasi
mentorlar

Eslesme uyumsuzlugu Deneme ddnemi, yeniden eslestirme mekanizmasi

Katilimin dismesi Katilim sézlesmesi, dUzenli takip, ara uyar

Hedeflerin belirsiz olmasi ik gérismede zorunlu hedef karti

Programin danismaniiga déndsmesi
Gizlilik ihlali
Kadin katiliminin ddsuk olmasi

Pilotlann basarisiz olmasi

Finansman beklentisinin asin olmasi

Corlu TSO operasyon kapasitesinin yetersiz kalmasi

Dis uzmanlara erisim sorunu

Mentor egitimi ve etik kurallar
Gizlilik s6zlesmesi, erisim kontrolU

Hedefli iletisim, kadin girisimcilik aglanyla is birligi ve her
kohortta en az 6 kadin girisimci hedefinin dizenli izienmesi

Net basan kriterleri, kGgUk Slcekli baslangic
Program basinda beklenti ydnetimi

Programi 35'er katiimcidan olusan U¢ paralel planlanan
uygulama kohortu halinde yUritmek; mentor ve
koordinasyon  kapasitesini  her  kohort  &ncesinde
dogrulamak

Cerceve protokoller ve uzman havuzu

20. Programin Surdurulebilirligi

20.1 Kurumsallasma

Corlu TSO programi proje sonrasinda devam eftirmek icin:

e Sabit bir program sorumlusu belirlemeli,

e Mentor veri tabani olusturmails,

e Yilik basvuru takvimi yayimlamal,

Ekosistem is birliklerini protokole baglamali,
DUzenli bUtce ayirmal,

Sonuclarn yillik etki raporuyla paylasmali,
Mezun agi kurmalidir.
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20.2 Finansman modeli

SUrdUrUlebilirlik icin karma finansman modeli kullanilabilir:
e Corlu TSO &z kaynaklar,

e Proje fonlar,

¢ Kalkinma Ajansi destekleri,

o KOSGEB ve diger kamu destekleri,

e Kurumsal sponsorlar,

e Sektérel problem sahibi firmalarn pilot bUtceleri,
e Egitim ve etkinlik sponsorluklari,

o Uluslararasi is birligi projeleri.

20.3 Mezun agl

Mezunlar:

e Yenikatiimcilara rol model olur,

e Mentor adayi olarak yetistirilir,

e B2B ve yatinm etkinliklerine davet edilir,

e Basarn hik@yeleriyle programin gérGnurliguna artirr,

e Yerel girisimcilik toplulugunun sUrdUrUlebilirligini destekler.

21. Uygulama DokUmanlari ve Ekler

TURKIYE-EU
EGDII 775
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Mentorluk programinda kullanilacak basvuru, degerlendirme, sézlesme, gizlilik, mentorluk kayit,
memnuniyet ve takip formlan “TEBD-Il Mentorluk Programi - Ekler ve Uygulama Formlar” baslkl ayr bir

Word dokUmaninda sunulmaktadir.

Ayr ek dokimanda asagidaki araclar yer alr:
. Ihtiyac Analizi On Anketi

. Mentorluk Programi Basvuru Formu

. Basvuru Uygunluk Kontrol Formu

. Basvuru Degerlendirme ve Puanlama Formu
. MUlakat Formu

. Baslangic ihtiyac Analizi Formu

. Mentorluk Yoluna ve Kohorta Yonlendirme Formu
. Mentor Adayi Basvuru Formu

. Mentor Degerlendirme Formu

10. Mentor-Menti Eslestirme Formu

11. Firma Katilm ve Mentorluk TaahhUtnamesi
12. Mentor Hizmet ve Katilim Sézlesmesi Taslagi
13. Mentor Gizlilik TaahhUtnamesi

14. Gizlilik ve Kisisel Verilerin Korunmasi Formu
15. Mentorluk Hedef Karti

16. GorUsme Kayit Formu

17. Ara Degerlendirme Formu

18. Nihai Degerlendirme Formu

19. Katiimcr Memnuniyet Formu

20. Mentor Memnuniyet Formu

21. Alti ve On Iki Aylik Takip Formu

NV OONONONNOWN —

Onemli uygulama notu: Formlar program vygulamasindan énce Corlu TSO tarafindan kurumsal bilgiler,
iletisim bilgileri, saklama sireleri ve hukuk birimi goérisleri dogrultusunda nihai hale getiriimelidir.
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21.1 Stratejik uygulama araclar

Onceki sUrimde yer alan Ek 1-19 korunmustur. Stratejik program mimarisini uygulamak ve ayni bilginin
tekrar tekrar toplanmasini 6nlemek icin asadidaki yeni araclar Ekler ve Uygulama Formlar dokUmanina
eklenmistir:

Ek 20. Kurumsal Problem / Challenge Brief ve Cok Disiplinli Takim Karti

Ek 21. Dogrulama Sprinti Paketi: Varsayim, Kanit, Deney, Kanvas ve Pivot

Ek 22. Pazar, Rakip, Konumlandirma ve Unite Ekonomisi Calisma Sayfasi

Ek 23. MUsteri Yolculugu, Golden Circle ve Tasarm Sorusu Arac Seti

Ek 24. Gelisim Paketi ve Uzman Yonlendirme Plani

Ek 25. SUrdUrdlebilirlik is Vakasi

Ek 26. Demo Day Degerlendirme ve Sonraki Asama Ydnlendirme Formu

Ek 27. Kohort ve Ekosistem Etki Panosu

22. Kaynaklar ve Sonuc¢

22.1 Temel kaynaklar

e Corlu Ticaret ve Sanayi Odasi, TEBD-II Curricula and Manual Consultancy Terms of Reference, TEBD-
[1/0011-SER-02, 2026.

e Corlu Ticaret ve Sanayi Odasl, Service Contract for Curricula and Manual Consultancy, TEBD-I1/0011-
SER-02, 2026.

e Corlu Ticaret ve Sanayi Odasi, Addendum No. 01, 2026.

e Trakya Kalkinma Ajansi, TR21 Trakya Bolgesi 2024-2028 Bolge Plani Mevcut Durum Analizi.

e Yerel ihtiyac analizi kapsaminda hazirlanan Corlu ve Tekirdag girisimcilik ekosistemi degerlendirmesi.

e Padova Ticaret ve Sanayi Odasi calisma ziyareti ciktilar.

e Napoli Uluslararasi Start-up Destek EGitimi ciktilar.

e KOSGEB girisimcilik ve teknoloji merkezi programiari.

e TUBITAK BiGG ve teknoloji girisimciligi destek programiari.

e Tekirdad Namik Kemal Universitesi ve NKU Teknopark girisimcilik, fikri mUlkiyet ve teknoloji transferi
hizmetleri.

e Fostering Innovation & Entrepreneurship in Padova: Start Cup Padova ve Contamination Lab
yaklasimi.

o Galileo English Presentation: dogrulama, dzellestiriimis gelisim paketleri, musteri yolculugu, tasanm ve
surdUrUlebilir is yaklasimi.

e StartCube Mentor Presentation: problemden baslayan U¢ asamali hiziandirma, kanit, odak, kanvas
sorgulama ve pivot vaka ydntemi.

22.2 Sonuc

TEBD-II Hibrit Mentorluk Modeli, Corlu'nun gUc¢lU sanayi yapisi ile girisimcilik ve yenilik kapasitesini bir araya
getiren uygulanabilir bir bélgesel modeldir.

Model:

e Geleneksel KOBI'lerin ve yeni girisimcilerin temel isletme kapasitesini gelistirir,

e Teknoloji girisimlerini sanayi problemleri ve pilot musterilerle bulusturur,
e Ulusal destek ve yatinm kanallarina yénlendirme saglar,

e Corlu TSO'yu yerel ekosistemin koordinasyon merkezi haline getirir,

o Kadin girisimciligini ve kapsayiciigr guclendirir,
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e Olculebilir ciktilar ve uzun dénemli takip mekanizmasi olusturur.

Programin Uc¢ uygulama kohortu halinde, her kohortta ortak baslangic sprinti ve alti ayllk mentorlukla
uygulanmasi, her kohort sonrasinda sonuclarin degerlendirimesi ve gerekli iyilestirmelerin bir sonraki
kohorta yansitimasi dnerilir. Bdylece 60 start-up/girisimci ve 45 KOBI olmak Uzere toplam 105 katiimci
desteklenirken uygulama kalitesi ve kurumsal 6grenme korunabilir.
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TEBD-1l HYBRID MENTORING MODEL

Mentoring Model Manual v3.0

Implementation, Governance and Monitoring Guide for the Corlu Enfrepreneurship

Version 3.0 - August 2026

Ecosystem

Revision note: The main structure and content elements of the previous version have been retained; the
programme architecture has been strengthened through a common initial sprint, six-month mentoring,
Challenge Lab, Demo Day and evidence-based decision tools.

Project

Beneficiary
Contract Reference
Document Status

Date

Mandatory Disclaimer - Turkish

Strengthening Innovation-driven Start-up
Ecosystem (TEBD-II)

Corlu Chamber of Commerce and Industry
TEBD-II/0011-SER-02
V3.0

August 2026

Bu yayin Avrupa Birligi'nin mali destegiyle hazranmistrr. iceriginden yalnizca Corlu Ticaret ve Sanayi Odasi sorumludur ve Avrupa
Birligi'nin gdérUslerini yansitmak zorunda dedildir.

Mandatory Disclaimer - English

This publication was produced with the financial support of the European Union. Its contents are the sole responsibility of Corlu
Chamber of Commerce and Industry and do not necessarily reflect the views of the European Union.
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TABLE OF

ABBREVIATIONS

TEBD-II Hybrid Mentoring Model - Mentoring Model Manual v3.0

Abbreviation

TEBD-I
ccli
SME
olz
R&D
MvPp
TAM
SAM
SOM
B2B
CRM
ERP
ESG

IP

CE
KVKK
GDPR
KOSGEB
TUBITAK
BiGG
TEKMER
NKU
TR21

Full Term / Description

TUrkiye-EU Business Dialogue Il (TEBD-II)

Chamber of Commerce and Industry

Small and Medium-sized Enterprise

Organised Industrial Zone

Research and Development

Minimum Viable Product

Total Addressable Market

Serviceable Available Market

Serviceable Obtainable Market

Business-to-Business

Customer Relationship Management

Enterprise Resource Planning

Environmental, Social and Governance

Intellectual Property

Conformité Européenne - European Conformity marking

Law on the Protection of Personal Data (TUrkiye)

General Data Protection Regulation

Small and Medium Enterprises Development Organization (KOSGEB)
The Scientific and Technological Research Council of Turkiye (TUBITAK)
Individual Young Entrepreneur Programme

Technology Development Centre

Namik Kemal University, currently named Tekirdag Namik Kemal University
TR21 NUTS 2 Region - Tekirdag, Edirne and Kirklareli
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1. Purpose and Use of the Manual

This manual is the main implementation document governing the design, management, implementation,
monitoring and sustainability of the mentoring programme to be implemented by Corlu Chamber of
Commerce and Industry under the TEBD-II project.

The manual has been prepared for the following purposes:

¢ To establish an applicable, measurable and sustainable mentoring system in the Corlu

entrepreneurship ecosystem,

e To address the differing needs of traditional SMEs and technology- and innovation-oriented ventures
under the same programme framework,

e To utilise the industrial capacity of Corlu and Tekirdag as a source of pilot customers, mentors,
expertise and challenges for entrepreneurship and innovation,

¢ Tolink the relationship between mentors and mentees to common principles, tools and
performance indicators,

¢ To strengthen the role of Corlu CCl as the local coordinator and referral institution,

e To establish a functioning referral mechanism among universities, technoparks, public institutions,
organised industrial zones, industrial enterprises and national support programmes.

This manual has been prepared for the following user groups:

e Corlu CClI project and programme management team,

e Mentors,

o Enfrepreneurs, venture teams and SMEs participating in the programme as mentees,

e Technical experts and trainers,

e Representatives of universities, technoparks, public institutions and industry,

¢ Corporate challenge owners and prospective pilot customers,

e The programme monitoring and evaluation team.

The manual has been updated in line with the structured mentoring model envisaged in the TEBD-Il Terms
of Reference, the local needs analysis, good practices transferred from the experience of Padova
Chamber of Commerce and Industry, and findings from the international start-up support fraining held in
Naples.

In fEis version, the evidence-based validation, multidisciplinary corporate challenge, customised support
packages and Pitch Day approaches contained in the Padova/Galileo tfraining materials have been
adapted to the TEBD-Il context. Rather than allowing the Italian examples to completely alter the

programme structure, the approach has been to use them to strengthen the implementation quality and
decision-making mechanisms of the existing hybrid model.

2. Fundamental Approach of the TEBD-II Hybrid
Mentoring Model

2.1 Definition of the hybrid model

The Hybrid Mentforing Model envisages supporting two different target groups within the same
programme through differentiated mentoring pathways:
1. Traditional SME and Entrepreneur Mentoring Pathway

2. Technology and Innovation-Oriented Venture Mentoring Pathway

et B
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Participants undergo a two-stage survey and assessment. The Needs Analysis Pre-Survey captures profile,
key needs and programme interest. Candidates meeting the basic conditions then complete the
detailed Application Form. After the interview and baseline needs analysis, the Programme Manager
assigns each participant to a mentoring pathway and cohort based on development stage, innovation,
technology intensity, market goals and organisational capacity. Applicants do not choose a cohort.
Although common principles apply throughout the programme, the two pathways differ in terms of:

e mentor profiles,

e training content,

¢ mentoring objectives,

e fypes of outputs,

¢ level of intensity,

e support and referral mechanisms.

They differ accordingly.

2.2 Why a hybrid model?

Corlu and Tekirdag have a strong industrial base, with significant capacity in textiles, chemicals,
machinery, automotive supply, electronics, food, plastics and rubber. High-tech venture density is limited
and entrepreneurship support is dispersed across institutions.

A high-tech-only accelerator would therefore noft fully match local demand, while an SME-only mentoring
model would underuse the region's technology entrepreneurship and industrial fransformation potential.
The hybrid model addresses both needs simultaneously:

e Increase existing firms' productivity, management, export, digitalisation and institutionalisation

capacity,
e Prepare technology and innovation ventures for industrial challenges, prototyping, IP, funding and
investment.

2.3 Fundamental principles of the model

The programme is based on the following principles:
e Needs-based approach

e Differentiated support

e Appliedlearning

e Measurable objectives

o Confidentiality and frust

e Voluntary participation and mutual responsibility
e Strong links with industry

e Local front office, external expertise network

e Women entrepreneurship and inclusion

o Complementarity with support programmes

e Pilot customer and challenge-driven innovation

e Sustainable institutional model

e Starting from the problem and user need

e Prioritising verifiable evidence over opinion

e Short production cycles, focus and rapid learning
e Treatfing a pivot not as failure but as an evidence-based development decision
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3. Structure and Implementation Schedule of the
Hybrid Model

3.1 Main components of the programme

The Hybrid Mentoring Model consists of six main components:
1. Application and selection

2. Needs analysis and routing

3. Common foundation fraining

4. Differentiated mentoring

5. Industry, financing and expert referrals

6. Monitoring, evaluation and post-graduation follow-up

3.2 Programme flow

The programme is an integrated process extending from a broad pre-survey through final evaluation and
post-graduation follow-up. The forms, responsible parties and decision points used at each stage are
defined in the Annexes and Implementation Forms document.

| 1. Needs Analysis Pre-Survey |

!

| 2. General Segmentation and Programme Interest Check |
l

| 3. Detailed Mentoring Programme Application |
!

| 4. Eligibility Check and Scoring |
)

| 5. Interview and Baseline Needs Analysis |
)

| 6. Mentoring Pathway and Cohort Routing |
!

| 7. Common Initial Sprint and Foundation Training |
l

| 8. Mentor-Mentee Matching and Agreements |
!

| 9. Six-Month Individual Mentoring, Group Training and Expert Clinics |
!

| 10. Mid-Term Evaluation |
)

| 11. Challenge Lab, Pilot, Funding, Market and Institutionalisation Referrals |
!

| 12. Demo Day, Final Evaluation and Graduation |
)

| 13. 6- and 12-Month Follow-Up |
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3.3 Programme scope and cohort approach

The programme aims to support a total of 105 enterprises and ventures. Of this total, 60 will be technology-
and innovation-oriented start-ups/entrepreneurs and 45 will be traditional SMEs or businesses with
development potential. The programme will be implemented in three cohorts, each built around a
common initial sprint and a six-month mentoring period. Each cohort is expected to include 20 start-
ups/entrepreneurs and 15 SMEs, for a total of 35 participants.

Cohort assignment is not based on applicants' preferences. The Mentoring Programme Manager
determines the appropriate period in line with the candidate's readiness, mentor capacity, sectoral
matching, programme schedule and cohort balance. Each cohort will seek to maintain the women
enfrepreneur target and a balanced distribution between technology ventures and fraditional SMEs.

3.4 Parallel cohort work schedule

The work schedule is based on a two-month call and application collection period, a two-month
assessment and mentor matching period, and a six-month mentoring implementation period for each
cohort. Cohorts do not proceed sequentially but in parallel; when one cohort completes assessment and
begins mentoring, applications for the next cohort are opened.

This structure spreads the operational workload over time and enables Corlu CCI, the mentor pool and
training capacity to be managed in a more balanced manner. The chart below presents the 18-month

main implementation period.
TEBD-II Parallel Cohort Work Schedule (18-Month Main Implementation Period)

Cohort 1 - Application 1-2 mo.

Cohort 1 - Assessment and Matching
Cohort 1 - Mentoring | 5-10 mo.
Cohort 2 - Application
Cohort 2 - Assessment and Matching
Cohort 2 - Mentoring | 9-14 mo.
Cohort 3 - Application
Cohort 3 - Assessment and Matching m

Cohort 3 - Mentoring I 13.18 mo.

1 2 3 4 5 [ 7 [ 9 10 1 12 13 14 15 16 7 18
Month

Application / Call  mmm Assessment and Mentor Matching Mentoring Period

Post-graduation follow-up activities are conducted separately. Since the 6- and 12-month follow-ups may
extend beyond the main implementation period, they are summarised in the table below.

Cohort 6-Month Follow-Up 12-Month Follow-Up
Cohort 1 Month 16 Month 22
Cohort 2 Month 20 Month 26
Cohort 3 Month 24 Month 30
Month | Cohort Main activities Expected interim output
. . Selection of 35
Announcement and pre-survey; detailed . .
Months IS N . . _ | participants and routing
Cohort 1 applications;  eligibility  check; scoring; .
1-4 . ; ) . to the appropriate
interview and baseline needs analysis .
mentoring pathway
Orientation; common initial training; mentor- | Completion of matches
Month I . - S
5 Cohort 1 mentee matching; agreements; preparation | and  individual  work
of objective cards plans
Months Individual mentoring; group training; expert | Implementation of
6-11 Cohort 1 clinics; initiation of pilot/funding/market | inferim  actions  and
connections development evidence
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Month | Cohort Main activities Expected interim output

Months

8 12, Mid-term and final evaluations; completion of
Cohort 1 . -

16 and outputs; graduation and follow-up plan

22

Completion of Cohort 1
and 6/12-month follow-
up schedule

Each cohort is followed up at 6 and 12 months after completion. These follow-ups may extend beyond
the 18-month main implementation schedule and are conducted as part of the programme's
results/impact monitoring activities.

3.5 Strategic programme architecture

The programme's common initial sprint is not a one-off training event that replaces the mentoring
programme. The sprint serves as the entry and decision gate through which participants reach a common
working standard, produce their initial evidence and are directed into the six-month mentoring period.
7. Application, eligibility check, interview and baseline needs analysis

8. Common Initial Sprint: short training, intensive application and mentor feedback

9. Selection of mentoring pathway, mentor and development package based on sprint outputs

10. Six months of individual mentoring, group training and expert clinics

11. Challenge Lab and corporate pilot development for selected teams

12. Demo Day, final evaluation and referral to the next stage

13. 6- and 12-month post-graduation results/impact follow-up

The targeted learning/production balance of the Common Initial Sprint is approximately 20% short

conceptual input, 60% application by the participant to their own venture, and 20% mentor/peer
feedback.

4. Target Groups and Eligibility Criteria

4.1 Pathway One: Traditional SME and Enfrepreneur Mentoring
Pathway

This pathway targets the following groups:
¢ Newly established businesses,

e Family businesses,

e Micro and small enterprises,

e SMEs preparing to export,

e Businesses requiring digitalisation,

¢ Companies seeking to enter supply chains,

e Enfrepreneurs seeking to strengthen management and financial capacity,
o Businesses seeking to diversify their products or services.

Minimum eligibility criteria

e Having an operational link to Corlu, Tekirdag or the surrounding region,

e Being a legally established enterprise or having a concrete business idea,
¢ Commitment to active participation throughout the programme,

e Afleast one authorised representative following the programme,

o Willingness to share basic business data,
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Ability fo define mentoring objectives clearly.

4.2 Pathway Two: Technology and Innovation-Oriented Venture
Mentoring Pathway

This pathway targets the following groups:

Technology-based ventures,

University-linked teams,

Ventures developing solutions to industrial challenges,

SMEs carrying out R&D or innovation projects,

Teams developing a prototype or minimum viable product,

Ventures wishing to prepare for TUBITAK BiGG, the European Union Horizon Europe Programme or
similar programmes,

Projects with intellectual property and commercialisation potential,

Ventures developing scalable business models.

Minimum eligibility criteria

An innovative product, service or process proposition,

A defined customer problem,

Technical or sectoral competence within the feam,

A prototype, proof-of-concept or development plan,

Scalability potential,

Openness to a pilot customer or field validation,

Compliance with intellectual property and data confidentiality requirements,
Commitment to active participation in an intensive mentoring process.

4.3 Applications that may be excluded from the programme

Applications may be rejected in the following cases:

Applications based solely on a request for grant or financing,

Lack of commitment to regular participation in the mentoring process,

Activities presenting ethical or legal risks,

Insufficiently defined business idea,

Sectors or activities outside the programme scope,

Non-acceptance of confidentiality and data profection obligations,

Material inconsistencies or misleading statements in the application information.

5. Programme Governance and Institutional Roles

5.1 Role of Corlu CCl

Corlu CClis the main coordinator and governance hub of the programme.
Its main responsibilities are to:

Prepare and announce the programme call,
Receive and register applications,
Conduct eligibility and selection processes,
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e Establish the mentor pool,

¢ Manage mentor-mentee matching,

e Coordinate training and mentoring schedules,

e Establish links with universities, technoparks, public institutions and industry,
¢ Manage data protection and confidentiality processes,

¢ Monitor women entrepreneurship and inclusion targets,

e Monitor programme outputs and indicators,

e Ensure compliance with visibility rules,

o Develop the resources required to institutionalise the programme.

5.2 Programme Management Committee

The Programme Management Committee may consist of the following members:
e Corlu CClI project coordinator,

e Programme Manager,

¢ Mentor Coordinator,

e Monitoring and Evaluation Officer,

e University or technopark representative,

e Industry representative,

¢ Women enfrepreneurship or gender expert,
External technical expert, when required.

The Committee takes the following decisions:
e Approval of application criteriq,

e Selection of participants,

¢ Admission of mentors,

e Approval of matching proposals,

e Evaluation of programme performance,
e Decisions on risks and disputes,

e Approval of graduation criteria.

5.3 Programme Manager

The Programme Manager is responsible for day-to-day operations.
Duties include:
¢ Managing the schedule,

¢ Managing the application and assessment process and assigning accepted participants fo the
appropriate mentoring pathway and cohort,

e Maintaining communication with mentors and mentees,

¢ Organising training activities,

¢ Keeping the reporting system up to date,

e Intervening in disrupted processes,

Providing regular reports to the Management Committee.

5.4 Mentor Coordinator

The Mentor Coordinator:
¢ |dentifies mentor candidates,

e Conducts mentor orientations,
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e Prepares matching proposals,

e Monitors mentoring meetings,

e Collects mentor feedback,

e Resolves matching issues,

o Develops the quality of the mentor pool.

5.5 Monitoring and Evaluation Officer

This role:
e Conducts baseline, mid-term and final evaluations,

e Collects indicators,

e Measures participant satisfaction,

e Collects 6- and 12-month follow-up dataq,
e Prepares the programme impact report.

5.6 Ecosystem partners

Cooperation is recommended with the following institutions:
e Tekirdag Namik Kemal University,

e Corlu Faculty of Engineering,

e Corlu Vocational School,

e NKU Technopark,

¢ Patent and Licensing Support Coordination Office,
o Trakya Development Agency,

o KOSGEB,

e TUBITAK BiGG implementing organisations,

e Organised Industrial Zone administrations,

e Industrial enterprises,

e Enterprise Europe Network,

e European Digital Innovation Hub structures,

e Padova Chamber of Commerce and Industry,
e Ofther national and international accelerators.

6. Application, Preliminary Assessment and
Admission to the Programme

6.1 Two-stage application structure

The programme application process is designed in two stages. This structure allows data to be collected
from a broad pool of potential participants and candidates for the mentoring programme to be selected
on the basis of more detailed and comparable information.

Stage One: Needs Analysis Pre-Survey

The pre-survey collects brief information on the enterprise/venture profile, key development needs,
technology and innovation level, interest in the programme, capacity to allocate fime and women
entrepreneur status. The pre-survey does not directly determine admission; it is used to identify candidates
to be invited to the detailed application stage and to plan programme communication.
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Stage Two: Mentoring Programme Application Form

The detailed application form should contain at least the following information:

e Applicant's name and contact information,

e Enferprise or venture name, year of establishment, ownership and team structure,
e Number of employees and sector,

e Description of the product or service and customer problem addressed,

e Target customer group and current sales or revenue status,

e Export status and market objectives,

¢ Technology and innovation level, prototype or MVP status,

e Key development need and expectations from the programme,

e Initial mentoring objectives,

¢ Information on women founders, majority female ownership or women managers,
e Support previously received,

¢ Consent to data processing, confidentiality and regular participation.

Applicants are not asked to indicate the cohort in which they would like to participate. The appropriate

cohort is determined after final admission by the Mentoring Programme Manager, taking programme
capacity and the candidate's readiness intfo account.

6.2 Eligibility check and preliminary assessment

Applications are first reviewed against the minimum eligibility criteria. Eligible applications are then scored
out of 100.

Criterion Weight
Clarity of need 20
Fit with the programme 20
Participation commitment 15
Development potential 15
Regional contribution 10
Employment or export potential 10
Innovation and technology level 10

For applications likely to be routed to the technology and innovation pathway, innovation, scalability,
technical feasibility, feam competence and pilot customer potential are examined in greater detail.

6.3 Interview

The interview is recommended to last 30-45 minutes. During the interview:
e Information in the application form is verified,

¢ The motivation of the entrepreneur or company representative is assessed,

¢ The realism of expectations from the programme is examined,

e Capacity to allocate time and participate actively is assessed,

e Key problem areas and development priorities are identfified,

e A preliminary decision is formed regarding the appropriate mentoring pathway.

6.4 Final admission and cohort assignment

The final admission decision is taken by the Programme Management Committee. The mentoring
pathway and cohort of each accepted participant are determined by the Programme Manager and
communicated to the participant in writing.

The following documents are obtained from accepted participants:
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¢ Company Participation and Mentoring Undertaking,

¢ Required notices and consents relating to confidentiality and protection of personal data,
e Acceptance of mentoring ethical principles,

¢ Commitment to regular participation,

e Baseline Needs Analysis Form.

/. Needs Analysis and Assignment of Participants to
the Two Main Pathways

/.1 Needs analysis tools

The needs analysis is a multi-source process extending from the pre-survey through the interview and
baseline assessment. Rather than relying on the result of a single form, the applicant's statements,
evaluator observations and, where possible, business data are considered together.

e Needs Analysis Pre-Survey,

e Mentoring Programme Application Form,
e Structured interview,

e Enterprise or venture self-assessment tool,
e Financial and operational checklist,

e Technology maturity assessment,

e Business model assessment,

e Export and market readiness assessment,
¢ Digital maturity assessment,

¢ Mentoring Objective Card.

/.2 Routing criteria

Assessment Area

Traditional SME Pathway

Technology and Innovation Pathway

Target output

institutionalisation

. Management,  sales,  finance, | Product, technology, prototype, intellectual
Main need S .
exports, digitalisation property, investment
Innovation level Low-medium Medium-high
Technology intensity Limited Significant
Business performance and

MVP, pilot, funding, investment and scaling

Mentor profile

Manager, industrialist, export and
finance specialist

Technology entrepreneur, R&D, product, IP
and investment specialist

Programme intensity

Medium

High

Pilot customer need

Optional

Generally required

External referral

KOSGEB, export and digitalisation
support

TUBITAK, BIGG, technopark, investor and
laboratory

The routing form records not only the current capacity score but also the mentoring priority of the relevant
area and the rationale for the assessment. The score shows current capacity, priority indicates how early
or infensively the topic should be addressed in mentoring, and the explanation provides the basis for the

decision.
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/.3 Participants with mixed characteristics

Some enterprises may combine characteristics of both pathways. For example, an existing industrial SME
may be developing a new technology product. In such cases:
e A primary mentoring pathway is determined,

e Selected modules from the second pathway are added to the programme,
e A second specialist mentor or tfechnical expert is assigned when necessary,
e The routing decision is reviewed again at the mid-term evaluation.

/.4 Selection of a secondary development package based on
sprint outputs

Routing the participant to the SME, Technology and Innovation or Mixed pathway consfitutes the main
segmentation. A secondary development package is also determined according to evidence produced
during the initial sprint. This avoids applying the same training and mentoring package to every
participant within the same main pathway.

e Early-Stage Validation Package

Business Model and Go-to-Market Package

e Investment and Funding Readiness Package

e Design, Brand and Customer Experience Package
e Corporate Pilot and Challenge Lab Package

e SME Transformation and Institutionalisation Package
¢ Sustainability Business Case Package

For each package, the target output, assigned expert, number of meetings/clinics, evidence of
completion and reassessment date are recorded in Annex 24 Development Package and Expert Referral
Plan.

8. Establishment of the Mentor Pool

8.1 Mentor profiles
Mentors for the Traditional SME pathway

e Business owners and senior executives,

e Export managers,

e Finance and accounting specialists,

e Production and quality managers,

e Human resources specialists,

e Digital fransformation specialists,

¢ Supply chain and logistics specialists,

¢ Sales and marketing specialists,

e Institutionalisation and family business specialists.

Mentors for the Technology and Innovation pathway

e Technology entrepreneurs,
e Product and R&D managers,
e Software and hardware specialists,
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e Prototyping and manufacturing specialists,

e Intellectual property and technology transfer specialists,
e Grant and funding specialists,

e Investors and investment-readiness specialists,

¢ Industrial pilot and corporate innovation managers,

e Regulation and certification specialists,

University academics and laboratory managers.

8.2 Mentor admission criteria

o Preferably at least 7 years of relevant professional experience,

e Experience in enfrepreneurship, business management or technology development,

¢ Communication and active listening skills,

¢ Compliance with conflict-of-interest rules,

¢ Commitment to confidentfiality,

¢ Ability to allocate fime regularly,

e An approach that facilitates thinking rather than imposing advice,

e Sensitivity to inclusion and gender equality,

e Participation in mentor orientation.

The mentor candidate must submit an up-to-date and detailed CV as an annex to the Mentor Candidate
Application Form. The CV should clearly include education, professional experience, sector expertise,
roles and responsibilities, entrepreneurship/mentoring/consulting experience, significant projects and
references, where available. Applications without a CV will not be evaluated.

In exceptional cases, individuals with less than 5 years of experience in a specific technology field but

with high and verifiable expertise may be included in the programme as technical experts. The technical
expert function is distinct from the primary mentor role.

8.3 Mentor orientation

Mentors participate in at least 6 hours of orientation. Orientation topics include:
e The TEBD-Il project and programme objectives,

e Structure of the hybrid model, common initial sprint and six-month mentoring schedule,
e The distinction between mentoring and consulting,

e Ethical principles and professional boundaries,

e Active listening and asking powerful questions,

o Setting objectives and providing feedback,

¢ Managing conflicts and matching problems,

e KVKK, GDPR, frade secrets and information security,

e  Women entrepreneurship and inclusion,

e Meeting record system, monitoring and reporting.

8.4 Evidence and focus discipline for mentors

Mentor orientation includes at least a 20-minute practical session on evidence and focus discipline. This
session franslates the powerful-questioning approach info the following behaviours:
e Distinguishing assumptions from validated evidence

e Asking participants to provide the sources of their customer, market and financial claims
¢ Narrowing scattered ideas to one customer, one problem and a clear value proposition
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¢ Making weak blocks of the canvas visible and creating a test plan
e Justifying continue, retest and pivot decisions with evidence
e Questioning real-world readiness without making decisions on behalf of the mentee

9. Mentor-Mentee Matching System

9.1 Matching criteria

Matching is carried out on the basis of the following criteria:
e Sector experience,

e Problem and needs areq,

e Enterprise or venture stage,

e Technology field,

e Export and market objective,

e Mentor availability and time capacity,

o Geographical proximity and possibility of online work,

¢ Communication style,

e Conflict of interest,

o Specific preferences of the mentee,

e Access to a woman mentor upon request for women entrepreneurs.

9.2 Matching process

1. Mentor and mentee profiles are prepared.

2. The Mentor Coordinator identifies at least two suitable mentor candidates.

3. Necessary conflict-of-interest and eligibility checks are carried out.

4. A short infroductory meeting is held.

5. Both parties approve the match.

6. A Mentor Service and Participation Agreement is signed between Corlu CCI and the mentor.

7. A Company Participation and Mentoring Undertaking is signed between the parficipant company and
Corlu CCI.

8. The mentor signs the Mentor Confidentiality Undertaking in relation to the company to which they are
matched.

9. The initial objective-setting meeting is held and a work plan is prepared.

9.3 Trial period and rematching

The first two meetings are considered a trial period. The match may be changed in the following
circumstances:
e Incompatibility in communication or working style,

e The mentor being unable to allocate sufficient time,

o Actual or potential conflict of interest,

¢ The mentor's expertfise not meeting the need,

e Either party failing to comply with ethical or confidentiality principles,
¢ A material change in the participant's development needs.

A request for change is submitted confidentially to the Programme Manager. The rematching decision is
taken in light of the views of the parties and programme capacity.
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10.
Schedule

10.1 Meeting frequency and mentoring intensity

At least one individual mentoring meeting per month during the six-month mentoring period,
Each meeting lasting 60-90 minutes,
At least 6 individual meetings throughout the programme; 7-8 meetings depending on need,
8-10 meetings or additional technical expert sessions where deemed necessary in the technology
and innovation pathway,

Monthly group fraining, expert clinic or thematic session,
At least one mid-term evaluation,

One final evaluation and graduation meeting.

Mentoring

Process and

BUSINES
DIALOGU
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Implementation

The number of meetings alone is not a success indicator. The main objective is to produce the concrete
development outputs defined in the Mentoring Objective Card and to strengthen the participant's own
decision-making capacity.

10.2 Initial phase, six-month mentoring and closing plan

Period Activities Key output
. D . . . . .| Approved mentoring
Months 1-4 Comple’rlon. pf . oppllcg’rlgn/selechon processes; orientation; objectives and individual work
common fraining; matching; agreements and objective card olan
Individual meetings; group fraining; implementation of initial | Initial development evidence
Months 5-6 LT . ;
actions; expert referrals and updated action list
Months 6- | Mentoring meetings; mid-term evaluation; pilotf, funding, market or M|c'|-'ferm evgluq‘rlon and
o L - revision of objectives where
11 institutionalisation connections
necessary
Final meetings; completion of outputs; final evaluation; graduation Final ~ evaluation, ~ concrefe
Month 12 gs P PUTS; 9 outputs and 6/12-month

and follow-up plan

follow-up plan

10.3 Standard meeting structure

. Review of actions from the previous meeting.

. Sharing of current status and developments.

. Joint determination of the main agenda.

. Analysis of problems and their causes.

. Development of alternatives.

. Determination of decisions, actions and responsible persons.
. Agreement on the date and agenda of the next meeting.

NO~NO A~ WN —

10.4 Common Inifial Sprint

The sprint is based on delivering three production blocks over two or three face-to-face working days,
followed by a short online evidence check within no more than 10 working days. Each block consists of
short training, individual/team work, mentor challenge and output presentation.

Block 1 - Ideaq, Problem and Value
Defining the real, important and recurring problem
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e Selecting a specific target customer or user segment
e Preparing a one-sentence problem statement and value proposition
e Identifying the most critical customer assumptions

Block 2 - Market, Competitors and Positioning

¢ Aninifial sourced market estimate for TAM, SAM and SOM

¢ Mapping direct/indirect competitors and existing alternatives
e Identifying one defensible axis of differentiation

¢ Examining the customer journey and key fouchpoints

Block 3 - Business Model, Numbers and Go-to-Market

e Preparing Business Model Canvas v

e Revenue model, pricing, unit cost, margin and break-even assumptions

e First channel, first customer and 90-day go-to-market actions

e Taking a continue, retest or pivot decision

At the end of the sprint, each participant submits at least the following nine outputs: problem statement,
target customer, one-sentence value proposition, Business Model Canvas v, list of critical assumptions,

initial market/competitor analysis, validation experiment plan, 90-day development objectives and
recommended mentoring pathway/development package.

10.5 Mentoring Objective Card

A maximum of three main objectives are set for each mentee. Each objective should be:

e Specific,

e Measurable,

e Achievable,

e Relevant,

e Time-bound.

Example objectives:

e Prepare a market-entry plan for the target export market by the end of the six-month mentoring
period,

e Establish a production-efficiency measurement system within three months,

¢ Conduct a field test with a pilot customer within four months,

e Prepare an investor presentation and business plan for a TUBITAK BiGG application,

e Develop an actionable improvement plan to reduce product cost by 10 percent.

10.6 Meeting records

The following information is recorded after each meeting:
¢ Date and duration,

o Topics discussed,

e Status of previous actions,

e Decisions taken,

¢ New actions and responsible persons,
e Completion dates,

e Risks,

e Agenda for the next meeting.
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Information constituting trade secrets is not entered into the central system in detail. Such information is
recorded only to the extent necessary and with the approval of the parties. General meeting records
prepared by the mentor for programme reporting are submitted to Corlu CCl; company frade secrets
and pre-existing intellectual property rights remain the property of the company.

11. Common Training Modules

All parficipants are recommended to aftend the following common modules.

The common modules are not delivered all at once. The core elements of Module 1 and Module 2 are
addressed in an applied manner during the initial sprint; the remaining modules are scheduled during the
six-month mentoring period according to the participant's development package and evidence needs.
The acceptance criterion for training is not a certificate of attendance but the production of the
concrete output defined for the relevant module and verification of the quality of evidence by the
mentor.

Module 1 - Entrepreneurship and Strategic Objective Setting

Purpose: To clarify the participant's current situation and programme objectives.
Content:
e Entrepreneurial mindset,

e Vision and strategic objectives,

e Enterprise and venture life cycle,
e Prioritisafion,

e Preparation of the objective card.

Duration: 3 hours
Output: Personal/organisational development objectives.

Module 2 - Business Model and Value Proposition

Purpose: To explain the value of the product or service from the customer's perspective.
Content:
e Customer segments,

e Problem-solution fit,

e Value proposition,

e Revenue model,

o Key activities and partnerships,
e Business Model Canvas.

Duration: 4 hours
Output: Updated Business Model Canvas.

Module 3 - Financial Management and Resource Planning

Purpose: To strengthen participants' financial decision-making capacity.
Content:
e Cash flow,

o Cost structure,

e Pricing,

e Break-even analysis,

¢ Investment and working capital,
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e Sources of finance.

Duration: 4 hours
Output: Basic 12-month financial plan.

Module 4 - Sales, Marketing and Customer Development

Purpose: To strengthen customer acquisition and the sales system.
Content:
o Target customer,

e Salesfunnel,

e B2Bsales,

¢ Digital marketing,

e Customer interviews,

e Proposal and pricing,

o Customer relationship management.

Duration: 4 hours
Output: Customer acquisition plan.

Module 5 - Digitalisation and Use of Data

Purpose: To increase the use of digital tools in business processes.
Content:

e Digital maturity,

e Process automation,

¢ CRM andERP,

e Data collection,

e Cybersecurity,

e Artificial intelligence use cases.

Duration: 4 hours
Output: Digital transformation priority plan.

Module 6 - Sustainability, Green Transition and Compliance

Purpose: To integrate green transition and sustainability requirements into business decisions.
Content:
e Energy and resource efficiency,

e Waste and water management,

e Carbon footprint,

e Supply-chain sustainability,

e ESG approach,

e Environmental compliance in exports.

Duration: 3 hours
Output: Priority sustainability actions.
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12. Traditional SME and Entrepreneur Mentoring
Pathway

12.1 Purpose

The purpose of this pathway is to enable existing or newly established enterprises to develop in the areas
of:
¢ Management,

e Finance,
e Sales,
e Export,

e Digitalisation,

e Instfitutionalisation,

e Human resources,
Production efficiency

and thereby strengthen their capabilities.

12.2 Recommended specialist modules

Module A - Institutionalisation and Management

e Distribution of duties and authority,
e Decision-making processes,

¢ Organisational structure,

e Performance management,

e Governance in family businesses,

e Internal control.

Module B - Export Readiness

o Target market selection,

e Foreign trade processes,

e Certification,

e Offers and contracts,

e Export finance,

e Infternational customer acquisition.

Module C - Production and Operational Efficiency

e Process mapping,

e Waste reduction,

¢ Quality,

¢ Maintenance,

e Supply planning,

e Capacity utilisation.

*e g

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




EBDI TURKIYE-EU
Funded by sVl S &G EN

the European Union

Module D - Human Resources and Competence Development

e Job descriptions,

e Recruitment,

e Performance system,

e Training plan,

¢ Employee engagement,

e Occupational health and safety.

Module E - Supply Chain and Industrial Infegration

e Lead-industry and supplier-industry relations,
e Supplier qualifications,

e Quality and delivery performance,

e Corporate customer expectations,

o Offer and confract management.

12.3 Expected outputs

Each participant should produce at least three concrete outputs:
e Strategic development plan,

e Sales or export plan,

e Cash-flow plan,

¢ Digital fransformation roadmap,
o Operational improvement plan,
e Institutionalisation plan,

e Supplier development plan.

13. Technology and Innovation-Oriented Venture
Mentoring Pathway

13.1 Purpose

The purpose of this pathway is to strengthen the capacity of technology- and innovation-oriented
ventures in:
e Product-market fit,

e Technology validation,

e Prototyping,

e Infellectual property,

e Pilot customers,

e Financing,

¢ Investment readiness,

e Scaling.

It is designed to develop these capabilities.
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13.2 Specialist modules

Module A - Customer Discovery and Problem Validation

Customer problem,
Interview design,

Early validation,

Industrial customer needs,
Problem-solution fit.

Output: At least 10 customer interviews and a validation report.

Module B - Product Development and Technology Roadmap

e Product scope,

e  MVP,

e Technical requirements,

e Technology readiness level,

e Testing and validation,

e Product-development milestones.

Output: Technology and product roadmap.

Module C - Prototyping and Pilot Design

e Pilot objective,

e Success criteriq,

e Pilot customer responsibilities,
e Test plan,

e Data collection,

e Post-pilot decision.

Output: Pilot implementation plan.

Module D - Intellectual Property and Commercialisation

e Patent,

e Utility model,

e Design,

e Trademark,

e Software rights,

e Trade secrets,

e Licensing,

e University inventions.

Output: Intellectual property strategy.

Module E - Preparation for Grants and Public Support

o KOSGEB programmes,

o TUBITAK BIGG,

e TUBITAK R&D programmes,

e Technopark and incubation opportunities,
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Project proposal writing,
Budget and business plan.

Output: Draft application file for atf least one support programme.

Module F - Investment Readiness

Investor expectations,

Market size,

Competitive advantage,

Revenue model,

Financial projections,

Investor presentation,

Valuation,

Equity and investment negotiations.

Output: Pitch deck and data-room checklist.

Module G - Regulation, Certification and Market Entry

Sectoral regulations,

Product safety,

CE and relevant standards,

Data protection,

Requirements specific to the health, food, chemical or machinery sectors,
International market entry.

Output: Regulation and certification roadmap.

13.3 Expected outputs

Each feam in the technology pathway is expected to produce at least four of the following outputs:

Updated business model,
Customer validation report,
MVP or prototype plan,

Pilot customer match,
Intellectual property plan,
Grant or funding application,
Investor presentation,
Technology roadmap,
Regulatory plan,

First sale or letter of intent.

13.4 Stage- and output-based implementation

Not every feam in the Technology and Innovation Pathway needs to receive every specialist module with
the same intensity. The current stage is determined during the initial sprint and first mentor meeting;
compulsory and optional modules are customised through Annex 24.

Validation stage: customer interviews, problem/value and canvas evidence
Market stage: positioning, channels, pricing and first sale

Pilot stage: prototype, test plan, data, corporate customer and success criteria
Investment stage: financial model, data room, pitch and Q&A preparation
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¢ Scaling stage: tfeam, operations, regulation, exports and capital plan

14. Corporate Challenge and Pilot Matching
Mechanism

14.1 Purpose

Corlu's strong industrial base should be used as a pilot-customer and validation environment for
technology ventures.

The corporate challenge matching mechanism:

o Collectsreal challenges from industrial enterprises,

e Presents challenges to entrepreneurs in an open and secure manner,
e Selects appropriate technology team:s,

e Structures the pilot implementation process,

e Facilitates commercial cooperation when successful.

14.2 Priority challenge areas

e Energy efficiency,

o Water and waste management,

e Production-line efficiency,

e  Quality contral,

e Computer vision,

¢ Maintenance and failure prediction,
e Industrial software,

e Traceability,

e Packaging and materials innovation,
e Textile and chemical processes,

e Carbon management,

e Logistics and warehouse management,
e Occupational health and safety,

e Data collection and analytics.

14.3 Pilot process

. Completion of the corporate challenge form,

. Assessment of the challenge scope and confidentiality,
. Venture call or direct matching,

. Technical pre-assessment,

. Definition of the pilot scope,

. Definition of data and access conditions,

. Pilot implementation,

. Evaluation of results,

. Commercial continuation decision.
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14.4 Pilot success criteria

e Technical feasibility,

e Cost advantage,

e Time savings,

e  Quality improvement,

e Energy orresource savings,
e Scalability,

e User satisfaction,

e Commercial sustainability.

14.5 Challenge Lab implementation option

Challenge Lab is an intensive, multidisciplinary working format applied to selected challenges within the
corporate challenge and pilot mechanism. Not every corporate challenge is taken into this pathway;
cases are selected where the challenge owner can provide access to data/experts and venture teams
can produce a measurable output.

14. The industrial enterprise completes Annex 20 Corporate Challenge / Challenge Brief

15. Assessment of scope, confidentiality, data and intellectual property rights

16. Selection of the appropriate venture, mentor, technical expert and, where necessary, feam
members from different disciplines

17. Definition of success criteria, deliverables and interim review dates

18. Solution development, prototype/experiment and interim reviews with the corporate challenge
owner

19. Results presentation and pilot/commercial continuation decision

Challenge Lab output is not limited to a presentation. The minimum output includes the validated

problem, proposed solution, fechnical/commercial assumptions, test evidence, risks, pilot scope and
continuation decision.

15. Referral to Financing and Support Programmes

The Corlu CCl Mentoring Programme does not replace existing support programmes. It acts as an
interface that prepares participants for and directs them to the appropriate programme.

15.1 Main referral areas
KOSGEB

e Entrepreneur Support Programme,

e TEKMER Support Programme,

e Technology Centre Support Programme,

e Business development and capacity-building support.

TUBITAK

e 1812 Investment-Based Entrepreneurship Support Programme - BiGG Investment,
e 1612 BiGG Stage One Implementing Organisation Network,
¢ SME R&D and innovation support,
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e University-industry cooperation support.

University and technopark

e Pre-incubation,

e Incubation,

¢ Technology transfer,

e Patent and licensing,

e Laboratory and academic expertise,

e Technopark incorporation opportunities.

Other sources

e Trakya Development Agency,

e European Union programmes,

e Enterprise Europe Network,

e European Digital Innovation Hubs,
e Angel investment networks,

e Corporate venture capital,

e Banks and financial institutions.

15.2 Preparation before referral

Before a participant is referred, the following should be completed:
e Eligibility check,

e Needs analysis,

e Application schedule,

e Business plan,

e Financial plan,

e Project budget,

e Presentation file,

e Required documents.

They should be completed before referral.

16. Women Entrepreneurship and Inclusion

The programme applies gender equality as a horizontal principle.

16.1 Definition of a woman entrepreneur

For the purposes of the programme monitoring system, a start-up/venture is classified under the women
enfrepreneur category if it meets any of the following conditions:

e Afleast one woman founder,

¢  Women hold a majority ownership stake in the enterprise,

e The enterprise is managed by a woman.

Even if the same venture meets more than one criterion, it is counted only once in indicator calculations.
The relevant status is declared in the application form and, where necessary, verified through
ownership/management information.
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16.2 Quantitative targets

The women entrepreneur target is maintained at a minimum of 30 percent of the 60 start-
ups/entrepreneurs in the programme. Accordingly, the programme aims to support at least 18 start-
ups/ventures that meet the women entrepreneur definition. To achieve a balanced distribution, each
cohort should include at least 6 such start-ups/ventures.

Level AUIC] e S Minimum Women Entrepreneur Target
ups/Entrepreneurs

Cohort 1 20 At least 6

Cohort 2 20 At least 6

Cohort 3 20 At least 6

Programme total 60 At least 18

16.3 Programme objectives

e Increase access to the programme for women-led or women-owned ventures,

e Increase the number of women mentors and access to women experts,

¢ Schedule training and mentoring hours in a way that is sensitive to caring responsibilities,
e Prevent discriminatory language and practices,

e Encourage women's participation in technology and industrial enfrepreneurship,

e Improve women entrepreneurs' access to financing, pilot customers and networks.

16.4 Monitoring indicators

¢ Number and proportion of women enfrepreneurs applying and admitted,

e Programme completion rate of women entrepreneurs,

e Proportion of women entrepreneurs accessing pilot, financing and market referrals,
e Number and proportion of women mentors,

e Sdatfisfaction and outcome data disaggregated by gender.

16.5 Inclusive practices

e Accessible and inclusive application language,

¢ Online participation option,

e Flexible hours where necessary,

e Zero tolerance for harassment and discrimination,

e Accessibility measures for entrepreneurs with disabilities,

e Supportive arrangements for young entrepreneurs and participants with caring responsibilities.

17. Ethical Principles, Confidentiality and Data
Protection

17.1 Ethical principles

Mentors and mentees comply with the principles of:
e Integrity,
e Respect,
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o Impartiality,

o Confidentiality,

e Avoidance of conflicts of interest,

e Non-discrimination,

¢ Maintaining professional boundaries,
e Sefting realistic expectations.

These principles apply throughout the programme.

17.2 Distinction between mentoring and consulting

The mentor:
e Does not make decisions on behalf of the mentee,

e Does not assume legal, financial or technical responsibility,
e Does not impose their own solution,

e Facilitates thinking through questions,

e Shares experience,

e Supports the evaluation of options.

Where specialist advice is required, the mentee is referred to a separate technical adviser.

17.3 Confidentiality

The parties:
e Do not disclose trade secrets,

e Do not share meeting notes with third parties,
¢ Do nof publish a success story without the participant's explicit consent,
e Use organisational data only for programme purposes.

17.4 Compliance with KVKK and GDPR

e Explicit-consent and privacy notices should be used,

e Only necessary data should be collected,

e Access permissions should be restricted,

e Data should be stored in a secure environment,

e The retention period should be determined in advance,

e Afthe end of the programme, data should be transferred to Corlu CCl in an orderly manner,
e Raw survey and inferview data should be kept confidential.

Important implementation note: Before use, the forms must be finalised by Corlu CCl with its
institutional/contact details, retention periods and legal-unit opinion.

18. Monitoring, Evaluation and Performance
Indicators

18.1 Monitoring levels

1. Input indicators
2. Activity indicators
3. Output indicators
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4. Qutcome indicators

5. Impact indicators

The indicators in this section focus solely on the reach, implementation, output and outcome
performance of the mentoring programme. Sampling or data-collection indicators for the needs analysis
research are not included in this table.

18.2 Programme targets

Indicator Programme Target
Total applications At least 130; preferably in the
PP range of 130-160
Total enterprises/ventures admitted to the programme 105
Technology- and innovation-oriented start-ups/entrepreneurs 60
Traditional SMEs/businesses 45
Number of cohorts 3
- 35 (20 start-ups/entrepreneurs
Participants per cohort + 15 SMEs)
Start-ups/ventures meeting the women enfrepreneur definifion é;r)kl]eoc::’r 18; at least 6 in each
Active mentors 20-30
Individual mentoring meetings per participant ﬁ;leeo?sf 4; more depending on
Programme completion rate At least 80%
Corporate customer or pilot infroductions Atleast 15
Pilot or prototype studies 5-10
KOSGEB/TUBITAK or other funding applications 8-15
Export or new market plans At least 10
Participant satisfaction At least 80%
12-month progress/continuation rate At least 60%

18.3 Baseline assessment

At programme entry, the following areas are assessed on a 1-5 scale:
o Strategic planning,

e Financial management,

¢ Sales and marketing,

e Export,

e Digitalisation,

¢ Operational efficiency,

e Team and human resources,

e Product development and technology maturity,
e Infellectual property,

e Funding/investment readiness,

e Sustainability.

For each area, the mentoring priority and the rationale for the assessment are recorded in addition to
the capacity score. These three elements are used together when preparing the Objective Card.

18.4 Mid-term evaluation

At the midpoint of the cohort, the following are assessed:
e Number of meetings held and participation level,
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e Action completion rate,

e Progress towards objectives,

¢ Mentor-mentee fit,

e Need for an additional expert or rematching,

e Need for pilot, funding, market or institutionalisation referral,
e Risks and corrective measures.

18.5 Final evaluation

Participants' baseline and final scores are compared. The final evaluation reports on:
e Objectives completed,

e Concrete outputs produced,

e Support programmes applied to,

e Partnerships established,

e Pilot, sales and market developments,

e Participant and mentor satisfaction,

e Lessonslearned and next steps.

e These elements are reported in the final evaluation.

18.6 Post-graduation follow-up

At 6 and 12 months, the following information is collected:
o Operational status of the enterprise,

¢ Change in employment,

e Revenue or sales development,

e Exports and new markets,

e Funding or investment,

e Commercialisation of the pilof,

e New customers and new products,

¢ Confinuation of the mentoring relationship.

Application, admission, completion, pilot, financing, satisfaction and follow-up results are also
disaggregated and reported by women entrepreneur status.

18.7 Demo Day and next-stage decision gate

Demo Day is not a one-off visibility event that turns all participants info competitors; it is the programme
closing stage at which the evidence produced, business model and readiness for the next stage are
independently assessed. SME and fechnology-venture presentation categories may be separated where
appropriate.

Clarity of the problem, target customer and value proposition

Quality of customer and market validation evidence

Business model, pricing and financial realism

Positioning against competitors and go-to-market plan

Team, intellectual property, regulatory and implementation capacity

Presentation, Q&A and rationale for learning/pivot

Based on the Annex 26 scorecard, participants are referred to investor meetings, corporate pilots, support
programme applications, export/market support, additional expert assistance or further work. The score
alone does not confer an automatic right to investment or admission.
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19. Risk Management
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Low number of applications

Insufficient number of mentors
Mismatch between mentor and mentee
Declining participation

Unclear objectives
Programme turning into consultancy

Confidentiality breach

Low participation of women

Failure of pilotfs

Excessive expectations regarding financing

Insufficient operational capacity of Corlu CCI

Difficulty accessing external experts

Preventive Measure

Sector-focused promotion, direct company outreach,
cooperation with universities and OIZs

National mentor network, online mentors, corporate
sponsor mentors

Trial period, rematching mechanism

Participation agreement, regular follow-up, inferim

warning

Mandatory objective card at the first meeting
Mentor training and ethical rules
Confidentiality agreement, access control

Targeted communication, cooperafion with women
entfrepreneurship networks and regular monitoring of the
target of at least 6 women entrepreneurs per cohort

Clear success criteria, small-scale start
Expectation management at programme entry

Implementing the programme through three planned
parallel cohorts of 35 participants each; validating mentor
and coordination capacity before each cohort

Framework protocols and expert pool

20. Programme Sustainability

20.1 Institutionalisation

To confinue the programme after the project, Corlu CClI should:

e Designate a permanent programme officer,
e Establish a mentor database,
e Publish an annual application calendar,

e Formalise ecosystem partnerships through protocols,

e Allocate aregular budget,
e Share results through an annual impact report,
e Establish an alumni network.

20.2 Financing model

A blended financing model may be used for sustainability:

e Corlu CCl own resources,
e Project funds,
e Development Agency support,
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e KOSGEB and other public support,

e Corporate sponsors,

e Pilot budgets of sectoral challenge-owner companies,
e Training and event sponsorships,

e International cooperation projects.

20.3 Alumni network

Alumni:
e Act asrole models for new participants,

e Are developed as prospective mentors,

e Areinvited to B2B and investment events,

¢ Increase programme visibility through success stories,

o Support the sustainability of the local entrepreneurship community.

21. Implementation Documents and Annexes

Programme application, assessment, agreement, confidentiality, mentoring-record, satisfaction and
follow-up forms are provided in the separate Word document “TEBD-Il Mentoring Programme - Annexes
and Implementation Forms"”.

The separate annex document contains the following tools:

1. Needs Analysis Pre-Survey

2. Mentoring Programme Application Form

3. Application Eligibility Check Form

4. Application Assessment and Scoring Form

5. Interview Form

6. Baseline Needs Analysis Form

7. Mentoring Pathway and Cohort Routing Form

8. Mentor Candidate Application Form

9. Mentor Assessment Form

10. Mentor-Mentee Matching Form

11. Company Participation and Mentoring Undertaking

12. Draft Mentor Service and Parficipation Agreement

13. Mentor Confidentiality Undertaking

14. Confidentiality and Personal Data Protection Form

15. Mentoring Objective Card

16. Meeting Record Form

17. Mid-Term Evaluation Form

18. Final Evaluation Form

19. Participant Satisfaction Form

20. Mentor Satisfaction Form

21. Six- and Twelve-Month Follow-Up Form

Important implementation note: Before use, the forms must be finalised by Corlu CCIl with its
institutional/contact details, retention periods and legal-unit opinion.

21.1 Strategic implementation tools

Annexes 1-19 have been retained. To implement the strategic programme architecture without
repeatedly collecting the same information, the following tools have been added to the Annexes and
Implementation Forms document:
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Annex 20. Corporate Challenge / Challenge Brief and Multidisciplinary Team Card

Annex 21. Validation Sprint Package: Assumption, Evidence, Experiment, Canvas and Pivot
Annex 22. Market, Competitor, Positioning and Unit Economics Worksheet

Annex 23. Customer Journey, Golden Circle and Design Question Toolkit

Annex 24. Development Package and Expert Referral Plan

Annex 25. Sustainability Business Case

Annex 26. Demo Day Evaluation and Next-Stage Referral Form

Annex 27. Cohort and Ecosystem Impact Dashboard

22. Sources and Conclusion

22.1 Key sources

Corlu Chamber of Commerce and Industry, TEBD-II Curricula and Manual Consultancy Terms of
Reference, TEBD-II/0011-SER-02, 2026.

Corlu Chamber of Commerce and Industry, Service Contract for Curricula and Manual
Consultancy, TEBD-II/0011-SER-02, 2026.

Corlu Chamber of Commerce and Industry, Addendum No. 01, 2026.

Trakya Development Agency, TR21 Trakya Region 2024-2028 Regional Plan Current Situation
Analysis.

Corlu and Tekirdag entrepreneurship ecosystem assessment prepared within the local needs
analysis.

Outputs of the Padova Chamber of Commerce and Industry study visit.

Outputs of the Naples International Start-up Support Training.

KOSGEB entrepreneurship and technology centre programmes.

TUBITAK BiGG and technology entrepreneurship support programmes.

Tekirdag Namik Kemal University and NKU Technopark entrepreneurship, intellectual property and
technology-fransfer services.

Fostering Innovation & Enfrepreneurship in Padova: Start Cup Padova and Contamination Lab
approach.

Galileo English Presentation: validation, customised development packages, customer journey,
design and sustainable business approach.

StartCube Mentor Presentation: three-stage acceleration starting from the problem, evidence,
focus, canvas challenge and pivot case method.

22.2 Conclusion

The TEBD-II Hybrid Mentoring Model is an applicable regional model that brings together Corlu's strong
industrial structure with enfrepreneurship and innovation capacity.
The model:

Develops the core business capacity of fraditional SMEs and new entrepreneurs,
Connects technology ventures with industrial challenges and pilot customers,
Provides referrals to national support and investment channels,

Positions Corlu CCI as the coordination hub of the local ecosystem,

Strengthens women entrepreneurship and inclusion,

Creates measurable outputs and a long-term follow-up mechanism.
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It is recommended that the programme be implemented in three cohorts, each with a common initial
sprint and six months of mentoring, with results assessed after each cohort and necessary improvements
reflected in the next cohort. In this way, a total of 105 partficipants - 60 start-ups/entrepreneurs and 45
SMEs - can be supported while maintaining implementation quality and institutional learning.
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TEBD-II HIBRIT MENTORLUK MODELI / TEBD-Il HYBRID MENTORING MODEL
Mentorluk Modeli El Kitabi / Mentoring Model Manual
Bilingual Edition « Turkish & English

Bu yayin Avrupa Birligi'nin mali destegiyle hazirlanmistir. iceriginden yalnizca
Corlu Ticaret ve Sanayi Odasi sorumludur ve Avrupa Birligi'nin géruslerini
yansitmak zorunda degildir.

This publication was produced with the financial support of the European Union.
Its contents are the sole responsibility of Corlu Chamber of Commerce and Industry
and do not necessarily reflect the views of the European Union.
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