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Onsdz

Bu kitap, Thsan Dogramaci Bilkent Universitesi Isletme Fakiiltesi Isletme Boliimii biinyesinde giiz ve bahar
doénemlerinde verilen MAN 495 Bitirme Projesi dersinin tiim subelerinde yiritilen projelerin 6zetlerini bir
araya getirmektedir. “Isletme Projeleri” e-kitab1, dgrencilerimizin farkli sektorlerde faaliyet gdsteren
kuruluslarla birlikte gerceklestirdigi calismalar1 paylasmak ve bu siirecte ortaya ¢ikan bilgi ve deneyimi kalici
bir kaynaga doniistiirmek amaciyla hazirlanmistir.

Bitirme Projesi dersi, son sinif 6grencilerimize lisans egitimleri boyunca edindikleri bilgi ve becerileri gercek
isletme problemleri iizerinde kullanma firsat: sunmaktadir. Ogrenci ekiplerimiz, akademik ve sektorel
danismanlariin destegiyle, is birligi yaptiklar1 kuruluslarin karsilastig1 bir problemi ele almakta; problemin
nedenlerini arastirmakta, ilgili bilgi ve verileri degerlendirmekte ve uygulanabilir ¢6ziim Onerileri
gelistirmektedir. Bu ¢alismalar, isletmenin farkli alanlarinda edinilen bilgilerin bir arada kullanilmasini ve
onerilerin sirketin faaliyet kosullari, kaynaklar1 ve dncelikleri dikkate alinarak degerlendirilmesini
gerektirmektedir.

Bu siiregte 6grencilerimizin bir ¢6ziim énermeleri kadar, neden o ¢6ziimii tercih ettiklerini ve hangi kosullarda
uygulanabilecegini agiklamalarini da 6nemsiyoruz. Gergek bir isletme problemi {izerinde ¢aligmak; eksik
bilgilerle ilerlemeyi, farkli beklentileri anlamayi, varsayimlart sorgulamay1 ve gerektiginde ilk
degerlendirmeleri gézden gecirmeyi gerektirir. Takim i¢inde sorumluluk paylasmak, sirket temsilcileriyle
iletisim kurmak ve Onerileri gerekceleriyle sunmak da bu 6grenme deneyiminin dnemli pargalaridir. Boylece
ogrencilerimiz, analitik diisiinme ve problem ¢ézme becerilerinin yaninda, mesleki yasamlarinda ihtiyag
duyacaklari is birligi ve iletisim becerilerini de gelistirme olanagi bulmaktadir.

Siirdiiriilebilirlik ve sorumlu isletmecilik anlayist da dersimizin 6nemli bir boyutunu olusturmaktadir.
Ogrencilerimizden, galistiklar1 kuruluslarin gevresel, sosyal ve ydnetisim uygulamalarini incelemeleri ve
gelistirdikleri 6nerilerin siirdiiriilebilirlik agisindan sonuglarini degerlendirmeleri beklenmektedir. Birlesmis
Milletler Stirdiiriilebilir Kalkinma Amaglar1 kapsaminda 6zellikle insana yakisir is ve ekonomik biiyiimeye
odaklanilmasi, 6grencilerimizi onerilerinin ekonomik katkilariyla birlikte ¢aligsanlar ve diger paydaslar
iizerindeki olasi etkilerini de diisiinmeye yonlendirmektedir.

Projelerin, 6grencilerimizin 6grenimine katki sunarken is birligi yaptigimiz kuruluslar i¢in de yararh
degerlendirmeler ve yeni ¢ozlim olanaklar1 ortaya koymasini amagliyoruz. Kuruluglarin paylastigi bilgi ve
deneyim, akademik ¢aligmalarin uygulamadaki karsiligin1 anlamamiza yardimer olurken, 6grenci ekiplerinin
aragtirmalari ve Onerileri de ele alinan sorunlara farkli bir bakis agis1 getirebilmektedir. Bu kitap, iiniversite ile
1s dlinyas1 arasindaki bu karsilikli 6grenme siirecinin tirlinlerini daha genis bir ¢evreyle paylagsmaktadir. Proje
ozetleri, ilgili kuruluslarin bilgilerinin gizliligi gozetilerek okuyuculara sunulmaktadir.

10



Projeleri emek ve 6zveriyle hazirlayan tiim 6grencilerimize; bilgi, deneyim ve zamanlarini paylasarak
caligmalara destek veren kuruluslara ve temsilcilerine; akademik ve sektorel danismanlarimiza tesekkiir ederiz.
Projelerin degerlendirilmesine, Proje Fuari ve Yarigmasi’nin diizenlenmesine ve bu e-kitabin hazirlanmasina
katkida bulunan tiim ¢aligma arkadaslarimiza da tesekkiirlerimizi sunariz.

Kitapta yer alan ¢alismalarin okuyucularimiza yararli olmasini, yeni projelere ve is birliklerine ilham vermesini
dileriz.

Bilkent Universitesi Isletme Fakiiltesi

MAN 495 Bitirme Projesi Dersi Koordinatorleri
Dr. Ceren Aydogmus

Dr. Ogr. Uyesi Rasim Serdar Kurdoglu

Prof. Dr. Ali Riza Zafer Sayar
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Dekanin Mesaji

Bilkent Universitesi Isletme Fakiiltesi olarak temel hedeflerimizden biri, dgrencilerimizi yalmzca giiglii bir
akademik altyapiyla degil, ayn1 zamanda 6grendiklerini gergek is problemlerine uygulayabilen, takim i¢inde
etkin bigimde ¢alisabilen, sorumluluk alan ve degisen is diinyasina uyum saglayabilen bireyler olarak
yetistirmektir.

Son sinif 6grencilerimizin mezuniyet 6ncesinde aldiklart MAN 495 — Business Capstone Project dersi, bu
hedefimizin nemli bir pargasini olusturmaktadir. Ogrencilerimiz bu ders kapsaminda dért yillik Isletme
egitimleri boyunca edindikleri bilgi ve becerileri bir araya getirerek, ekipler halinde ¢esitli isletmelerin karsi
karsiya oldugu gercek problemlere ¢ozliim gelistirmektedir. Akademik danigsmanlarin ve is diinyasindan proje
paydaslarinin katkilariyla yiiriitiilen bu siire¢, 6grencilerimize sinifta 6grendiklerini uygulamaya doniistiirmenin
yani sira problem ¢dzme, analitik diistinme, takim ¢aligsmasi, iletisim ve proje yonetimi becerilerini gelistirme
firsat1 sunmaktadir.

MAN 495’1 bizim i¢in 6zellikle degerli kilan bir diger unsur, 6grencilerimizin gelistirdikleri ¢oziimlerin
yalnizca igletmeler acisindan saglayacagi fayday: degil, toplumsal etkilerini de diisiinmelerini tesvik etmesidir.
Bu anlayis dogrultusunda, en basarili projelerin yani sira toplumsal sorumluluk ve sosyal etki boyutuyla 6ne
cikan projeleri de ayrica ddiillendiriyoruz.

Bu kitapgikta yer alan projeler, dgrencilerimizin Bilkent Universitesi Isletme Fakiiltesi’nde gegirdikleri dort yil
boyunca kazandiklar1 bilgi, beceri ve bakis agilarinin somut ¢iktilaridir. Ayn1 zamanda {iniversite ile is diinyasi
arasinda kurulan gii¢lii is birliginin ve karsilikli 6grenmenin giizel 6rneklerini olusturmaktadir.

Projelerinde biyiik bir emek ve dzveriyle ¢alisan tiim 6grencilerimizi kutluyor; gercek is problemlerini
ogrencilerimizle paylasarak onlarin gelisimine katkida bulunan kurumlarimiza, firma temsilcilerine ve proje
danismanlarimiza igtenlikle tesekkiir ediyorum. MAN 495’in basariyla yiiriitiilmesini saglayan akademik ve

idari koordinatorlerimize ve bu siirecte emegi gecen herkese de ayrica tesekkiirlerimi sunuyorum.

Bilkent Universitesi Isletme Fakiiltesi Dekam

Prof. Dr. Ozgiir Kibris
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Firmalardan Tesekkiir Mektuplar

Tiirkiye Is Bankasi

Tiirkiye Is Bankasi olarak, ¢alisan deneyimini odagna alan uygulamalarimizi degisen calisma hayatinin
ihtiyaclar1 dogrultusunda stirekli gelistirmeyi Onemsiyoruz. Bu yaklasimin bir pargasi olan MaxiOfis ile
calisanlarimiza farkli lokasyonlarda esnek, erisilebilir ve verimli caligma alanlar1 sunmayi; ayni zamanda
calisanlarimizin bir araya gelmelerini ve kurumsal kiiltiirimiizle baglarin1 gii¢lendirmelerini amagliyoruz.

Bu kapsamda gerceklestirilen proje calismasinda MaxiOfislerimizin; ¢alisan deneyimi, operasyonel verimlilik ve
fiziksel ¢alisma kosullar1 agisindan ¢ok boyutlu olarak ele alinmasini oldukca degerli buluyoruz. Ogrencilerimizin
sektor arastirmalari, calisan goriismeleri, kullanim verileri ve lokasyon bazli gozlemleri bir araya getirerek mevcut
yapiy1 analiz etmeleri; dijital rezervasyon siireclerinden fiziksel ¢alisma alanlarinin standardizasyonuna kadar
farkl1 gelisim alanlarina yonelik ¢oziim Onerileri gelistirmeleri, calismaya biitlinciil bir bakis agis1 kazandirmistir.

Ozellikle gergek bir is problemini farkl1 veri kaynaklarindan yararlanarak degerlendirmeleri, ¢alisan ihtiyaclarini
anlamaya yonelik yaklagimlari ve uygulanabilir ¢6ziim 6nerileri gelistirme yoniinde gosterdikleri ¢aba bizler i¢in
kiymetlidir. Calisma kapsaminda ortaya konulan degerlendirme ve onerilerin, MaxiOfis deneyiminin gelecekteki
gelisimine yonelik ¢aligmalarimiz agisindan da farkli bakis agilart sundugunu diisiiniiyoruz.

Universite-sanayi is birliginin, 6grencilerin akademik bilgilerini gergek is hayatindaki ihtiyaglarla bulusturmasi
acisindan 6nemli bir 6grenme alan1 sunduguna inantyoruz. Bu siiregte gosterdikleri 6zen, merak ve emek icin
proje ekibinde yer alan tiim o6grencilerimize tesekkiir ediyor; kendilerine egitim ve kariyer yolculuklarinda
basarilar diliyoruz.

Projenin hayata gecirilmesine katki saglayan degerli akademisyenlere ve proje koordinasyon ekibine de destek
ve yonlendirmeleri i¢in tesekkiirlerimizi sunuyoruz.

Ceren Esen
Isveren Marka ve Calisan Deneyimi Miidiirii
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Fetih Tekstil

1996 yilinda kurulan Fetih Tekstil, Taha Grup biinyesinde faaliyet gosteren, Tiirkiye ve Misir’daki iiretim
tesisleriyle tekstil ve hazir giyim sektoriinde global markalara hizmet sunan bir tiretim sirketidir. Kaliteli ve
esnek liretimin yani sira ¢alisan gelisimi, operasyonel verimlilik, siirdiiriilebilirlik ve giiglii is birligi kiiltiiriinii
odagina alan Fetih Tekstil, faaliyet gosterdigi tiim lokasyonlarda siirekli gelisim anlayisiyla ¢alismalarini
strdirmektedir.

Bu anlayis dogrultusunda, tiniversite-sanayi is birliklerini yalnizca akademik bir ¢aligma olarak degil, gergek is
problemlerine yenilik¢i ve uygulanabilir ¢oziimler gelistiren degerli bir gelisim alani olarak goriiyoruz.

Bu kapsamda, Thsan Dogramaci Bilkent Universitesi MAN495 Capstone Projesi cercevesinde
ogrencilerimiz tarafindan Fetih Tekstil’in Misir operasyonlari tizerine gergeklestirilen ¢aligma; farkl
lokasyonlar arasindaki iletisim, yetki ve karar alma siiregleri, veri yonetimi ve operasyonel koordinasyon
konularina odaklanmistir. Proje kapsaminda siireclerin sadelestirilmesi, merkezi veri yonetiminin
giiclendirilmesi ve ekipler arasindaki teknik ve kiiltiirel uyumun gelistirilmesine yonelik ¢6ziim onerileri ortaya
konulmustur.

Gergek bir is probleminin {iniversite 6grencilerinin bakis acisiyla ele alinmasi ve uygulanabilir ¢oziim
Onerilerine doniistiiriilmesi bizim i¢in son derece kiymetli bir deneyim olmustur. Bu ¢aligmanin, siire¢lerimize
farkl bir perspektif kazandirdigina ve 6grencilerimizin gergek is hayatindaki problemlere ¢oziim liretme
deneyimlerine katki sagladigina inaniyoruz.

Proje stiresince emek ve 6zveri gosteren 6grencilerimiz Alp Arap, Bora Utku Aydin, Ceyda Yigit, Onur Alp
Cimen, Sila Cetin, Sevval Yildirim ve Yagmur Tuna’ya; bilgi ve deneyimleriyle projeye yon veren Thsan
Dogramaci Bilkent Universitesi akademisyenlerine ve (iniversite-sanayi is birliginin gelismesine katki
saglayan tiim paydaslarimiza tesekkiir ederiz.

Fetih Tekstil olarak, genclerin akademik birikimlerini gergek is diinyasi problemleriyle bulusturan bu tiir is
birliklerinin hem sektoriimiiz hem de gelecegin profesyonellerinin gelisimi agisindan 6nemli bir deger
yarattigina inantyor, benzer ¢aligmalarin artarak devam etmesini diliyoruz.

Zeynep Demirbas
Insan Kaynaklar1 Boliimii / Endiistri Miihendisi
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Emeklilik Gozetim Merkezi AS (EGM)

Emeklilik Gozetim Merkezi AS (EGM), 4632 sayili Kanun uyarinca, Hazine ve Maliye Bakanliginin
gorevlendirme ve yetkilendirmesi ger¢evesinde, merkezi Istanbul'da olmak iizere 10 Temmuz 2003 tarihinde
kurulmustur. EGM'nin kanunla belirlenen temel amaglari, 6zel emeklilik sisteminin giivenli ve etkin bi¢gimde
islemesini saglamak ve katilimcilarin hak ve menfaatlerini korumaktir. Bu dogrultuda EGM; emeklilik sirketleri,
emeklilik yatirnm fonlarmmi yoneten portfoy yonetim sirketleri ve bireysel emeklilik aracilarinin faaliyetlerine
yonelik risk esasli dijital gozetim altyapisini saglamakta ve bu altyapi lizerinden tespit edilen gézetim bulgularini
ilgisine gore Sigortacilik ve Ozel Emeklilik Diizenleme ve Denetleme Kurumuna (SEDDK) ve Sermaye Piyasasi
Kuruluna (SPK) raporlamaktadir. EGM ayrica fon performans izleme ve degerlendirme sistemini yonetmekte,
sektore iliskin istatistikler iiretmekte, katilimcilara dijital hizmetler sunmakta ve ilgili otoritelere 6zel emeklilik
sisteminin gelisimine yonelik politika ve strateji onerileri gelistirmektedir.

2025-2026 Akademik Yili Giiz ve Bahar dénemlerinde Bilkent Universitesi Isletme Fakiiltesinden 13
ogrencimizin katilimiyla, BES Mobil uygulamasinin bilinirligini ve kullanimini artirmaya yonelik etkilesim
odakli bir pazarlama stratejisi projesini tamamladik. Proje kapsaminda Ogrencilerimiz, uygulamanin hedef
kitlesini ve mevcut kullanici davranislarini analiz ederek BES Mobil'in daha genis bir katilime1 kitlesine
ulagmasini, mevcut kullanicilarin uygulamay1 daha etkin ve diizenli kullanmasint ve kullanict etkilesiminin
giiclendirilmesini amaglayan biitlinciil bir pazarlama stratejisi gelistirdiler. Ortaya konulan analiz ve Oneriler,
kurumumuzun dijital hizmetlerini gelistirmeye yonelik calismalarinda degerlendirilebilecek somut ve
uygulanabilir bir yol haritasi niteligi tagimaktadir.

Projemizin, bireylerin emeklilik tasarruflarina iliskin farkindaliklarinin artirilmasina saglayabilecegi katki da
dikkate alinarak Sosyal Etki (Social Impact) kategorisinde birincilik odiiliine layik goriilmesi, bizler i¢in ayrica
gurur ve memnuniyet verici olmustur. Bu basari, akademik bilgi birikiminin gercek sektor ihtiyaclartyla
bulusturulmasinin, yalnizca kurumsal fayda saglamakla kalmayip toplumsal deger yaratma potansiyeli tasiyan
sonuglar da iiretebildigini gostermektedir.

Projenin bizim agimizdan bir diger memnuniyet verici sonucu ise proje siiresince sergiledigi basarili performansla
one ¢ikan bir grencimizi, projenin tamamlanmasinin ardindan EGM biinyesinde istihdam etmis olmamizdir. Bu
gelisme, {iniversite-sektor is birliginin bilgi ve deneyim paylagiminin Otesine gecerek geng yeteneklerin
kesfedilmesine, mesleki gelisimlerinin desteklenmesine ve is hayatina kazandirilmasina da somut katkilar
saglayabildiginin giizel bir 6rnegidir.

Bilkent Universitesi Isletme Fakiiltesiyle yiiriittiigiimiiz bu calisma, gergek sektdr ihtiyaclarma yénelik
uygulanabilir ¢ozlimler gelistirilmesinin yani sira, 6grencilerin akademik bilgi ve becerilerini gercek is ortaminda
degerlendirmelerine imkan saglamasi bakimindan da son derece kiymetlidir. Proje boyunca 6grencilerimizin
konuyu sahiplenmeleri, kurum i¢i paydaslarimizla kurduklari etkili iletisim, gosterdikleri kararlilik ve
gelistirdikleri Onerilerin niteligi, akademisyenlerimizin degerli rehberligiyle birleserek basarili sonuglarin elde
edilmesini saglamistir.

Bu vesileyle, basta projeye akademik rehberlikleriyle yon veren Bilkent Universitesi Isletme Fakiiltesi 6gretim
iiyeleri olmak iizere, emegi gecen tiim akademik kadroya, projede gorev alan 6grencilerimize ve katki saglayan
15



EGM calisma arkadaslarimiza igten tesekkiirlerimi sunuyorum. Ogrencilerimizin merak ve dgrenme isteklerinin
daima canli kalmasini, basarilarinin ise meslek hayatlar1 boyunca artarak devam etmesini diliyorum.

Universite-sektér is birligini giiclendiren, genclerin mesleki gelisimlerini destekleyen ve toplumsal fayda yaratma
potansiyeli tasiyan bu tiir ¢calismalar1 6nlimiizdeki donemlerde de siirdiirmekten memnuniyet duyacagimizi
Ozellikle belirtmek isterim.

Saygilarimla,

Mustafa AKMAZ
Emeklilik Gozetim Merkezi AS
Genel Muduri

Karmas Endiistri

1997 yilinda kurulan Karmas Endiistri, egitim, insaat, kumlama-boya ve gida sektorlerinde faaliyet
gostermektedir. Karadeniz Eregli’de bulunan fabrikamizda siirdiirdiigiimiiz ¢aligmalarimizla farkli sektorlerde
deger yaratmay1 ve siirekli gelisimi hedefliyoruz.

2021 yilinda Bilkent Universitesi Isletme Fakiiltesi’nden mezun olmamin ardindan, is hayatinda edindigim
deneyimleri akademik bilgiyle bulusturmay1 ve geng yeteneklerin gelisimine katki saglamay1 6nemsiyorum.

Sirketimiz biinyesinde faaliyet gdsteren Savarona Restaurant & Event Venue’de Bilkent Universitesi grencileri
ve akademisyenleriyle gerceklestirilen ¢alismalar, isletmemizin gelisimine 6nemli katkilar saglamistir.
Ogrencilerin bilgi birikimleri, yaratici fikirleri ve farkli bakis agilar1 Savarona’ya biiyiik deger katarken,
akademik bilginin 1§ hayatinda uygulanmasinin 6nemini de ortaya koymustur.

Universite dgrencilerinin mesleki gelisimlerini destekleyen, teorik bilgilerini gercek is ortamlarinda
deneyimlemelerine olanak taniyan ve akademi ile is diinyas1 arasinda koprii kuran is birliklerini degerli
buluyoruz.

Savarona’nin gelisimine emekleri ve katkilariyla deger katan Bilkent Universitesi 6grencilerine ve
akademisyenlerine tesekkiir ediyor, bu tiir is birliklerinin gelecekte de artarak devam etmesini diliyoruz.

Saygilarimizla,
Karmas Endiistri
Kurucu Temsilcisi

Damla Karahan Celikkol
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PROJELER



Savarona Restaurant & Event Venue, Marketing Problems

Proje Ekibi: Accumulated Depreciation

Proje Adi: Savarona Restaurant icin Erisilebilir Pazarlama

Grup Uyeleri: Berat Can Kalayci, Feyza Sevgili, Firat Saribuga, Nazl ipek Kazang,
Necip Can Kali, Rabia Sila Giirbiiz

Sirket Damsmami: Damla Karahan Celikkol Akademik Damisman: Onur Osmanoglu

Koordinator Danisman: Ceren Aydogmus
OZET

Savarona Dining, Eregli'de faaliyet gosteren bir restorandir. Fiyatlar1 rekabet¢i olmasina ragmen, bolgede "¢ok
pahal1 ve sadece Ozel giinler i¢in uygun" olarak algilanmaktadir. Yaptigimiz yiiz yiize ankete gore, yerel halkin
%68,4'li restoran1 pahali1 bulmakta, %71,7's1 ise markay1 bilmesine ragmen hi¢ ziyaret etmemistir. Bu yanlis algi,
pazar arastirmasi eksikliginden, liikks imajdan ve yiiksek personel devrinden kaynaklanmaktadir. Buna yonelik ti¢
coziim paketi gelistirilmistir. Birincisi mevcut miisterilere odaklanmakta ancak uzun vadeli bir yaklasim
benimsemekte ve Savarona'nin ihtiya¢ duydugu hizli, gii¢lii ¢éziimii sunmamaktadir. ikincisi, ayr bir self-servis
kafe agilmasini onermekte ancak riskli bir yatirrm gerektirmektedir. Onerilen en iyi ¢dziim ise erisilebilir
pazarlamadir. Bu yaklasim, yeni teklifler, daha iyi iletisim ve diizenli yonetim geri bildirimine odaklanmaktadir.
Bu unsurlar bir arada biitiinlesik bir etki yaratmaktadir. Strateji; sabit fiyatl bir is yemegi, hafta sonu aile paketi,
gOoriiniir fiyatlar, daha sicak bir marka tonu ve yapilandirilmis geri bildirim sistemini icermektedir. Bu yaklagim,
diistik ila orta diizeyde bir yatirimla alg1 sorununu dogrudan hedef almaktadir.

Anahtar Kelimeler: Restoran Pazarlamasi, Liiks Imaj, Fiyat Algisi, Cok Pahali, Ulasilabilir Liiks, Miisteri
Sadakati, Erisilebilir Pazarlama
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1- Company Information

Savarona Dining is a full-service restaurant located on the seafront in Eregli, Zonguldak. It was established in
June 2025 under Karmas Endiistri with an “accessible luxury” concept. The restaurant takes its name from
Mustafa Kemal Atatiirk's yacht, symbolizing prestige and heritage.

The venue has a large capacity. It holds 300 people inside and more than 1,000 outside for events. Staff numbers
are around 22 in winter and 27-28 in summer. The menu has breakfast, lunch, and dinner. It offers both
international dishes and traditional Turkish food. There is also a selection of familiar and different drinks. The
restaurant also hosts weddings, engagements, and corporate events. Events bring good revenue, but they are not
held frequently.

The main strengths of Savarona are the seaside location, the large parking lot, the open kitchen, and the nice
interior design. The atmosphere is warm and pleasant. The service is also good; waiters greet guests at the door
and walk them to their tables. Yet, many locals perceive the place as too expensive and only for special occasions.
This perception is the main problem the restaurant faces.

2- Problem Definition
Savarona Dining's main problem is not price. It is the perception of price. Although the restaurant's prices are
competitive, many locals see it as too expensive and only for special occasions.

We conducted a face-to-face survey in Eregli. The results show that 68.4% of locals find the restaurant expensive
or very expensive (Appendix 1). Also, 71.7% have never visited Savarona even though 62% of them know the
brand (Appendix 2; Appendix 3). This is a big gap between awareness and actual visits.

The root causes of this problem are threefold. First, the restaurant opened without enough market research. The
concept was built on the founders' vision, not on local customer needs. Second, the majority of customers are
under 25 years old, with 39.3% below 25 and 18.8% students, which creates a mismatch with the restaurant's
target audience (Appendix 4). Third, the strong luxury image and formal atmosphere create a psychological
barrier. People feel intimidated. In addition to these, there are operational issues. High staff turnover leads to
inconsistent food quality and service (Appendix 5). These interconnected root causes are further summarized
through a Fishbone (Ishikawa) Root Cause Analysis, which highlights the effects of environmental conditions,
operations, customer mismatch, strategy, perception, and marketing-related weaknesses on Savarona’s overall
performance (Appendix 6).

These problems have clear impacts. The restaurant struggles to attract customers during weekdays and daytime
hours. Revenue is falling across all mealtimes. Negative word-of-mouth spreads quickly in a small city like Eregli,
making it even harder to change perceptions.

The stakeholders affected include the owner and investors, who face lower returns. Employees deal with high
turnover and unresolved problems. Suppliers face unreliable ordering patterns. Because of that, customers
experience inconsistent service and food quality, which reduces trust and repeat visits.

3- Recommended Solutions
Three solution packages are developed to deal with Savarona's perception problem. Each package is presented
below with its strengths and weaknesses.

3.1 Solution Package 1: Internal Marketing for Existing Customers
This package focuses on keeping current customers. According to our survey, 40% of existing customers are
hesitant or do not want to return (Appendix 7).

The package has three parts, and the first one makes the others possible. First, data collection through Menulux.
Customers would enter their name and phone number when ordering. The system would also remember their
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favorite dishes and how often they visit. Without this data, the rest of the package cannot work. Second, customer
retention programs. Using the collected data, the restaurant would send birthday messages with a 25% discount,
anniversary reminders with a free dessert, and short surveys after each meal. Third, a loyalty program. A free
dessert awaits on the 5th visit, 30% off on the 10th, and a free meal for two on the 20th. The most loyal customers
would even have a special menu created in their name.

The main goal of this package is to build an emotional connection between Savarona and its customers. In a small
city like Eregli, personalized attention makes people feel valued. A birthday message or a menu named after a
customer changes the "expensive" association into “Savarona is where I feel valued.” This is the real strength of
the package. However, it focuses on keeping existing customers, not bringing in new ones. It also takes 12-18
months to show real results.

3.2 Solution Package 2: Radical Marketing with a Self-Service Cafe
This package tries a different path. It does not focus on existing customers. Instead, it aims to break the expensive
perception by changing the physical space.

A separate self-service cafe would open next to the restaurant. People who would never step into a formal
restaurant can come here for affordable coffee. The cafe would be separated so that restaurant guests are not
disturbed. It would run with just 2-3 baristas. Prices would be set at normal cafe levels. A small seafront tasting
on weekends would offer free coffee in Savarona logo cups, turning everyday people into walking billboards.

The goal is to create a network effect. Cafe visitors get curious about the restaurant and come for dinner.
Restaurant guests discover the event space. Event attendees find the cafe. Each channel feeds the others.

On the restaurant side, three marketing methods would support this. Weekend brunch would target families with
small gifts for children. A seafood night would run every Saturday to meet the demand shown in our surveys
(Appendix 8); a storytelling menu would add a short story next to each dish, giving the restaurant a more personal
feel.

This solution is creative and directly targets the perception problem, but it comes with risks. Physical conversion
costs would exceed 750,000 TL, and the restaurant already struggles with high staff turnover. Adding a whole
new operation would multiply the management burden.

3.3 Solution Package 3: Accessible Marketing

This package goes after the real problem, too expensive perception of Savarona. Instead of only addresing to
existing customers or building a whole new cafe, it uses simple, low-cost comprehensive actions that work
together.

The package has three parts that support each other. First, new offers. A fixed-price business lunch with a 45-
minute service guarantee for daytime professionals. A weekend family package for groups of four or more,
promoted through street banners. These offers directly remove time and price uncertainty, two main barriers that
keep first-time visitors away.

Second, communication and transparency. The brand voice would become warmer and simpler. The brand would
split into two: Savarona Dining for daily visits and Savarona Diigiin & Organizasyon for events. The website
would show menus and prices clearly. A street banner would also be added for offline visibility. Right now,
people avoid Savarona because they cannot see prices online and assume it is too expensive. Making prices visible
directly removes this barrier.

Third, operational consistency. Kitchen checklists would be standardized. A Monday management meeting and
a monthly KPI dashboard would track progress. A post-meal QR feedback form would collect at least 75
responses per month. No marketing works if the food and service change every time. Consistent experience turns
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first-time visitors into regulars and generates positive word-of-mouth, which is the most powerful marketing tool
in Eregli (Appendix 9).

These three parts do not work alone. The new offers bring people in. The transparent communication makes them
feel safe to try. The consistent operations make them want to come back. Each part feeds the others. This is the
integrated impact. Without one, the others would not work as well. Together, they attack the expensive perception
from three angles at once. The package uses what Savarona already has: the same staff, the same kitchen, the
same space. No new construction, no extra staff. The costs are low to moderate, and the entire plan is built on
data from over 350 participants.

4- Assessment

Package 1 builds loyalty but takes too long and directly brings no new customers. Package 2 is creative but
expensive and risky. Package 3 attacks the expensive perception with new offers, clear communication, and
consistent operations. Unlike Package 1, it works quickly and brings new customers. Unlike Package 2, it avoids
high costs and risk. It also uses existing resources and fixes operational inconsistency. For these reasons, Package
3 is the best solution. A detailed analysis is presented in the following section.

5- Best Solution: Accessible Marketing

After evaluating the three packages, Accessible Marketing is the best solution. It attacks the expensive
perception without the high costs of a new cafe or the slow results of a loyalty-only approach. It brings new
customers in, fixes inconsistency, and uses what Savarona already has.

5.1 Project Scope

The main goal is to change the "too expensive" perception. The solution targets local workers, Erdemir employees,
and families who currently avoid the restaurant. It also separates daily dining from events with two different brand
identities so that the event side stays prestigious while the dining side becomes more approachable.

5.2 SMART Goals
Goal 1: Increase weekday lunch visitors by 40% in two months with a fixed-price lunch menu and corporate
billing .

Goal 2: Grow weekend reservations by 15% in five weeks using a family package and street banners.

Goal 3: Create two separate brands (Savarona Dining and Savarona Diigiin & Organizasyon) in eight weeks.
Goal 4: Build a website with clear prices and reach the top 5 on Google for "Eregli restoran" in two months.
Goal 5: Get at least 75 customer feedback responses each month through QR forms.

Goal 6: Reach a service quality score of 4.5 out of 5 in six weeks with a Service Standards Manual.

Goal 7: Increase total monthly revenue by 10% in four months.

5.3 Action Steps
The plan has three main focus areas. Each area includes specific actions with clear owners and targets.

Focus Area 1: New Offers and Demand Generation

Savarona's afternoon revenue has declined for six consecutive months, and lunchtime demand remains weak.
According to our surveys, time and price uncertainty are the main barriers for weekday customers. This focus
area introduces two structured offers that lower both uncertainties.
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Weekday Business Lunch

The business lunch relaunch offers a fixed-price, two-course menu with a 45-minute service guarantee. It targets
Erdemir employees and local white-collar workers. A corporate billing option is also available. The lunch menu
is promoted through a short brochure. The kitchen selects dishes that can be prepared quickly. The service flow
is simple: order in 3 minutes, starter in 8, main course around 20, bill before 40 minutes. A five-minute pre-shift
briefing is held each weekday.

Weekend and Family Package

Social gatherings and family meals are top reasons for choosing Savarona (Appendix 10). The weekend table
package targets groups of four or more, available from Friday to Sunday lunch. It includes a shared starter and
requires advance reservation. The package is promoted through four street billboards at key locations. A Friday
WhatsApp reminder is sent to opted-in customers. Warm photos from a single shoot are used across banners,
Instagram, and the website.

Focus Area 2: Communication and Brand Transparency

Our survey findings, supported by the owner's comments, point to two main perception problems. Savarona is
seen as more formal and expensive than its actual price level, and many customers associate it more with special
occasions than everyday dining. This focus area addresses both.

Brand Voice and Content

Only a small number of Savarona's Instagram posts feel casual, warm, or approachable. Older posts show
Savarona as premium, which strengthens the expensive perception. The website text also feels too formal. To
solve this, the brand voice becomes warmer and simpler. Content focuses on three themes: kitchen and team,
ambience, and customer moments. Paid social media spending is redirected toward the business lunch and
weekend table offers. A one-page tone guide with sample captions is created and shared with the social media
team.

Sub-Brand Separation

Savarona separates its dining and events identities completely. The two Instagram accounts do not cross-post.
Savarona Dining stays warm and everyday-focused. Savarona Diigiin & Organizasyon remains elegant and
wedding-focused. The events side also gets easier reservation access, a separate phone number, and its own
Google Search and Maps visibility for "Savarona wedding.” Monthly audits check for cross-posting incidents.

Website and Price Transparency

The current website has no visible prices. Google searches also show another restaurant with the same name first,
creating wrong expectations. The redesigned website will include clear menus with prices, a separate reservation
section for events, and updated photos. It will also link the QR menu and improve local SEO. A street banner
across from the restaurant will target weekend family traffic and reduce the formal image barrier.

Focus Area 3: Operational Consistency and Management Discipline

Food and service inconsistency is a key weakness cited in the employee survey and owner interviews. Customer
feedback is collected but not used systematically. Since word-of-mouth strongly affects restaurant choices in
Eregli; consistent food, service, and feedback follow-up are needed to turn new visits into positive
recommendations.

Kitchen and Service Standardization

A short Service Standards Manual covers greeting, escort, order-taking, check-backs, table turnaround,
complaints, and farewell. Best-selling items, especially the schnitzel, get clear rules for portioning, prep, plating,
and quality. Recipe cards and kitchen checklists are kept and used as they are. Monthly spot checks aim for a 4.5
out of 5 score within six weeks.
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Management Cadence and Feedback

A 30-minute Monday meeting reviews KPIs, operations, feedback, campaigns, and weekly actions, while a
monthly dashboard tracks all seven goals. Any KPI that fails for two months is reviewed. A QR feedback form
on every table asks about food, service, ambience, price-value, and recommendations, aiming for 75 responses
per month so the restaurant relies less on Google reviews. A simple table also shows who decides on menu
changes, prices, campaigns, suppliers, and service rules.

Resources and Requirements

No new staff or construction is needed. Existing roles are reassigned. The Operations Manager owns the lunch
service flow, service standards, KPI dashboard, and compliance checks. The Sous Chef owns recipe cards, kitchen
checklists, onboarding, and signature dish consistency. The Assistant Operations Manager handles corporate
outreach, weekend table reservation notes, WhatsApp broadcasts, QR feedback tracking, and meeting minutes.
Damla Karahan co-leads the agency rebriefing, tone-of-voice approval, and weekly management meeting. Oguz
Karahan joins the monthly review and signs off on supplier performance, signature dish quality, and major
financial decisions.

The plan uses Savarona's existing resources. Fixed costs are between 45,500 and 91,000 TL, which is about 2-
4% of monthly revenue. Monthly costs range from 30,000 to 50,000 TL, or 1-2% of monthly revenue. These
figures do not include optional items or the photographer, which is already a sunk cost.

5.4 Timeline (6 Months)
Phase 1 (Week 1-2): Brand audit, tone guide, sub-brand separation planning, lunch menu testing, service standards
manual draft.

Phase 2 (Week 3-6): Website redesign, QR menus, photographer shoot, service manual soft launch, social media
tone rollout.

Phase 3 (Month 2): Launch business lunch and weekend table, install four street banners, send first Friday
WhatsApp reminders, first QR feedback collection.

Phase 4 (Month 3): Corporate outreach to Erdemir and local SMEs, SEO review, 90-day performance review,
second service spot check.

Phase 5 (Month 4-6): Optimize high-performing initiatives, scale what works, embed routines into daily
operations, six-month final review.

5.5 Responsibilities and Accountability
Marketing & Communications: Brand direction, sub-brand separation, website approval, campaign design.

Social Media Team: Content creation, paid ads, engagement, sub-brand account separation.

Restaurant Management: Business lunch flow, weekend packages, service standards, monthly spot checks,
corporate outreach.

Operations: KP1 dashboard, QR feedback system, Menulux configuration, data accuracy.

A 30-minute Monday meeting tracks progress. Monthly reviews with Oguz Karahan evaluate KPIs. Any KPI
underperforming for two months triggers corrective action. The owner is accountable for major financial decisions
and final approval.

6- Conclusion

Savarona's main problem is the perception of price, not price itself. People think it is too expensive and only for
special occasions, even though its prices are competitive. The Accessible Marketing package offers a practical,
low-cost solution. It brings new customers in through a fixed-price business lunch and a weekend family offer. It
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removes price anxiety with visible menus and warmer communication. It fixes inconsistency with Kkitchen
standards and regular feedback. Unlike internal marketing, it delivers results quickly. Unlike radical marketing,
it avoids high costs and operational risks. It uses what Savarona already has: the same staff, the same kitchen, the
same space. The plan is built on data from over 350 participants. With a six-month plan, Savarona can shift from
a distant luxury venue to a warm, accessible neighborhood destination while keeping its premium identity for
events. This is the most effective path forward.
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Appendices

Appendix 1: Eregli Market Price Perception Toward Savarona (N=79)

Sizce Savarona Restoran'in fiyat seviyesi
79 responses

@® Cok Pahal

@ Pahali

@ Ne pahali, ne de uygun
@® Uygun

@ Cok Uygun

Appendix 2: Consideration Rate of Visiting Savarona (N=99)

Savarona'ya daha 6nce gittiniz mi?
99 responses

® Gittim
@ Gitmedim
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Appendix 3: Awareness Rate of Savarona (N=129)

Savarona'yl daha 6nce duydunuz mu?
129 responses

@ Evet, duydum.
@ Hayir, duymadim.

Appendix 4: Savarona Current Customer Profile (N=299)*

Demografi Profili
Kadin 165 5 9% Galisma durumunuz Ayl gelir araliginiz (stege bag):
Erlek 106 %8 e 99yt
Belirtmek istemiyorum 19 6,6%

@ 30000 TLalt
@ 30-65bin
9 65-100 bin

@ Ozel Sektor Galisan:

@ Serbest meslek

ay1
551 TL ve tzeri 103 % 5%
25135011 5 172% \
20T, ve ol I 169% __— L

351450 TL a7 16,2% g Ocnei @ 100 bint
450-550 TL 4 141% @ Ogrenci @ Cevap vermek istemiyorum
’ @ Deviet Galigani

18-25 112 38,6%

26-35 90 31,0%

36-45 5 19,3%

46-55 13 4.5%

55+ 19 6,6%

! Savarona's current customer profile is prepared by combining data from the Eregli market survey, which includes previous visitors, and the
Savarona in-place customer survey.
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Appendix 5: Interview with D. Karahan: Q&A

Question 1. Savarona Dining’i diisiindiigliniizde, sizi rakiplerinizden ayiran giiglii yonleriniz nelerdir? Bunun
yaninda gelistirmek istediginiz alanlar ve sektorde sizi etkileyebilecek firsat ya da riskler hakkinda neler
soyleyebilirsiniz?

Answer 1. Denize sifir konumda olmasi, Eregli sahilinde ve sehrin tam merkezinde yer almasi 6nemli bir
avantaj. Ayrica yaklasik 100 aracin sigabilecegi otoparki var; Eregli sahilinde otopark sorunu diisiiniildiiglinde
bu ciddi bir art1. Agik mutfak konsepti de giiclii bir taraf. Hijyene 6nem verdiklerini gosteriyor ve misafire
giiven veriyor (eldiven kullanimi, saglarin kapali olmasi, tezgahin temiz goriinmesi gibi). Ambiyansi bagarili;
mekan hem mimari olarak etkileyici hem de tarihi bir havasi var. Zayif taraflarina gelince: Yeni bir isletme
oldugu i¢in calisan devri (turnover) yiiksek olabiliyor. Bu da siirdiiriilebilirligi zorlagtirip zaman zaman lezzet
ve servis standardinda farkliliklara yol agabiliyor. Ayrica bazi insanlar mekan1 sadece 6zel giinlerde gidilecek
bir yer gibi konumlandirdig1 i¢in giindiiz saatlerinde yogunluk daha diisiik kalabiliyor. Buna ragmen
Savarona’nin 6nemli bir giiclii yan1 daha var: Denize sifir bir lokasyonda diiglin/nisan gibi organizasyonlari
gercekten yapilabilir sekilde sunuyor; Eregli’de hi¢cbir mekan denize sifir bir organizasyon sunmuyor.

Appendix 6: Savarona’s Root Cause Analysis-Fishbone Method

/ ~
) \
-~ Savarona's main challenge is strategic
- mispositioning: operating with a luxury mindset in ~
a market that requires a hybrid model combining local consumption \\_\
/ habits with experiential prestige. \\

MARKET CULTURE
STRUCTURE * Limited premium

+ Small city with dining culture decline

INCONSISTENCY INVENTORY SERVICE
» Inconsistentmenu  » Inventory  # Staf lack the

inefficiencies nec

lims

= Highly dependent on
» Puar SEO visibility
» Unclear communication on social media

20 B8 nol communicalive

« Overly formal atmosphere perception for daytime
= Poor information on Savarona’s websile
= Limited
= Outsourcing PR

consumption in Eregli

» Evening-only, special-day restaurant belief

ent” marketing

LAUNCH PROBLEM FORMAL MANAGEMENT
= No structured market
research was conducted

before opening Savarona

N demand-sup

27



Appendix 7: Post-Consumption Retention Intent (N=299)

Savarona'ya tekrar gelmek isterim.
299 yanit

@ Kesinlikle katilmiyorum
@ Katilmiyorum

@ Kararsizim

@ Katiliyorum

@ Kesinlikle katiliyorum

Appendix 8: Gaps in the Eregli Restaurant Market (N=129)

Eregli'de eksikligini hissettiginiz restoran turi hangisidir?
129 responses. 30

30

20

Fast food Aile Luks (fine  Eksiklik yok Deniz Kahvalti Genglere

restorani restorani dining)  /Fikrim yok  Grinleri mekani yonelik
restoran restorani konsept
restoran
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Appendix 9: Key Drivers for Trying New Restaurants (N=129)

Yeni bir restoran1 denemeye sizi ne ikna eder?

129 responses

@® Tavsiye

Sosyal Medya
Kampanya / indirim
Menu Farkhhgi
Lezzet

Fiyat ve kalite

Canimin istemesi

isletme sahibi
@® Yemegin lezzeti ve gesitleri

2 more

Appendix 10: Motivations for Choosing Savarona (N=299)

Savarona'ya gelme nedeniniz: (Bir ya da birden fazla sik segilebilir)

299 yanit

Arkadas cevresiyle sosyal etkinlik

Manzara / ortam

Gunlik 6gle yemedi

Pazar glni diginda Kahvalti

is yemegi

Aile yemegi

Ozel giin

153 (%51,2)
27 (%9)

57 (%19,1)

Etkinlik 17 (%5.7)

66 (%22,1)
35 (%11,7)

16 (%5,4)

13 (%4,3)

0 50 100 150 200
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Be-Advise, Business Development Problem

Proje Ekibi: Pentara

Grup Uyeleri: Eyliil Demirdzii, Gézde Itkii, Lara Su Unlii, Selen Tirolar, Zeynep Sarag
Sirket Danmismani: Ege Nasuhoglu Akademik Damisman: Zeynep Onder
Koordinator Danisman: Ali Riza Zafer Sayar
OZET

Bu proje, BeAdvise’in startup degerleme siirecinde karsilagtigi operasyonel verimsizlikleri ele almaktadir.
BeAdvise, ve girisimcileri yatirimcilarla bulusturan butik bir finansal danigsmanlik firmasidir. Halihazirda
kullanilan degerleme siirecinin temeli Excel tabanli analizler, manuel sekilde toplanan daginik veriler ve
danigmanlarin subjektif degerlendirmelerinden olusmaktadir. Bu durum siirecin yavaslamasina, standardizasyon
eksikligine ve sirket degerlemesinin sinirlanmasina neden olmaktadir. Projede disaridan kaynak kullanimi ve
API tabanli veri entegrasyonu alternatif ¢oztimler olarak degerlendirilmis; ancak en uygun ¢oziim olarak VIPE
isimli platform onerilmistir. VIPE, kiyas analizi, gelir ¢carpani hesaplamasi, puan kart1 olusturma ve son adimda
da startup-yatirimei eslestirme siireglerini otomatiklestiren yapay zeka destekli bir platformdur. Bu ¢ozum
BeAdvise’in daha hizli, daha tutarli ve 6lgeklenebilir bir danismanlik stireci olusturmasini hedeflemektedir.
Ayrica VIPE, danismanlarin tekrarlayan islerden uzaklagarak daha stratejik ve katma degerli gorevlere
odaklanmasini desteklemektedir.

Anahtar Kelimeler: Startup Degerleme, Yapay Zeka Destekli Danigsmanlik, VIPE, Yatirimci Eslestirme,
Otomasyon, Olgeklenebilirlik, Finansal Danismanlik, SDG 8
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1. Company Background

BeAdvise is a boutique financial advisory firm that focuses on connecting startups with multinational investors.
The company operates mainly in areas such as fintech, gaming, e-commerce, and SaaS, where startup valuation,
investor relations, and strategic advisory services and CFOaaS are highly important. As a small and specialized
advisory firm, BeAdvise provides customized support to startups by helping them understand their financial
position, prepare for investment processes, and communicate their potential more clearly to investors.

The company’s business model depends heavily on reliable valuation practices and effective investor-startup
matching. In this task, BeAdvise analyzes startup data, evaluates business potential, compares companies using
relevant benchmarks, and supports investment decisions. The expertise of BeAdvise’s advisors plays a central
role in creating value for both startups and investors, because startup valuation is not only a financial calculation
task, but also a strategic advisory process.

However, BeAdvise operates with a small team of four people, which creates limitations in terms of time,
operational capacity, and scalability. The company’s current valuation process still relies on manual data
collection, Excel-based calculations, scattered information sources, and advisor judgment. While this approach
allows BeAdvise to provide boutique and personalized services, it also makes the process slow and difficult to
scale when the number of clients increases. Therefore, improving the valuation process is strategically important
for BeAdvise’s future growth and competitiveness.

2. Problem Description

The main problem identified in this project is the inefficiency, subjectivity, and lack of standardization in
BeAdvise’s startup valuation process. These products require an acceptable evaluation method with minimal
effort and no guidance provided through subjective criteria, but currently, the evaluation process relies heavily
on manual labour combined with subjective criteria since advisors are providing evaluations based solely upon
their own perspective. Because the advisors are not connected/associated to each other, they tend to evaluate
companies by sourcing and combining the same information in several different places and entering that
information into a spreadsheet; thus, creating a fragmented, difficult to administer system.

One of the most central causes of the problem is the lack of a centralized data system. Startup information,
financial data, sector benchmarks, and investor-related information are not managed through a single integrated
platform but integrated in Excel by advisors manually. As a result, advisors need to spend a significant amount
of time searching, collecting, and organizing data before they can begin the actual valuation process. This reduces
the time available for higher-value advisory activities such as strategic analysis, investor communication, and
client relationship management.

Another key issue is the dependence on Excel-based analysis. While Excel is useful for basic calculations, it
becomes inefficient when the number of startups increases and when different valuation methods need to be
applied consistently. This increases the risk of human error, double counting of work completed, and
inconsistency with final results. Since the process of evaluating a startup company requires both quantitative and
qualitative evaluations of the startup, the lack of using a uniform method for determining valuations can lead to
different conclusions about a company's value from two different advisers, even though they are being compared
to similar companies.

The problem also affects BeAdvise’s scalability. Since the firm has a small team, the labor-intensive process of
manually conducting an analysis to provide a startup with a valuation will hinder how many valuations can be

31



performed during each designated timeframe. This, in turn, may cause delays in providing timely valuation reports
to startups that need them during fundraising efforts. Additionally, it will hinder the ability of investors to obtain
similar analyses quickly, reliably and comparably from different advisers. Given this, the valuation issue is not
just an internal process/operational issue for BeAdvise; it's also an issue for startups, investors, and the startup
ecosystem.

3. Recommended Solutions

In this project, two alternative solutions were first evaluated: outsourcing and API-based data integration.
Outsourcing involves transferring repetitive tasks such as data collection and data entry to interns, freelancers, or
external service providers. This would provide immediate relief from the workload of data entry for BeAdvise's
advisors and allow the advisors to focus more on the analysis from the data, working with investors, and giving
strategic recommendations. However, outsourcing still has the same issues as keeping the data entry in-house; all
that changed is who does the data entry. As such, the potential for human error, inconsistencies in data entry,
delays attributable to the data entry, and security risks from the manual entry of data will continue regardless of
whether the data entry is in-house or outsourced. Therefore, outsourcing was only thought of as a short-term
solution to relieve some of the workload on advisors, but not a long-term viable solution that could be expanded
on as BeAdvise grows.

The second option is to provide an API for data integration into the valuation workflow. With the AP, BeAdvise's
strategic valuation workflow can be connected directly to external data sources like Crunchbase and
Startups.watch and internal data sources, or databases of companies, to create a more efficient program and reduce
the need for repeated manual entry of information and help standardize the amount of time spent searching for
and inputting data. By utilizing the API technology in this manner, BeAdvise would be able to integrate important
startup and market data into the valuation process without the need to repeat entering the same information
repeatedly. However, adding only the API for data integration alone will not solve the problem, as the API is not
capable of interpreting the quality of the startup, determining the market potential, generating scorecards, or
helping to identify and match investors that are a good fit for the startup with the startup.

The recommended solution is VIPE, which stands for Venture Intelligence Pre-Seed Evaluator. VIPE is an Al-
supported valuation and investor - start-up matching platform including a dashboard and several filters which are
customized, designed specifically for BeAdvise’s needs. Unlike outsourcing or API integration alone, VIPE
directly targets the root causes of BeAdvise’s problem by reducing manual data entry, centralizing information,
decreasing reliance on Excel, standardizing valuation methods, and supporting advisor decision-making.

VIPE uses Al technology to help you determine how much a startup company pays for its equity by helping you
conduct benchmark analyses, calculating multiple revenue based on a startup's revenue history; generating
scorecards for investors; and matching investors with startups. The platform also uses multiple valuation methods
for evaluating early-stage companies, including those developed under the Berkus, revenue multiple — and
balanced scorecard methodologies. Finally, VIPE aggregates your data to provide you with summary evaluation
charts to better understand the results of your analysis. By bringing together these features, VIPE greatly decreases
the amount of time required to conduct startup investment valuations and provides increased consistency and
scalability for investing in early-stage companies.

The solution does not aim to replace BeAdvise’s advisors. However, this solution strengthens their role by
allowing them to spend less time on repetitive operational tasks and more time on strategic advisory work. Since
startup valuation still requires human expertise, especially in areas such as founder quality, industry potential,
local market conditions, and investor fit, VIPE functions as a decision-support tool instead of a fully independent
replacement. This makes it especially suitable for a boutique advisory firm like BeAdvise.
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The implementation of VIPE is planned in five phases: discovery and scoping, engine development and
integration, investor matching and marketing, Al integration and pilot application, and final launch. The full
launch is expected after testing the system with real BeAdvise cases and making necessary improvements based
on advisor and client feedback. After implementation, BeAdvise will be able to track success through KPIs such
as valuation time, number of valuations per month, advisor hours saved, client satisfaction, and investor-startup
matches generated.

4. Conclusion

Shortly, the current valuation process for BeAdvise has created operational inefficiencies through manual data
collection, heavy reliance on Excel, disorganization of data sources, and the subjective judgment of the advisors.
These problems limit the company's speed, consistency, and scalability. Although using outsourced or API-
integrated data will help with parts of this problem, it will not completely solve the strategic part of the problem.
VIPE is recommended as the most suitable solution because it provides an integrated, Al-powered platform for
valuation and investor matching. By automating all benchmark analysis, revenue multiple calculations, scorecard
generation, and matching processes, VIPE will enable BeAdvise to provide faster, more reliable, and more
standardized advisory services while freeing up the advisor's time to focus on higher value tasks, such as strategic
interpretation, communicating with clients, and managing the relationship between investors and start-ups.

Overall,VIPE will help BeAdvise achieve its growth potential while increasing its competitive advantage as a
boutique advisory firm. VIPE will also contribute to SDG 8 by improving productivity, supporting the growth of
startups, being more efficient with resources, and establishing a more effective link between startups and
investors.
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Appendices

Appendix 1 - VIPE Platform Appearance

VIPE — Platform Walkthrough

Appendix 2 - VIPE Dashboard
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Appendix 3 - Critical Success Factors: BeAdvise Pre-VIPE vs. Post-VIPE

Critical Success  BeAdvise Pre-VIPE BeAdyvise Post-VIPE

Factor

Speed of Delivery 24 weeks (manual) Target: 2472 hours (automated)

Data Quality Relies on advisor- Automated, defensible data

gathered data
Methodological Subjective factors Stronger credibility; automation standardizes
Credibility involved and reduces human error
Scalability Limited by manual Mass valuations possible

work
Relationship Strong — key Enhanced: defensible and repetable process
Capital differentiator retained increases trust

Appendix 4 - KPI Comparison Table

Metric

Valuations per month

Time per valuation

Advisor hours per

valuation

Time spent on valuable

advisory work

Revenue potential

(valuation service)

Client satisfaction with

speed

Quality and consistency of

valuations

Startup-investor match

quality

Today (before VIPE)

3-5

2-4 weeks

~10-15 hours

~30% of advisor time

Low — limited by capacity

Below expectations

Good, but varies by advisor

Moderate

After VIPE

50-100+

24-72 hours

~1-2 hours

~80% of advisor time

3-5x growth within 12

months

Significantly improved

More consistent —

automation reduces errors

Better — more data means

better matches
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Tiirkiye Is Bankasi, HR Problems

Proje Ekibi: Big5

Grup Uyeleri: Hiiseyin Giingdr, Rabia Giiven, Seda Yildirim, Cenker Yildiz, Ahmet Fatih Zegerek
Sirket Damismani: Giilsah Bozdag Akademik Damisman: Lale Tomruk Giimiisliioglu

Koordinator Danisman: Ceren Aydogmus

OZET

Bu c¢alisma, Tiirkiye Is Bankasi’nin hibrit calisma modeli olan MaxiOfis’i calisan deneyimi, operasyonel
verimlilik ve fiziksel ¢aligma kosullar1 agisindan incelemektedir. Arastirma kapsaminda sektor ve sirket analizi,
calisgan verileri, heatmap bulgulart ve farkli MaxiOfis lokasyonlarindan alinan goriismeler birlikte
degerlendirilmistir. Bulgular, MaxiOfis’in ¢alisanlara esneklik, 6zerklik ve sosyallesme imkani sundugunu; ancak
birtakim teknik vefiziki kosullarda gelisime acik alanlar olmasi nedeniyle modelin performans potansiyelinin
artirilabilecegini gdstermektedir. Calisma, bu alanlara yonelik olarak rezervasyon ve erisim siireglerinin dijital
olarak iyilestirilmesini, fiziksel ¢alisma alanlarinin standartlastiriimasini ve her lokasyonun kendi ihtiyaglarina
gore gelistirilmesini 6nermektedir. Boylece MaxiOfis’in daha verimli, siirdiiriilebilir ve ¢alisan odakl1 bir hibrit
calisma modeline doniismesi hedeflenmektedir.

Anahtar Kelimeler: MaxiOfis, hibrit ¢alisma, ¢alisan deneyimi, verimlilik, rezervasyon sistemi, fiziksel
standartlagtirma, siirdiiriilebilir ¢alisma, lokasyon bazli 1yilestirme
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1 - Company Background

IsBank was founded in 1924 as the first national bank of the Republic of Tiirkiye (Tiirkiye Is Bankas1, 2025). Its
foundations were laid on the direct instructions of Mustafa Kemal Atatlirk to ensure the economic development
of the country emerging from war and to foster domestic capital growth. The institution, partly funded by Atatlirk
himself, stands today as Turkiye's largest private bank. Since its establishment, the bank has played a pioneering
role in technological transformation and innovative banking practices, setting industry standards not only in
financial services but also in its operating models. In line with this vision, isBank has implemented the "MaxiOfis"
hybrid work model, which combines traditional office structures with modern requirements. MaxiOfis is an
ecosystem that offers bank employees alternative workspaces outside of Headquarters, closer to their residences,
and equipped with high-tech facilities. The main goal of the model is to provide employees with flexibility and
autonomy, improve work-life balance, and strengthen corporate culture by creating social interaction areas where
employees from different departments come together. Today, the MaxiOfis network, spread across strategic
locations in Turkey, represents one of the most concrete and dynamic components of the bank's "employee-
centric” digital transformation strategy.

2 - Problem Description

Although the MaxiOfis hybrid working model at isBank supports employee satisfaction and engagement, its
positive effects on measurable work performance vary across different locations. While the flexibility, autonomy,
and high level of employee engagement enabled by MaxiOfis are appreciated, some challenges may be arising
from the current working structure (Gajendran & Harrison, 2007; Felstead & Henseke, 2017). As previous studies
have shown, the physical environment plays a significant role in work performance (Vischer, 2007; Jensen et al.,
2005). Moreover, some technical problems related to the reservation system may slow down the process.

The key concern in the current reservation system stems from the disconnect between reserving seats in the office
and actually using them. Because of the ghost reservations, i.e., spaces that are technically occupied in the system
bur remain physically unused, employees may occasionally experience difficulties finding available spots despite
existing capacity. This situation is also supported by interviews conducted with employees across different
MaxiOfis locations.

The analysis shows that employees are satisfied with the high levels of engagement and wellness. However, the
results obtained through business output metrics did not reveal the same picture, as differences in working
conditions across locations affected both the employee experience and productivity. Through interviews carried
out in consideration of the diversity created by the MaxiOfis structure across different locations, the hybrid
working model, and the differences arising from physical and operational structures, key areas for improvement
and change were identified.

3 - Recommended Solutions

The recommended solution framework is built on two complementary pillars: digital reservation optimization and
physical workspace standardization (see Appendix B). These solutions should not be treated as separate
improvements, because the operational and physical issues in MaxiOfis locations are strongly connected.
Therefore, software efficiency can only solve part of the problem unless it is supported by physical improvements.
Furthermore, this integrated approach aims to guarantee the same high quality of service at every location.

The first general solution focuses on efficiency and capacity utilization since employees can reserve seats without
having to attend which creates ghost reservations. To minimize such reservations, we propose converting
reservations into attendance signals through a mandatory check-in system one day prior to the reservation,
automatic cancellation of unconfirmed bookings, a shorter one-week reservation horizon, and a waitlist
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mechanism for canceled or unused slots. Additionally, the reservation system could be integrated based on
different workspace types and employees’ needs for these areas.

Different from the current system, our proposal supports reliability through a system that calculates a dynamic
score based on historical attendance behavior and no-show frequency. At the same time, a transition from QR-
based entry to a card-based turnstile system may integrate physical access with digital reservation data. As a
result, the reservation process becomes more measurable and useful for HR decision-making.

The second general solution focuses on MaxiOfis Workspace and Service Standardization. Establishing physical
and operational standards at MaxiOfis locations is a strategic necessity that directly affects corporate efficiency
and comfort in the workplace. The heatmap findings and interviews show that physical conditions vary among
different locations. This solution aims to ensure the same productivity potential in every location by creating the
“IsBank Corporate Workspace Standards” or MaxiOfis Standard Checklist. This checklist includes acoustic and
quiet space standards, focus pods, compact meeting rooms, height-adjustable desks, ergonomic laptop risers,
isolated dining areas, improved ventilation, social areas, coffee stations, and smart vending machines.

Location-based solutions could be evaluated through pilot implementations in selected office locations. For
MaxiOfis A, improvements would mainly focus on functional separation. Small acoustic phone booths, a small
meeting or socialization area, artificial lighting, adjustable LED panels, and IT checks for QR entry have the
potential to improve the experience without requiring costly structural changes. For MaxiOfis B, the relocation
to a new area with improved nearby facilities and dining options could help enhance the employee experience.
The new location could also include quiet/focus areas, customer-call areas, team areas, meeting rooms, team-
based reservation authority, cafeteria access when needed, and vending machines. For MaxiOfis C, the same
physical improvements would be beneficial for employee experience; additionally, a faster access flow, seasonal
climate control adjustments, and parking agreements could also be considered. For MaxiOfis D, improvements
related to the QR entry process, reservation practices, workspace availability, and workplace facilities could be
evaluated. These pilot improvements could allow the company to test feasibility, control costs, and collect
performance data (see Appendix C). The proposed implementation process is structured as a 16-week phased plan
covering planning, system rollout, physical improvements, and final evaluation (see Appendix A).

4 - Conclusion

This study revealed that while employee engagement is high within the isBank MaxiOfis ecosystem, there are
still some operational and physical areas with room for improvement. Interviews with MaxiOfis users and
performance data show that physical conditions are highly related to the level of productivity. In our proposal,
the digital reservation optimization and physical space standardization are designed as a complementary,
indivisible package. This strategy, to be implemented in four pilot offices minimizes operational risks and offers
a scalable model that can be extended to the entire system. This holistic approach is fully aligned with the United
Nations' "Decent Work and Economic Growth™ (SDG 8) goals (United Nations, 2015). Consequently, with the
standardization package, starting with pilot branches, the company’s hybrid work vision could further support the
translation of employee satisfaction into more sustainable performance improvements in both the short and long
term.
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Appendices

Appendix A

1

Phase 1 Phase 2 Phase 3 Phase 4

]

Infrastructure assessment

l uyma-ucwkm

Zone & turnstile planning

Reservation system

Pilot office onboarding Live pilot at 4 branches ‘

v Systems live )

Note: This timeline summarizes the 16-week implementation plan, including planning, system rollout, physical

Appendix B

Physical construction & zoning

Workspace standards rollout

Feedback & evaluation

Scale-up & branch expansion
plan
Phase 3-Wks 9-12 [ Phase 4 - Wks 13-16

[ Phase 1- Wks 1-4 [0 Phase 2 - Wks 5-8

Turnstile & zone build-out

Ergonomics & signage setup

v Workspaces don

Data collection & analysis

(¥ Ready to scale )

improvements, and final evaluation.

Solution Pillar

Main Focus Key Actions

Expected Contribution

Digital Reservation
Optimization

Mandatory pre-check-in, automatic

. X cancellation of unconfirmed bookings,
Improving capacity i i -
b : shorter reservation horizon, waitlist
utilization, fairness, : b iy
mechanism, workspace classification,
reliability-based prioritization, and

card-based entry system

and access control

Reduces ghost reservations, improves
actual seat availability, creates fairer
access, and links reservations with
real attendance

Physical Workspace

Creating consistent Acoustic phone booths, quiet zones,

and productive compact meeting areas, ergonomic

working conditions desks, laptop risers, isolated dining

Reduces noise and distraction,
improves employce comfort, supports

Standardization ) Ao g concentration, and decreases

across MaxiOfis areas, ventilation improvements, social i S

i i location-based quality differences

locations areas, and vending/snack points

Applying both digital | Testing improvements through Allows IgBank to test feasibility,
Integrated 4 : ;

" and physical solutions | selected pilot offices before control costs, collect feedback, and
Implementation ’
wider rollout

together

scale the model more safely

Note: This table summarizes the proposed solution framework, including digital reservation optimization,

physical workspace standardization, and integrated implementation.
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Appendix C

Pilot Office Recommended Improvement Focus

Small acoustic phone booths, compact meeting/social
MaxiOfis A | area, artificial lighting improvements, adjustable LED
panels, and QR/access system checks

Quiet/focus areas, customer-call areas, team zones,
MaxiOfis B | meet,ng rooms, team-based reservastion options, cafeteria
access if needed, and vending machines

Completion of silent areas and meeting cabins, simplifies
MaxiOfis C | internal access, summer capacitymonitoring, air-
conditioning review, and possible parking agreements

Simpler access flow, softer no-show awareness
MaxiOfis D | mechanisms, semi-closed booths, better-ventilated eating
area, and Wi-Fi/VPN review by IT

Note: This table summarizes the main improvement areas for the four pilot MaxiOfis locations.
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Mutfak Sanatlar1 Akademisi (MSA), HR Problems

ISLETME FAKULTESI
J  FACULTY OF BUSINESS ADMINISTRATION

=

!
{

Hiseame [

Proje Ekibi: Mission Capstone

Grup Uyeleri: Eren Acar, Elif Deniz Alaaddinoglu, Elif Ebrar Arslan, Doga Celebi, Sunay Cagan Simsek,
Zehra Tiimbas

Sirket Damismani: Yasemin Alpagut Akademik Danisman: Oguz Gencay
Koordinator Danmisman: Ali Riza Zafer Sayar

OZET

Tiirkiye'nin en koklii 6zel ascilik egitimi kurumu olan Mutfak Sanatlar1 Akademisi (MSA), 22 yillik 6ncl
geemisine karsin kritik bir stratejik dontim noktasi ile kars1 karsiyadir: 2030'a dogru genisleyen kariyer
yelpazesi ve degisen sektor dinamikleri, mevcut miifredatin 6tesine gegen yeni yetkinlik katmanlari
gerektirmektedir. Sektdr analizi, cevresel degerlendirme, yonetim gorlismeleri ve 141 mezunla gerceklestirilen
anket ¢alismasina dayanan bu rapor, MSA'nin bu firsat1 degerlendirmesine yonelik ii¢ alternatif ¢6ziim
onermektedir: klinik beslenme bilimini mutfak pratigiyle bulusturan Tip Olarak Gida programi, gorsel hikaye
anlatim1 ve kisisel marka gelistirme becerilerini kapsamli bigimde ele alan Iletisimci Sef atolyesi ve yapay
zekay1 restoran yonetimine entegre eden YZ Destekli Restoran Operasyonlar elektifi. En iyi ¢6ziim olarak,
teknik agidan yetkin mezunlar1 biitiinciil deneyim tasarimcilarina doniistiiren sekiz haftalik Benzersiz Yemek
Deneyimi Tasarimi1 Elektif Dersi 6nerilmektedir.

Anahtar Kelimeler: Ascilik Egitimi, Miifredat inovasyonu, Deneyim Tasarmmi, Gastronomi, 2030 Kariyer
Yetkinlikleri

42



1. Company Background

Mutfak Sanatlar1 Akademisi (MSA) was founded in 2004 by entrepreneur Mehmet Aksel, who had a decade of
experience in the hospitality sector. When MSA was established, no comparable private culinary education
institution existed in Tlrkiye, making MSA a pioneer. The firm initially operated with a Vestel/Zanussi
sponsorship but decided to leave the sponsorship and have the standalone name “Mutfak Sanatlar1 Akademisi”.
From its early years, the firm prioritized accreditation, by doing so it became the only institution in Tirkiye that
was accredited by City / Guilds, Scottish SQA, and Pearson/Ed Excel, all while operating under the regulatory
oversight of the Turkish Ministry of National Education. In 2010, City & Guilds designated MSA as one of the
world’s top two culinary schools, and the following year it became the first culinary school in Tiirkiye to
receive WACS accreditation. Most recently, MSA became an approved WSET provider, further expanding its
international credential portfolio (Mutfak Sanatlar1 Akademisi, n.d.).

Today, MSA employs approximately 140 people, equally distributed white, grey and blue-collar workers. The
institution serves two primary customer groups: professional culinary program student, with over 1,200 students
graduating every year, and workshop participants, whom exceed 27,000 per year across more than 400 events
(Mutfak Sanatlar1 Akademisi, n.d.). With over 30,000 alumni globally, MSA holds the largest market share
among private culinary education institutions in Tlrkiye, and is also recognized by WACS as the highest
quality professional culinary school in the world. The firm is wholly owned by its founder and operates as a sole
proprietorship, having received funding through sponsorships and bank loans rather than external investment

2. Problem Definition

The main business problem indicated in this report is “What other abilities are needed to convert this foundation
into multidisciplinary long-term professional roles, and how much practical culinary talents serve as a
transferable foundation for various career paths?”” Changing technology, the transformation of the food industry,
evolving consumer expectations, and changing work models are creating a variety of career opportunities
beyond traditional kitchen roles. Therefore, these changes and new opportunities push MSA to consider how it
can develop its courses and curricula with clear, structurally viable education programs for MSA’s graduates by
2030, through additional education, cross-disciplinary skills, or professional experience for new gastronomy-
related career paths. The company gives its yacht education program as an example of the problem, because it
was modernist and offered a new career path 20 years ago. However, today, this yacht program lost its
innovative property because technological developments and changing customer preferences create new career
paths (Baras S., Alpagut Y., personal communication, 2026).

3. Recommended Solutions
3.1. Alternative 1: Food as Medicine

The core idea of this alternative is to educate chefs on the Turkiye Beslenme Rehberi (TUBER 2022)
framework, enabling them to integrate clinical nutritional science into their professional culinary training. With
this newly acquired information, MSA graduates will be able to prepare meals for patients who often suffer
from malnutrition after surgery, and to make informed culinary choices for customers with special dietary needs
who also suffer from mineral deficiencies.This education will enable them to operate within a three-way
collaborative workflow between physicians, dietitians, and kitchen staff. The proposed curriculum and course
schedule are available in the appendix as Chart 1.

Strengths:

1. The model is directly grounded in Tiirkiye’s own TUBER 2022, published by the Turkish Ministry of Health,
and is calibrated specifically to public health data, food supply, and cultural eating patterns, allowing chefs to

43



adapt beloved national dishes to clinical needs while using geographically indicated agricultural products of
Turkiye.

2. The model addresses documented nutritional deficiencies in the Turkish population, including below-EAR
levels of vitamin D, calcium, vitamin B12, zinc, magnesium, and folate (T.C. Saglik Bakanlig1 Halk Saglig
Genel Mudiirliigii, Saglikli Beslenme ve Hareketli Hayat Dairesi Bagkanligi, 2022).

3. With this education, MSA graduates could enter a largely unoccupied professional niche with clear
employability options, creating a near-blue-ocean opportunity.

4. The model aligns with Turkish healthcare priorities for 2030, as identified by TUBER 2022: the rise in
obesity, Type 2 diabetes, and cardiovascular disease (T.C. Saglik Bakanlig1 Halk Sagligi Genel Miidiirligii,
Saglikli Beslenme ve Hareketli Hayat Dairesi Bagkanligi, 2022). The model would equip chefs with the
education needed to prevent and accelerate recovery from these diseases.

Limitations

1. Regulatory gray zone: A chef trained in TUBER 2022 cannot act as a replacement for dietitians; the risk of
crossing into the practice of registered dietitians, which is a legally protected area of profession under the
Turkish health code, may pose a legal threat (T.C. Saglik Bakanligi, 2025). Therefore, the model likely requires
input from institutions like Tiirkiye Diyetisyenler Dernegi (Tiirkiye Dietitians Association).

2. The model creates a need for new institutional partnerships. Teaching TUBER 2022 requires instructors with
medical nutrition credentials.

3. The market is not yet aware of this need; the hospital kitchens are mainly operated by large catering
contractors, which, like restaurants, are not especially aware of this problem, so an education initiative for
employers could be considered

3.2. Alternative 2: Chef as a Communicator

This elective is designed to bridge the gap between MSA’s core practical culinary training and the critical
communication skills that empower chefs to become storytellers, educators, and brand builders. Rather than
producing “food influencers,” the program cultivates the chef as a multi-disciplinary communicator, someone
who can articulate a culinary philosophy through photography, video, styling, and narrative design. It positions
aspiring chefs by drawing inspiration and receiving support from MSA alumni who successfully combine
disciplines (for example, food photographers Derya Turgut and Ismail ileru, or artist Deniz Asik, whose work
blends pastry with conceptual art). Students learn to transform their knowledge of flavor, technique, and
ingredients into compelling visual narratives. The proposed curriculum and course schedule are available in the
appendix as Chart 2.

Strengths:

1. This elective turns the digital skills our graduates are already seeking into a core part of their education. It
ensures they graduate with the professional ability to present their work at the same high level as their culinary
skills. According to the survey, 43% MSA graduates have said that they had to develop these skills on their own
after graduation, implying a gap in the education.

2. It offers career opportunities beyond just working as a chef in the kitchen. The interdisciplinary richness
offers a new perspective for students who want to work only as chefs, while also supporting those who want to
pursue other fields.
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3. By activating the school’s unused studio, this course provides students with a dedicated space to develop
their professional portfolios.

4. Having a ready-to-use digital portfolio at the end of the elective course helps them stand out from their
competitors. It will be an effective tool in future job interviews.

Limitations:

1. Investment in photography/video equipment, as well as training in both culinary arts and visual media, is
necessary.

2. Due to the constant changes in technology and social media, the content of this elective course must be
continuously updated and remain dynamic.

3. If the content and purpose of the course are not properly explained and designed for both students and
instructors, it could be perceived as an "influencer training camp, etc." This could actually cause MSA to lose
its desired positioning as a ""chef as a communicator."”

3.3. Alternative 3: Al Supported Restaurant Operations & Management

Artificial Intelligence (Al) could offer restaurants greater opportunities to operate efficiently and access
information to make business decisions. The key advantage of the alternative proposed is that it offers
immediate solutions compared to the existing culinary business models. Use of Al technologies will continue to
grow in the culinary industry, especially in digital tools, automation, and smart kitchen systems. Therefore, Al
should be applied in two operational areas: Financial Management and Restaurant Operations Systems. The
proposed curriculum and course schedule are available in the appendix as Chart 3.

Strengths:
1. Makes both cooking and the business side of gastronomy sector more efficient,
2. Efficient management systems,

3. Gives chefs the important management skills they need by combining them with the digitally available tools
and platforms integrated with Al.

Limitations:

1. The effects of this project will be limited to a number of use cases, therefore its marginal benefit to MSA’s
innovation cycle will be limited in the long run,

2. Won't dramatically open up lots of new job opportunities by itself,

3. Will need to be regularly refreshed and closely monitored, as tech moves quickly and relies on programs and
applications made by other companies to implement the necessary readaptation to those changes.

3.4. Best Solution: Unique Dining Experience Design Elective Course

As the best solution, we proposed the ‘Unique Dining Experience Design Elective Course’, an 8-week elective
program that aims to help chefs gain design skills and transform them into dining experience designers.
Students will be able to produce dining experiences that are consistent, purposeful, and unforgettable.

The preparation of food is the main focus of traditional culinary education (cooking techniques, recipes, and
traditional plating), while the dining experience consists solely of the food itself, ignoring the larger system
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through which food is perceived. Unique Dining Experience Design Elective Course fills this gap by providing
a comprehensive framework that covers seven essential dimensions: plating, food preparation, ambiance,
ordering, storytelling, service choreography, and sound design. This will help students to close the gap between
culinary skills and real-world restaurant success. The proposed curriculum and course schedule are available in
the appendix as Chart 4.

Why is This the Best Solution?

The reasons why this elective course is the best among the solutions produced for the problem given by MSA
are: its adaptation of holistic experience design to the program's structure and the measurable outputs it
produces; its development of technical and cognitive capabilities through the workshop, and its learning-by-
doing training structure.

Firstly, considering the integration of holistic experience design into the program'’s structure, although the
program focuses on a different element each week, all these topics are aligned under a single narrative: dining
experience design. This program feature allows participants to create cohesive, powerful eating experiences and
reflects best-in-class industry practices.

Secondly, the program’s measurable outputs enable students to gain real-world experience based on the week's
concept. This guarantees that the learning objectives are observable, measurable, and immediately applicable in
practical contexts.

Thirdly, participants enhance their strategic thinking skills regarding customer experience, emotional impact,
and multisensory design, in contrast to traditional culinary training, which focuses solely on culinary skills, by
developing both technical and cognitive abilities throughout the program.

Fourth, in line with a learning-by-doing structure, students undergo training each week that blends conceptual
analysis, hands-on culinary work, and individual creative outputs. Students iteratively develop concepts through
a piece-to-whole development process, culminating in a fully integrated experience design.

In addition, aside from these reasons, focusing on the survey results, 39.7% of participants (MSA Alumni)
combined their MSA education with business and entrepreneurship. This rate shows that it was the area where
MSA graduates most frequently utilized their culinary training. This indicates that a large majority of MSA
graduates start new businesses and apply their education there; therefore, graduates need skills to start their own
businesses. This program provides exactly that, and graduates who want to start their own business after
graduating from MSA will gain a skill that will assist them in their business/entrepreneurship journey by also
taking this workshop (Personal survey, 2026).

4. Conclusion

This report aimed to answer how MSA will redesign its education portfolio for the future by introducing the
multidisciplinary skills required for the changing environment of the 2030s, while maintaining its hands-on,
practical education identity that has enabled the firm to become a market leader. To solve this problem, three
alternatives and one best solution idea have been proposed. The first alternative, “Food as Medicine,” offers a
new career pathway for students in fields parallel to both culinary and clinical fields, opening an entirely new
field of operations based on evidence-based nutritional gastronomy. The second alternative focuses on a need
reported by MSA alumni: the “Chef as a Communicator” program equips students with the skills to be not only
a content creator but also a visual storyteller. The last alternative, “Al-Supported Restaurant Operations &
Management,” aims to enable chefs and owners to leverage Al to increase productivity through digital
analytical tools. The best solution the report presented is the “Unique Dining Experience Design Elective
Course”, which is an 8-week course that covers 8 dimensions of unique experience factors. In conclusion, all
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offered solutions create new career pathways for MSA’s students that will make them more competitive in the
changing landscape of the 2030s.
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Appendices

Food as Medicine - Elective Course
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Chart 1: Food as Medicine Elective Course Content and Weekly Plan
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Chef as Communicator - Elective Course

Week 1

Sesston 1: The Chef's Namative

Content: Identity. Brand & Storytellng
Session 2: Visual Language of Food

Content: Photography & Styling Fundamentals

Week 2

Session 3: Moviag Image & Mults-Platfonmn Storytalhng
Content: Shost-foam Video & Platfonn Adapuon
Session 4: The Chef'as Educator & Performer

Content: On-Camera Presence & Teaching

Session 3; Portfolio & Professional Communication
Content: Strafegy. Ethacs & Fmal Project

Chart 2: Chef as Communicator Elective Course Content and Weekly Plan
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Chart 3: AI-Supported Restaurant Operations & Management Workshop
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Unique Dining Experience - Elective Course
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Chart 4: Unigue Dining Experience Elective Course Content and Weekly Plan

50



SolarVis Co., Business Development Problems

ISLETME FAKULTEST =

FACULTY OF BUSINESS ADMINISTRATION
ik, A ]

ke Bl

Proje Ekibi: Grup 5 (G5)

Grup Uyeleri: Ahmet Erdogan Yilmaz, Ege Sarioglu, Emir Murat Tung, Eren Melek, Muhammad Talha
Nauman Butt

Sirket Damismani: Samet Yildirim Akademik Danisman: Ali Riza Zafer Sayar

Koordinator Danisman: Fehmi Tanrisever

OZET

SolarVis, giines enerjisi projelerinde miisteri edinimi, fizibilite analizi ve teklif olusturma sureclerini
dijitallestiren bir B2B yazilim platformudur. 16'dan fazla iilkedeki 1.000'den fazla sirkete hizmet veren platform,
420.000'1 agkin fizibilite raporu ve 10.200'den fazla proje liretmistir. Buna karsin sigorta siireci hala platform
disinda yiiriitiilmekte; bu durum proje basina 3—4 giinlik ek gecikmeye ve Onemli gelir kayiplarina yol
agmaktadir. Ug alternatif ¢dziim incelendikten sonra en uygun ¢dziimiin, dort sigorta paketi (Temel, Standart,
Gelismis ve Kurumsal) ile otomatik 6neri motorunu entegre eden ¢ok-sigortacili gémiilii sigorta marketplace
modeli oldugu sonucuna varilmistir. Birinci yilda %40 daha hizli polige siiresi, %12 sigorta ekleme oranmi ve
sigortali projeler lizerinde %5—7 net komisyon marj1 hedeflenmektedir.

Anahtar Kelimeler: Gémull Sigorta, Glines Enerjisi, B2B Yazilim, Dijital Aracilik, Fintech, Yenilenebilir
Enerji
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1. Company Background

SolarVis is a B2B solar software platform that digitizes customer acquisition, feasibility analysis, and proposal
generation for the renewable energy sector. Founded by METU graduates and headquartered in Turkiye, the
platform serves more than 1,000 companies across 16+ countries. To date it has generated over 420,000 feasibility
reports and supported 10,200+ solar projects.

The platform consolidates lead generation, 3D system design, proposal writing, CRM, and project management
into a single environment. SolarVis's key commercial partners include Akbank, Garanti BBVA, Tiirkiye Is
Bankasi, and Yap1 Kredi. Revenue is generated primarily through a SaaS model anchored by its Solar Proposal
Software and Solar Lead Generator products.

The Turkish solar market provides a strong tailwind: by February 2026, solar energy accounted for 21% of total
installed electrical capacity in Turkiye, with 39,426 of 41,505 registered power plants being solar installations
(Republic of Turkiye Ministry of Energy and Natural Resources, 2026). Strategically, SolarVis aims to become
an end-to-end ecosystem enabler for the solar industry, extending its value beyond front-end digitization into
financial and insurance services.

2. Problem Description

Despite automating the early and mid-stages of the solar customer journey, the insurance procurement step
remains entirely off-platform. Customers, EPC companies, and distributors must contact insurers through phone
calls, e-mails, and face-to-face meetings, manually compile supporting documentation, and duplicate project data
already available within SolarVis. This creates an average delay of three to four additional working days per
project.

The root causes of this gap are multi-layered: (1) workflow disjunction—the digital funnel terminates at the
proposal stage; (2) data translation failure—SolarVis holds rich project data that has not been mapped to insurers'
underwriting requirements; (3) an unvalidated intermediary business model; (4) absence of stakeholder
integration across customers, EPC contractors, insurers, brokers, and banks; and (5) unclear viability from a cost-
benefit perspective.

For SolarVis, the strategic consequences include weaker platform stickiness, no commission income, and a
competitive vulnerability should rivals integrate insurance first. Meanwhile, many residential and small
commercial customers either forego insurance altogether or overpay by 10-20% above market averages due to
lack of comparison tools. EPC companies absorb the coordination burden, reducing their own installation
throughput.

3. Recommended Solutions

3.1 Alternative Solutions Considered

Four solutions were evaluated across six criteria: customer experience, speed to market, revenue potential,
scalability, and strategic fit.
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Score
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Alternative Description Key Strength Key Weakness

Multi-insurer in-
Full workflow

1. Embedded platform ) ) Longest time to

_ ) ) integration; )
Marketplace intermediary with ] market; higher 23

highest revenue )
(Recommended) automated quote N initial complexity
_ & scalability
engine
Exclusive Fast deployment

Single-partner
risk; limited 19

product choice

2. White-Label partnership with one (3-6 months);
Single Insurer insurer under simple

SolarVis brand integration

Very low start-  User leaves
Leads forwarded to

3. Broker-Led up cost; no platform; minimal
external brokers for ) ) 14
Referral licensing margin; no data
follow-up ] )
required retention

) Static module listing Easiest to build; No revenue; does
4. Passive ] ) o
) insurance providers  minimal legal not resolve the 12
Comparison Tool ) ) )
and typical prices risk core problem

Table 1. Alternative Solution Comparison (unweighted, scale 1-5 per criterion).

3.2 Best Solution: In-Platform Embedded Insurance Marketplace

Alternative 1—an embedded, multi-insurer insurance marketplace operated by SolarVis as a licensed digital
intermediary—is the recommended solution for five reasons:

» End-to-end workflow integration: The only alternative that keeps the customer entirely within the
platform, reducing insurance cycle time from 3-4 days to under 24 hours.

« Optimal use of existing data assets: SolarVis already holds system specifications, location data,
equipment details, and projected energy yields—precisely the information insurers need to price solar
PV policies.

« Superior revenue generation: Projected commission revenues are USD 35,000 in Year 1, USD 180,000
in Year 2, and USD 420,000 in Year 3, with breakeven in the latter stages of Year 2 (based on a 12%
attachment rate, USD 1,500 average annual premium, 13% blended commission).

« Multi-insurer neutrality: A marketplace model ensures competitive pricing and eliminates single-partner
dependency, enhancing trust with EPC partners and large enterprise clients.

53



 Strategic alignment: Adding insurance to a platform that already covers feasibility, design, proposals,
CRM, and project management deepens user lock-in and creates a natural bridge to future embedded
financing services.
3.3 Implementation Plan
The implementation follows a 12-month, three-phase roadmap governed by five SMART goals:

Goal Target KPI Deadline Dept.
Reduce cycle time ] )
Median quote-to-bind Product &
G1—Speed from 3—4 days to <24 ) Month 12
" duration Eng.
G2 - >12% insurance

) Attachment rate (%) Month 12 Marketing
Adoption  attachment rate

G3 - >2 live insurers, >2 Live insurer )

) _ Month 9 Biz. Dev.
Partners product types integrations
G4 - ~USD 35k Y1; =<USD  Net commission Month 12 / i

inance

Revenue 420Kk Y3 (USD/month) Month 36
G5 - NPS >50; CSAT In-platform NPS / From Month  Mktg. &
Satisfaction >85% CSAT survey 4 CS

Table 2. SMART Goals Summary.

Phase 1 — Foundation & MVP (Months 1-4): Regulatory licensing (SEDDK), letters of intent with two insurers,
API architecture (REST, OAuth, KVKK-compliant), MVP user interface with one-click insurance selection post-
proposal, and an internal pilot with 25+ real proposals across 2—3 EPC partners.

Phase 2 — Expansion (Months 5-8): Launch machinery breakdown and third-party liability cover, build EPC
partner dashboard, begin co-marketing campaigns with banking partners (Akbank, Garanti BBVA, Tiirkiye Is
Bankasi, Yap1 Kredi), and target a third insurer by Month 8.

Phase 3 — Scale & Optimize (Months 9-12): Introduce business interruption insurance for commercial/industrial
customers, localize for two additional countries, run A/B pricing tests, release the first Insurance Performance
Dashboard, and finalize the Year-2 roadmap incorporating embedded financing.

Resource requirements include 2-3 incremental hires (backend engineer, Insurance Business Development
Manager, part-time compliance officer), a KVKK-compliant data platform, e-signature integration, and an
estimated first-year budget of USD 90,000-130,000. Five departments share accountability (Product &
Engineering, Business Development & Partnerships, Marketing & Customer Success, Legal & Compliance,
Finance), governed by a RACI matrix and quarterly Steering Committee reviews chaired by the CEOQ.
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4. Conclusion

SolarVis has successfully digitized the front end of the solar customer journey but faces a critical gap: insurance
procurement remains manual and off-platform, generating delays of 3—4 days per project and leaving commission
revenue uncaptured. This report recommends the creation of an embedded, multi-insurer insurance marketplace
within the SolarVis platform, operated as a licensed digital intermediary.

The recommended solution resolves the time-lag problem, transforms existing data assets into a revenue engine,
enhances platform stickiness, and positions SolarVis as a true end-to-end solar ecosystem provider. Financial
projections show a path from USD 35,000 in Year 1 commissions to USD 420,000 by Year 3, with an expected
breakeven in the second half of Year 2, on an initial investment of approximately USD 110,000.

The initiative aligns strongly with UN Sustainable Development Goal 8 (Decent Work and Economic Growth),
specifically targets 8.1 (sustainable growth), 8.2 (productivity through innovation), 8.5 (decent work), 8.6 (youth
employment), 8.8 (safe work environments), and 8.10 (universal access to financial services). Secondary
contributions include SDG 7 (Clean Energy), SDG 10 (Reduced Inequalities), and SDG 17 (Partnerships for the
Goals).

Management is urged to endorse the programme and allocate an initial first-year budget of approximately USD
110,000—sufficient to fund a credible MVP launch and validate the commercial model before Year 2 scale-up.
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Appendices

Appendix 1 — SMART Goals Table

Specific &

Measurable

Achievable &
Relevant

Time-Bound

Reduce insurance

Achievable via API-
based quoting;

Median quote-to-

12 months from go-

G1 Speed cycle time from 3-4 relevant to platform bind duration live
days to <24 h e
stickiness
G2 >12% attachment rate Benchmark.ed against Insurance attachment
. e embedded insurance End of Month 12
Adoption on finalized proposals rate (%)
leaders
. Aligned with existing .
G3 >2 authorized insurers, bank partner !\Iumbe( of I|ve_ End of Month 9
Partners >2 product types insurer integrations
ecosystem
Conservative
G4 ~USD 35k Y1 /USD attachment & Net commission Y1 Month 12; Y3
Revenue 420k Y3 commission USD/month Month 36
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G5 NPS >50 and CSAT ﬁgg:}e\(ﬁzlgtzﬁggﬂ In-platform NPS / g‘;gg&?:;& fc'n[St
Satisfaction >85% CSAT survey

partners

Appendix 2 — Three-Year Financial Projection

Month 4

Qualifying Attachment Avg. Premium | Commission Est. Revenue
Proposals Rate (USD) Rate (USD)
Year 1 ~4,000 5% $1,300 13% ~$35,000
Year 2 ~6,500 12% $1,700 13% ~$180,000
Year 3 ~9,000 17% $2,200 13% ~$420,000
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Appendix 3 — RACI Matrix

Activity

Finance

Regulatory licensing &
contracts

Insurer onboarding &
commercial terms

Platform / API development

UX, in-app messaging,
attachment-rate growth

Pricing, commissions, ROI
tracking

Data privacy / KVKK
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Product & Biz. Dev.

Eng.

C C

C R/A
R/A C

C C

C C

R |

R = Responsible -

A = Accountable -
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JOTFORM Yazilim A.S., Strategy Problems

SLETME FAKULTESI
S ULTY OF BUSINESS ADMINISTR

|

TION

Proje Ekibi: Future Cash Flows

Grup Uyeleri: Dilara Oncii, Zeynep Sude Sarigiil, Ozgiir Eskici, Ayberk Aydogan, Utku Taskent, Omer Faruk
Oztiirk, Batuhan Senol

Sirket Damismani: Umut Oren Akademik Danisman: Betiil Altunsu

Koordinatéor Danmisman: R. Serdar Kurdoglu

OZET

Jotform, abonelikler, ek hizmetler ve gelir paylasimina dayali entegrasyonlar gibi mevcut gelir yaratma
kanallarinin 6tesine gecerek uzun vadeli bliylimeyi giiclendirmeyi ve gelir elde etme verimliligini artirmay1
amaclamaktadir. Ancak sirket; 6l¢eklenebilir gelir biiylimesi firsatlar1 yaratma, mevcut gelir modellerini
optimize etme ve yeni gelir kaynaklar1 gelistirme siireglerinde kullanici deneyimini koruma ve miisteri kaybini
artirmama gibi 6nemli zorluklarla kars1 karsiryadir. Yapilan analizler sonucunda diisiik ticretsizden licretliye
doniisiim oran1 ve abonelik paketleri arasindaki dengesiz gelir dagilimi, sirketin biiytimesini sinirlandiran temel
problemler olarak belirlenmistir. Bu dogrultuda raporda farkl alternatif ¢oziimler degerlendirilmis ve en uygun
¢6ziim olarak Jotform’un fiyatlandirma mimarisinin yeniden yapilandirilmasi dnerilmistir. Onerilen ¢dziim
kapsaminda Gold ve Enterprise paketleri arasina yeni bir “Business” paketi eklenmesi ve Jotform ekosistem
iirlinlerinin abonelik planlarina daha stratejik sekilde entegre edilmesi planlanmistir. Bdylece kullanicilar i¢in
daha net bir yiikseltme yolu olusturulmasi, kullanici bagina ortalama gelirin artirtlmasi, miisteri kayb1 ve iade
oranlarinin azaltilmasi hedeflenmektedir.

Anahtar Kelimeler: Jotform, SaaS, fiyatlandirma stratejisi, gelir biiyiimesi, abonelik modeli, no-code
platformlar, dijital doniisiim, miisteri doniisiimii, churn orani, siirdiiriilebilir biiylime.
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Company Background

Jotform is a globally operating no-code SaaS platform founded in 2006 by Turkish software developer Aytekin
Tank. The company was created to simplify online form building and data collection processes without
requiring coding knowledge. Starting as a small bootstrapped side project, Jotform gradually expanded into one
of the leading platforms in the online form builder industry while remaining fully independent without external
investment. Today, the company serves millions of users across more than 190 countries and offers a broad
ecosystem including online forms, workflow automation, e-signature solutions, mobile apps, payment
integrations, and Al-powered tools.

Jotform operates with a customer-centric and innovation-driven approach focused on accessibility, automation,
and digital transformation. The company’s vision is to empower users and businesses to build digital workflows
without technical expertise while reducing the friction of paperwork and manual processes. Over the years,
Jotform has expanded beyond traditional form building into a more comprehensive no-code business platform
through products such as Jotform Sign, Jotform Apps, Jotform Tables, and Al Agents. Its strong freemium
model, extensive template library, global infrastructure, and compliance standards such as GDPR and HIPAA
have helped the company establish a significant competitive position within the SaaS market.

Problem Definition

Jotform is currently facing a slowdown in revenue growth despite operating in a rapidly growing no-code SaaS
market and maintaining a large global user base. The company aims to strengthen long-term growth and
improve monetization efficiency while diversifying beyond existing monetization channels such as
subscriptions, add-ons, and revenue-sharing integrations. However, the current pricing and monetization
structure creates several challenges, including a low free-to-paid conversion rate, uneven revenue distribution
across subscription tiers, and high dependence on Gold-tier users. In addition, many customers use higher-tier
plans only for short-term or seasonal needs and later cancel their subscriptions. The low free-to-paid conversion
rate and the revenue generation imbalance between tiers indicate inefficiencies within the company's
monetization structure. These issues greatly reduce the company’s ability to fully benefit its large user base as
well as limiting its overall revenue growth potential.

1- Possible Solutions

Alternative Solutions

Alternative 1- Tightening Free Plan Limitations

One alternative solution is reducing the generosity of the free plan in order to encourage users to upgrade to
paid subscriptions more quickly. Currently, many users are able to satisfy their needs through the free plan,
which weakens upgrade motivation and lowers the free-to-paid conversion rate. By decreasing submission
limits, storage capacity, or access to premium features, Jotform could create a clearer distinction between free
and paid plans. This approach could improve monetization in the short term, but it also carries the risk of
negatively affecting user satisfaction and reducing user acquisition if restrictions become too aggressive.

Alternative 2- Offering Temporary Premium Trials

Another alternative is introducing limited-time premium trials that allow users to experience advanced features
before purchasing a subscription. This strategy aims to increase users’ awareness of the value offered by higher-
tier plans through direct experience rather than simple feature descriptions. Users who become accustomed to
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premium functionalities may feel more motivated to upgrade after the trial period ends. However, this solution
also creates the possibility of abuse, as some users may repeatedly use temporary accounts or subscribe only for
short-term needs without generating stable long-term revenue.

Alternative 3- Creating Educational and Industry-Specific Plans

A third alternative solution is developing customized plans for educational institutions and sector-specific
customer groups. Schools, universities, NGOs, healthcare organizations, and SMEs could benefit from tailored
pricing structures and specialized feature bundles. This strategy could help Jotform build stronger customer
loyalty and generate long-term recurring revenue through institutional usage. Nevertheless, institutional sales
processes are often slower and require additional onboarding, support, and operational resources, making this a
more long-term growth opportunity rather than an immediate monetization solution.

Best Solution- Pricing and Ecosystem Restructuring

The most effective solution for Jotform is redesigning its pricing architecture and restructuring the platform’s
ecosystem integration in order to create a clearer, more scalable, and value-oriented customer journey. The
current pricing structure relies heavily on usage limits and does not clearly communicate the additional value
provided by higher-tier subscriptions. As a result, many users remain in lower-tier plans such as Bronze and
Silver, while high-tier plans appear to contribute more significantly to revenue generation. This creates an
unstable monetization structure and limits sustainable long-term growth.

The proposed solution introduces a new “Business” tier between Gold and Enterprise plans. This new tier
would specifically target growing teams, agencies, SMEs, and mid-sized organizations that require more
advanced collaboration, automation, and administrative tools but are not ready for a fully customized Enterprise
contract. By filling the gap between Gold and Enterprise, Jotform would create a more logical and scalable
upgrade path:

Free - Bronze - Silver - Gold - Business - Enterprise

In addition to the new pricing structure, the solution also focuses on integrating Jotform ecosystem products
directly into subscription plans. Products such as Jotform Sign, Jotform Apps, Jotform Tables, Al Agents,
workflow automation tools, and white-label capabilities would become key differentiators between pricing tiers
instead of functioning as disconnected add-ons. This would strengthen the perceived value of higher-tier plans
and reposition Jotform from being primarily a form-building tool into a complete no-code business operations
platform.

Another major advantage of this solution is its ability to reduce customer churn and improve long-term
retention. Many users currently purchase higher-tier subscriptions only for temporary or project-based usage
and later cancel their plans. By increasing collaboration tools, automation capabilities, and ecosystem
integration within higher-tier subscriptions, Jotform can encourage customers to use the platform continuously
rather than temporarily. This would increase customer lifetime value and stabilize recurring revenue streams.

The solution also provides opportunities to improve free-to-paid conversion rate by improving the visibility of
value differences between plans. Instead of simply increasing storage or submission limits, each subscription
tier would represent a different stage of organizational growth and operational need. Bronze and Silver plans
would focus on freelancers and professionals, Gold would target workflow automation and advanced
operational usage, while Business and Enterprise would focus on collaboration, Al support, advanced analytics,
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and administrative control. This clearer differentiation would strengthen upgrade incentives throughout the
customer journey.

Finally, the implementation process would follow an agile and data-driven approach. The strategy would first
begin with restructuring pricing tiers and redistributing features, followed by pilot testing, A/B testing, customer
feedback analysis, and continuous optimization before the full-scale rollout. This phased implementation
process would minimize operational risk while allowing Jotform to adapt the new system according to real
customer behavior and market response.

Conclusion

Jotform operates in a highly competitive and rapidly evolving no-code SaaS market where sustainable growth
depends not only on user acquisition but also on effective monetization and long-term customer retention.
Although the company has built a strong global user base and a diversified product ecosystem, the current
pricing and subscription structure creates important challenges such as low free-to-paid conversion rates,
uneven revenue distribution across tiers, and increasing customer churn. These issues limit the company’s
ability to fully benefit from its market position and reduce the sustainability of long-term revenue growth.

Among the evaluated alternatives, the most effective solution is redesigning Jotform’s pricing architecture and
integrating ecosystem products more strategically into subscription plans. Introducing a new Business tier
between Gold and Enterprise would create a clearer and more scalable upgrade journey while strengthening
monetization across different customer segments. At the same time, embedding products such as Jotform Sign,
Apps, Tables, Al Agents, and workflow automation tools directly into subscription packages would increase
perceived customer value and reposition Jotform as a comprehensive no-code business platform rather than only
a form-building tool.

Overall, the proposed solution would help Jotform improve conversion rates, reduce churn behavior, strengthen
customer lifetime value, and establish a more balanced and sustainable revenue model. Through an agile and data-
driven implementation process, the company would be able to optimize its pricing strategy while maintaining
customer satisfaction and supporting long-term competitive advantage within the SaaS industry.
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Appendix 2- Fishbone Diagram
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Appendix 3- Best Solution Illustration for Pricing
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Appendix 4- Implementation Timeline for Best Solution

IMPLEMENTATION TIMELINE

Phase 1 Phase 2
[ M M3 M4 M5 M6 1

Restructure & Reposition Tiers Tm—
Overhaul Pricing Strategy Cm—
User Validation =
Finalize Pricing Structure i
Pilot Selection e
A/B Tosts W—
Feedback from Pilots T
Validation —

PHASE 1 - TIER RESTRUCTURING PHASE 2 - PILOT TESTING

AND PRICING STRATEGY Mantho -6

Months 1-3 T

Lay the el 0 Perform a pilot test, iterate, and
validate initial pricing strategy prepare for scaling

"\ Note: Validation, analyzing, and iterating will be actively conducted across all phases. These activities will be carried out by the respective
KA toams as needed, ensuring flexibility and continuous improvement throughout the process.

Appendix 5 — Alternative Solution 2 Illustration
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Appendix 6 — Alternative Solution 3 lllustration
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Ikikardes Otomotiv Paz. ve Tic. Ltd. Sti., Marketing Problems

Proje Ekibi: ANKA

Grup Uyeleri: Busegiil Andi¢, Deniz Demirci, Duru Karasu, Melek Zohre ikikardes, Serhat Zalaltuntas,
Zeynep Tanriverdi

Sirket Damsmami: Ugur ikikardes Akademik Danisman: Tolga Demir
Koordinatéor Damisman: Rasim Serdar Kurdoglu

OZET

Bu proje, Ikikardes Otomotiv’in miisteri kazanim siirecini daha 6lgeklenebilir, dlciilebilir ve dijital olarak goriiniir
hale getirmeyi amaclamaktadir. Sirket, agir ticari arag satisi, treyler liretimi ve satis sonrasi hizmetlerde gii¢lii bir
yerel itibara sahip olsa da mevcut miisteri kazanim modeli biiylik 6lciide yiiz yiize satis, referanslar ve kisisel
aglara dayanmaktadir. Bu durum, sirketin mevcut hizmet kalitesini yeni potansiyel miisterilere yeterince
ulagtiramamasina neden olmaktadir. Bu dogrultuda 6nerilen Digital-First Hybrid Customer Acquisition Model;
CRM entegrasyonu, SEO, Google Ads, LinkedIn outreach, e-mail marketing, TCO Calculator, mikro etkinlikler
ve PlusClouds destekli lead generation araglarini bir araya getirmektedir. Model, geleneksel giivene dayali satis
yaklagimini korurken dijital kanallarla desteklemeyi amaglamaktadir.

Anahtar Kelimeler: Customer Acquisition, Digital Visibility, CRM, B2B Marketing, Hybrid Sales Model,
Heavy Commercial Vehicles
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1. Company Background

Ikikardes Otomotiv is a family-owned heavy commercial vehicle company located in Adana. The company
operates mainly in three business areas: being an authorized Renault Trucks dealer, manufacturing custom trailers
in-house, and providing after-sales services. With its long-standing local experience, strong technical knowledge,
and relationship-based customer trust, Ikikardes Otomotiv has built an important position in the regional heavy
commercial vehicle market.

The company mainly serves customers operating in logistics, transportation, construction, agriculture, and related
business sectors. In these sectors, purchasing a heavy commercial vehicle or trailer is not a simple transaction. It
is a high-value, long-term investment decision. Therefore, customers usually care about trust, after-sales
reliability, service availability, technical support, and long-term business relationships. For this reason, Ikikardes
Otomotiv’s traditional sales model mostly relies on face-to-face communication, referrals, showroom visits, and
field sales activities.

However, customer behavior in the sector is changing. Potential customers increasingly search for information
online, compare different suppliers digitally, and expect companies to provide accessible technical and financial
information before direct contact. Larger competitors have stronger digital visibility, more developed websites,
and more structured online communication channels. This creates a challenge for ikikardes Otomotiv because the
company has strong service capabilities, but these capabilities are not visible enough to potential customers
outside its existing network.

The company needs a customer acquisition model that protects its relationship-based sales strength while adding
a digital and data-driven structure. The main aim of this project is to help Ikikardes Otomotiv transform its local
trust and service quality into a more scalable regional growth advantage.

2. Problem Description

Ikikardes Otomotiv’s main problem is that its customer acquisition process is not sufficiently scalable, efficient,
or digitally visible. The company currently depends heavily on traditional relationship-based sales methods such
as referrals, field visits, showroom traffic, and personal networks. These methods are valuable in the heavy
commercial vehicle sector because trust plays a central role in customer decisions. However, relying only on these
methods limits the company’s ability to reach new customers outside its current network.

The root cause of the problem is not poor-quality service. In fact, survey and perceptual map findings show that
existing customers perceive Ikikardes Otomotiv as a strong company in terms of service integration, reliability
and buyer satisfaction. The biggest weakness is digital visibility. Potential customers who search online, compare
alternatives or evaluate suppliers digitally may not easily discover ikikardes Otomotiv. As a result, the company’s
existing value proposition is not effectively communicated to the wider market.

Another important cause is the lack of a fully integrated CRM and structured lead management system. Without
CRM, the company cannot systematically track leads, classify potential customers, measure conversion rates, or
follow sales opportunities through a clear pipeline. This makes the sales process dependent on individual sales
representatives’ personal networks and informal follow-up habits. Valuable leads gathered from trade fairs,
customer visits, or digital channels may be lost if they are not recorded and followed properly.

The impact of this problem is significant for both immediate-term performance and long-term growth. First, the
company continues to be less visible to potential customers outside of its existing relationship network. Second,
sales representatives spend too much time on manual outreach and physical visits, rather than focusing on
qualified leads. Third, the company’s long-term goal of increasing its regional market share from 4% to 10% by
2030 becomes harder to achieve if customer acquisition continues to depend only on traditional methods.
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Therefore, the problem should be understood as a structural growth limitation. ikikardes Otomotiv already has a
strong service offering, but it needs a more systematic way to attract, inform, track, and convert potential
customers.

3. Recommended Solutions

After analyzing the company’s customer acquisition problem, two alternative solutions were evaluated and one
best solution was proposed.

Alternative 1: Hiring Additional Sales Representatives

One possible solution is to hire more sales representatives to increase the company’s field presence. A larger sales
team could help the company visit more potential customers, create more direct contact, and strengthen
relationship-based sales activities. Since face-to-face communication is still important in the heavy commercial
vehicle industry, this alternative could create short-term benefits.

This solution does not solve the core problem, because hiring more salespeople would increase fixed costs such
as salaries, commissions, travel expenses, and management workload. It would only increase the number of
people manually searching for customers. It would not improve digital visibility, CRM usage, lead tracking, or
scalable customer acquisition. Thus, this alternative may increase activity but does not build a repeatable and
measurable growth system.

Alternative 2: Opening New branches

Another possible solution is to establish new branches in nearby cities, especially in the Mediterranean region.
This could increase physical visibility, improve regional access and make the company more accessible to
customers in similar markets. A new branch could also support after sales services and strengthen local trust.

However, opening new branches requires high investment in facilities, infrastructure, employees, logistics, and
daily operations. More importantly, the company’s current problem is not mainly geographic coverage. Ikikardes
Otomotiv already needs to reach more customers within its existing operating region. If the digital visibility and
lead generation problem is not solved first, opening a new branch would simply transfer the same customer
acquisition problem to another location. For this reason, this alternative is not the most efficient solution at this
stage.

Best Solution: Digital-First Hybrid Customer Acquisition Model

The best solution is the Hybrid Customer Acquisition Model (Digital-First). This model intends to support
Ikikardes Otomotiv's existing relationship-based sales structure with digital and analytics-based tools. The goal
IS not to replace face-to-face sales, but to make the current sales model visible, measurable and scalable.

The model includes several linked components. First, the company’s digital visibility should be improved through
SEO, Google Search Ads, Google Business Profile Optimization and active social media management. These
tools allow Ikikardes Otomotiv to appear in front of potential customers who are already searching for heavy
commercial vehicles, trailers, spare parts or after-sales services. This helps the company move beyond personal
networks and become more discoverable.

Second, the website should be strengthened with technical and value-based content. Potential customers should
be able to understand the company’s products, services, after-sales capabilities, and operational advantages before
contacting a sales representative. A TCO Calculator should also be added to the website. Since heavy commercial
vehicle purchases are long-term financial decisions, customers care about fuel costs, maintenance expenses,
service reliability, and total ownership cost. A TCO Calculator can help potential customers evaluate the financial
benefits of working with Ikikardes Otomotiv.

Third, CRM integration should be implemented through a system such as HubSpot. CRM would allow the
company to record leads, classify them as hot, warm, or cold, assign follow-up tasks, monitor sales stages, and
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measure conversion rates. This is especially important after trade fairs, digital campaigns, LinkedIn outreach, and
micro-events. Instead of losing leads in manual notes or informal conversations, the company can manage all
potential customers through a structured pipeline.

Fourth, targeted outreach should be supported with Mailchimp, LinkedIn, and PlusClouds. PlusClouds can help
identify potential customers based on criteria such as industry, fleet size, business profile, and purchasing
potential. These leads can then be reached through segmented e-mail campaigns and personalized LinkedIn
messages. This makes the outreach process more focused and cost-efficient.

Finally, the model protects the company’s relationship-based sales culture through invitation-based micro-events
such as Fleet Consultation Day. These events can bring pre-qualified leads together with the company, create
trust, and allow deeper discussions about customer needs. In this way, digital tools create awareness and interest,
while face-to-face interaction supports preference and purchase decisions.

The proposed model is planned as a 12-month implementation process. In the first two months, the focus is on
digital infrastructure such as website improvement, CRM setup, Google Business Profile, social media activation,
and e-mail marketing setup. Between months 2 and 4, the company launches Google Ads, LinkedIn outreach,
SEO content, and the TCO Calculator. Between months 4 and 6, digital lead generation is connected with the
sales process through CRM training, micro-events, trade fair follow-up systems, and PlusClouds integration.
From month 6 onward, the company tracks key performance indicators such as qualified leads, conversion rate,
cost per lead, digital visibility score, and campaign performance.

This solution is the most suitable option because it directly addresses the company’s real problem. Ikikardes
Otomotiv does not need to abandon its trust-based sales culture. Instead, it needs to support that culture with
digital visibility, structured lead generation, and CRM-based follow-up. The Digital-First Hybrid Customer
Acquisition Model helps the company transform its strong local reputation into a scalable regional growth system.

4. Conclusion

In conclusion, Tkikardes Otomotiv is a strong company with local reputation, sectoral experience, reliable after-
sales services and trust-based customer relationships. However, its current customer acquisition model relies too
heavily on conventional methods such as referrals, field visits, showroom traffic and personal networks. Although
these methods remain important in the heavy commercial vehicle sector, they are not sufficient for scalable and
measurable growth.

The evaluated alternatives, hiring additional sales representatives and opening new branches, may provide some
short-term benefits. However, they do not solve the structural problem of limited digital visibility and lack of
systematic lead management. Hiring more salespeople increases cost without improving the acquisition system,
while opening new branches requires high investment without first solving the visibility problem.

Therefore, the Digital-First Hybrid Customer Acquisition Model is the most appropriate recommendation. By
combining SEO, Google Ads, CRM, targeted e-mail campaigns, LinkedIn outreach, TCO Calculator, PlusClouds-
supported lead generation, and micro-events, the company can attract more qualified leads and manage them more
effectively. At the same time, the model preserves the face-to-face trust-building process that is essential in high-
value B2B purchases.

Overall, this solution offers Ikikardes Otomotiv a realistic and sustainable path for growth. It makes the company
more visible to potential customers, improves sales team productivity, creates a more measurable customer
acquisition process, and supports the long-term goal of increasing regional market share from 4% to 10% by 2030.
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Appendices

Appendix - 1: Perceptual Maps

Chart-1: Perceptual Map of Current Customers
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Appendix 2 - Cost and ROI Calculations

Appendix 2.1: Cost Calculations
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Appendix 2.2 ROI Calculations
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Appendix 2.3 Return Statistics of Other Case Studies with Solution Packages

Return Statistics of Other Case Studies
with Solution Packages
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ASRHUR, Marketing Problems

ISLETME FAKULTESI 4 |
FACULTY OF BUSINESS ADMINISTRATION |

Proje Ekibi: The Next Step
Grup Uyeleri : Emre Zedelenmez, Muharrem Berat Demirtas, Nilay Sahin, Oktar Berat Onar, Sevgi Utma

Sirket Damismani: Hakan Aras Akademik Danmisman: Rasim Serdar Kurdoglu

Koordinatéor Damisman: Ceren Aydogmus

OZET

ASRHUR, Tirkiye merkezli bir temiz enerji girisimidir. Sirket, patent basvurusu asamasinda olan aliiminyum-su
reaksiyonu teknolojisiyle, harici altyapiya ihtiya¢ duymadan kullanim noktasinda hidrojen iiretmektedir. Sistem,
minimum 650+ Wh/kg enerji yogunluguyla lityum-iyon bataryalara kiyasla 3-4 kat iistiinlikk saglamakta; diisiik
termal imzas1 ve siirdiirtilebilirlik yoniinden fark yaratmaktadir. Su anda TRL 4 seviyesinde olan sirket, Horizon
Europe Miikkemmellik Miihrii'ne sahiptir. Temel ticari engel teknolojik hazirlik degil, fosil yakit ataletinden
kaynaklanan temin siirecleridir. Ticarilesme siirecinin ilk 18 aylik doneminde stratejik olarak 'Savunma Sanayisi
ve Afet Yonetimi i¢in Kesintisiz Enerji Giivenligi' odagina kilitlenmistir. TRL 4 seviyesinden saha dogrulamasina
(TRL 7+) gecis siirecini halihazirda stratejik niyet mektubuna (LOI) sahip oldugu AFAD pilot projeleriyle
yirititecektir. Veri merkezleri yedek gii¢ sistemleri, yer alt1 madenciligi ve endiistriyel hidrojen saglayiciligr (H2
Enabler) gibi diger segmentler ise paralel hedefler degil; ilk 18 aydan sonra, teknolojinin olgunlagsmasina bagl
olarak degerlendirilecek 'Olas1 Stratejik Genisleme Alanlar1 ve Pivot Senaryolari' olarak konumlandirilmistir."

Anahtar Kelimeler: Hidrojen tretimi, temiz enerji, Zero-CapEx abonelik modeli, savunma sanayi, veri merkezi,
fosil yakat ataleti, TRL 4, aliiminyum-su reaksiyonu, pazar giris stratejisi
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1. Company Background

ASRHUR is a Turkey-based clean energy technology startup. Led by two founding partners, the company is
developing aluminum-water (Al-H20) reaction technology, currently in the patent pending phase. This technology
enables point-of-use hydrogen production without the need for external hydrogen storage infrastructure or
pipelines.

One of the system's most important features is its energy density, reaching 650+ Wh/kg; this value is 3-4 times
that of lithium-ion batteries. In addition, because the system operates at temperatures close to human body
temperature, it is undetectable by thermal imaging systems; this feature offers a critical advantage for dual-use
purposes.

ASRHUR, which was awarded the Horizon Europe Seal of Excellence, is conducting its R&D project aimed at
developing TRL (Technology Readiness Level). The company's recurring revenue model is based on
subscriptions to aluminum cartridges that can be transported with standard cargo classification and are not subject
to ADR Class 2 restrictions.

2. Problem Definition

ASRHUR's fundamental strategic challenge is not a lack of technological readiness. The company's technology
will reach commercial availability with standard product development processes. The real problem is why
corporate buyers prefer familiar alternatives such as diesel generators and lithium-ion batteries instead of adopting
this technically superior solution.

2.1 Fossil Fuel Inertia

Diesel generators and lithium-ion batteries are solutions deeply integrated into corporate procurement processes.
The lifecycle costs of these products are well known, supplier relationships are established, and maintenance
schedules are predictable. A new technology must break the inertia effect of this system-integrated procurement
process.

2.2 Procurement Process Barriers

Corporate and enterprise contexts have multi-stakeholder approval requirements for capital expenditures. These
processes are structurally risk-averse and slow; they disadvantage any new technology, even if technically
promising, that has not yet been proven commercially.

2.3 ldentity Ambiguity

ASRHUR’s three distinct identities (hydrogen technology company, metal fuel system, and energy platform)
make it difficult for corporate buyers to establish a direct point of comparison. The market is unsure which product
to compare this technology to.

The strategic starting point is to identify and prioritize the segments of the existing fossil fuel solutions that are
structurally the most costly, the most dangerous, or the most subject to regulatory sanctions. In these segments,
premium pricing becomes a rational business decision rather than a deterrent.

3. Possible Solutions

Based on interviews and market research, two primary commercial entry segments and two secondary pivot
segments have been identified. All segments are addressed within the framework of the Zero-CapEx subscription
model.

3.1 Primary Segment A: Defense and Disaster Management Operations
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The defense industry and disaster response operations are the segments most reliant on uninterrupted energy
supply, thus providing the strongest structural justification for premium pricing strategies. Potential power
outages in these critical applications represent not only financial loss but also direct mission failure and life-
threatening risk. In defense operations, the disclosure of thermal signatures can reveal personnel locations, disrupt
encrypted communication infrastructure, and completely halt time-critical operations.

In disaster management and humanitarian aid operations, the success of search and rescue and coordination
processes is directly dependent on logistical flexibility and operational environmental conditions in the field.
ASRHUR's technology provides complete stealth on the defense side with its low temperature profile
undetectable by thermal imaging systems; and thanks to its silent operation principle, it does not interfere with
sensitive acoustic listening and search and rescue operations in disaster areas. Furthermore, unlike traditional
generators, its cartridge infrastructure, suitable for standard cargo transportation and exempt from hazardous
materials restrictions (easy logistics), radically simplifies supply chain processes in the chaotic environment of a
disaster.

The company's commercial and operational viability in this segment is supported by strategic partnerships. The
existing distribution network (10 x 1 kW modular units, total 10 kW requirement) implemented with the Turkish
Disaster Management Foundation constitutes a short-term, field-validated pilot anchor point. In addition to this
validation, the Letter of Intent received from AFAD, Turkey's highest authority in disaster management,
demonstrates the corporate-scale acceptance of the technology and provides strong commercial leverage for our
medium-to-long-term market entry strategy.

3.2 Primary Segment B: Data Centers and Flexible Financing Models (Zero-CapEXx Subscription System)
Over 90% of large-scale companies estimate the cost of a single hour of data center downtime to be over $300,000,
while 48% predict this loss will range from $1 million to $5 million (ITIC, 2024). Any backup power solution
that radically reduces downtime risk and thus these massive financial losses justifies a substantial premium pricing
above market standards.

Exhibit 7. Hourly Cost of Server Downtime Tops $1 Million for 48% of Enterprises

A 93% Majority of Enterprises Say Hourly Downtime Costs Top $300K

>$5M

$2M to 55M

S$1M to 52M
$501,000 to $1 Million
$401,000 to $500,000
$301,000 to $400,000
$201,000 to $300,000
$101,000 to $200,000
$51,000 to $100,000
$10,000 to $50,000
Up to $10,000

Source: ITIC 2024 Global Server Hardware, Server OS Reliability Survey

ASRHUR's "Zero-CapEXx" Subscription Model enables reactors to be installed without any initial cost and links
the entire revenue stream to cartridge subscriptions. This model shifts the decision-making process from
cumbersome CapEx (Investment) approval processes to a flexible OpEx (Operational Expense) cycle. Thus,
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instead of multi-stakeholder and months-long board CapEx approvals, an IT operations manager can approve the
project within a single budget period.

Given the budget dynamics of data centers, this model is defended in scenarios where operational budgets (OpEX)
are limited with two main arguments:

1. Cost Comparison and Risk Insurance: Compared to the massive CapEx budgets that data centers allocate
for traditional generator and UPS systems, this cartridge-based OpEx model acts as an insurance premium
protecting the company from millions of dollars in "downtime costs.” While it may seem like a constant
increase in operational expenses, even a single downtime it prevents amortizes many times the annual
operational budget.

2. Financial Flexibility Based on Budget Structure: The model offers financial flexibility to accommodate
companies' internal budget constraints. In addition to a fully OpEx-focused "Pay-as-you-go" model, a
hybrid financing option is also offered for data centers with insufficient operational budgets but large
investment budgets, where hardware can be purchased (CapEx) and only cartridges are periodically
supplied.

3.3 Pivot Segment 1: Hydrogen Activator (Hs Activator)

Positioned as a low-cost hydrogen testbed for organizations with hydrogen transition obligations, ESG
commitments, or carbon reduction targets, but unable to make multi-million euro electrolyzer investments without
operational data. Municipalities, industrial facilities, ports, and microgrid developers are key stakeholders in this
segment.

3.4 Pivot Segment 2: Underground Mining

Diesel equipment used in underground mining operations produces diesel particulate matter (DPM), which
directly threatens worker health. These emissions are subject to very strict standards and legal restrictions under
MSHA (Mine Safety and Health Administration) and NIOSH regulations. The ventilation and air conditioning
costs required to evacuate these toxic gases and maintain legal limits in underground mining operations constitute
a very large portion, between 30% and 40%, of total mining operation costs (OpEx) (SME Mining Engineering
Handbook). In large-scale deep mines, this figure, along with the electricity consumption and maintenance costs
of fans, translates to a budget of millions of dollars annually.

ASRHUR's reactant-limited design eliminates this cost pressure, offering a double advantage for underground
operations.
ASRHUR's reactant-limited design eliminates these costs, offering a double advantage for underground
operations:

e Zero Storage Risk: Instead of storing hydrogen in tanks under high pressure, the system produces
hydrogen instantly in the reactor on demand, eliminating the risk of explosions, leaks, or gas buildup in
enclosed underground galleries.

e Exhaust-Free Operation and Zero Ventilation Costs: Unlike diesel engines, operating with zero emissions
completely eliminates exhaust-related ventilation investments.

Furthermore, the byproduct remaining after the hydrogen production reaction is completely non-toxic and
environmentally friendly. This safe byproduct profile, which does not pose any risk of chemical pollution or toxic
waste, guarantees full compliance of ASRHUR technology with occupational safety (OHS) standards in
underground mining ecosystems where personnel work in confined spaces.
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3.5 Zero-CapEx Subscription Model: Financial Rationale

The developed financial model is based not only on raw production costs but also on a holistic Total Cost of
Ownership (TCO) optimization covering the entire operational cycle. In the traditional market, transporting,
storing, and managing high-pressure logistics infrastructure for pure hydrogen is an extremely costly process.
ASRHUR, with its Zero-CapEx model, completely relieves its customers of this initial investment burden. Our
model does not simply calculate a profit margin based on raw production costs (variable costs); our pricing
strategy is structured as "Value-Based Pricing" to cover all additional operational cost items:

e Amortization of Capital Expenditures (CapEX): In the Zero-CapEx model, the initial financing of the
reactors is covered by our company, and this investment cost is integrated into the financial model as an
amortization share per cartridge unit over the subscription period.

e Sustainable Circular Logistics: Reverse logistics processes, including the collection of empty cartridges
from the field, and corporate certification/safety OpEXx expenses are included in the base cost of
subscription pricing from the outset. The fact that the cartridges are exempt from hazardous materials
classification (excluding ADR Class 2) radically reduces the cost burden of this reverse logistics operation
compared to conventional hydrogen.

Accordingly, ASRHUR's pricing structure does not aim to compete with generic hydrogen pump costs. Instead,
a high price premium is achieved thanks to the infrastructure-free installation, zero storage risk, and reverse
logistics convenience provided to the customer. This high-profit margin structure, which can absorb the financial
burden of long sales cycles and all operational costs, provides a predictable and sustainable corporate revenue
stream that is resilient to market fluctuations.

3.6 SMART Goals and Implementation Plan

The project's commercialization and market entry strategy is divided into three strategic phases to fully align with
the technology's current TRL (Technology Readiness Level) development:

Short-Term Phase (0—-6 Months): Transition from TRL 4 to TRL 5/6 and Pilot Verification:

e Expansion of the AFAD Pilot Project: Completion of field tests and acquisition of initial operational data
for the 10 kW modular unit project conducted with the Turkish Earthquake Management Foundation under
the existing AFAD Letter of Intent (LOI).

e Certification and Legal Infrastructure: Formal initiation of ATEX/IECEX industrial safety certification
processes and completion of legal templates for the "Zero-CapEx" subscription agreement for the
corporate B2B segment.

e Production and R&D: Verification of reactor and cartridge integration in operational environmental
simulations, moving beyond the laboratory environment, through an R&D project conducted under a grant
program.

Medium-Term Period (6-12 Months): TRL 6/7 - Market Preparation and Circular Operations
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e Reverse Logistics Program: Operational establishment of a circular logistics (reverse logistics) network
ensuring safe and cost-effective collection of empty cartridges.

e Market Expansion Triggers (Pivot Mechanism): Activation of Pivot 1 and Pivot 2 (Underground Mining,
etc.) scenarios based on evaluation criteria at the end of month 6, if expected enterprise conversion rates
are not achieved in primary segments.

e Pre-Marketing: Initiation of initial technical information (RFI) processes with defense industry suppliers
and local data center operators as the TRL level increases.

Long-Term Period (12—24 Months): TRL 7+ - Corporate Commercialization and Scaling

e Entry into Highly Regulated Markets: Signing letters of intent (LOI) with at least 2 major defense industry
buyers and engaging with 5 Tier 1/2 data center operators with a system that has completed field
validations (TRL 7+).

e Commercial Subscriptions: Signing at least 5 long-term corporate "Zero-CapEXx" subscription agreements
and completing reactor installations.

e Global Expansion: Gaining 1 licensing partner in the European market and securing at least 1 strategic
defense/public reference agreement in the Gulf Region.

4. Conclusion

ASRHUR has achieved a unique position in the clean energy sector with its patented technology that produces
hydrogen at the point of use without the need for external infrastructure. The central question examined in this
report is not the effectiveness of the technology; rather, it is whether the company can translate this technical
advantage into commercially defensible premium pricing within the limited commercial bandwidth available to
its founders.

The analysis is fundamentally based on reframing: the barrier to ASRHUR's market entry is not the TRL level,
but rather cost habits stemming from fossil fuel inertia, established procurement processes, and identity
ambiguity. Therefore, instead of competing on unit energy cost, the target should be segments where premium
pricing becomes a rational business decision rather than a deterrent.

Defense & Disaster Response and Tier 1/2 Data Centers are the primary entry points that meet these conditions.
The Zero-CapEx subscription model structurally overcomes the procurement barrier by converting the CapEx
decision to an OpEx decision. Hydrogen Enabler and Underground Mining are kept ready as pre-validated pivot
segments that will be activated if the conversion cannot be achieved within six months.

The sustainability dimension also reinforces the long-term validity of the strategy: thanks to zero emissions, a
circular resource economy based on Al (OH)s recycling, and safer working environments, the strategy aligns with
various targets under UN SDG 8.

This 18-month, experience-driven roadmap, to be executed with an annual lean business budget of $52,000, aims
to systematically advance a scalable commercialization process in validated segments with measurable
commercial evidence.
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Appendices

Appendix 1: Energy and Cost Reference Table

System Energy Density 650+ Wh/kg Rises with utilisation =~ MDPI Materials Journal (2024) / Al-

rate H-O Reaction Literature
Standards
Li-ion Comparator 150-200 Wh/kg Where the headline U.S. Department of Energy (DOE) /
density gap IEA Global EV Outlook
shows up
Variable Cost per kg H: ~USD 10/kg Floor for cartridge S&P Global Platts Hydrogen Price
pricing Index / U.S. DOE Hydrogen
Shot Target Analysis
EU Pump Price (Hz) EUR 16-22/kg Live reference price h2.live (2026)
observed on
h2.live
Cargo Classification Standard cargo  Not ADR Class 2; cuts IATA / ADR (European Agreement
cost and transit Concerning the International
time Carriage of Dangerous
Goods)
Disaster-Response ~10 kW Reachable via 10 x 1 Field Operational Load
Load KW units Requirements

Appendix Table 1: ASRHUR Energy and Cost Reference Indicators

Appendix 2: 18-Month Implementation Phases

Phase 1: Experimental
Launch

Phase 2: Pilot ]
Conversations
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Phase 3: Pilot
Execution or
Pivot

Phase 4: Scale &

Reference Case

Appendix Table 2: ASRHUR 18-Month Implementation Phases

Appendix 3: Comparative Segment Matrix

Dimension

Willingness to
pay a premium

Defensibility of
premium
pricing

Procurement
cycle without
Zero-CapEx

Procurement
cycle with
Zero-CapEx

Customer
concentration

Defense (incl.
disaster response)

Defense buyers
consistently show
the highest
willingness to pay,
because mission
failure carries
consequences that
dwarf any unit cost.

The combination of
off-grid operation,
low thermal
signature, and
standard cargo
classification gives
ASRHUR its
strongest defensible
position here.

Traditional defense
procurement runs
from twelve to
twenty-four months
and often longer,
with multiple sign-
off layers.

Authorisation can
be done from
operating budget
within months
rather than years,
which is the single
biggest unlock.

The buyer pool is

narrow, so a single

reference customer
carries

Data centers
(backup power)

Data center
operators are
willing to pay well
above commodity
rates when
downtime risk is
reduced.

Pricing holds up
well because diesel
and lithium-ion
alternatives each
carry obvious flaws
that operators
already feel.

Capital-budget
purchases at data
centers typically
run six to twelve
months from first

contact to
deployment.

Operations
managers can
authorise pilots
within weeks to
months under
existing OpEx
authority.

Concentration is
moderate; a handful
of operators
dominate, but the
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Hydrogen enabler
(Pivot 1)

Hydrogen buyers
will pay a medium-
to-high premium,
mainly to de-risk
early supply.

Pricing is
defensible on risk-
reduction grounds

rather than pure
cost grounds.

Cycle length is tied
to the funding
mandate rather than
to a calendar, which
makes it
unpredictable.

Pilots can be
authorised within
weeks to months

when funded under
a mandate budget.

Demand is
distributed across
many smaller
buyers rather than

Underground
mining (Pivot 2)

Mining operators
pay high premiums
when safety and
ventilation
constraints are
addressed.

Pricing is
defensible because
the alternatives
create real safety
and ventilation
problems
underground.

Capital-budget
purchases in mining
typically run six to

twelve months.

The OpEx-friendly
structure fits the
way mining buyers
already manage
commodity-cycle
spending.

Demand is
distributed across
many operators
across regions.



disproportionate
weight.

There is no clean
substitute that
combines off-grid
operation, thermal
stealth, and
standard-cargo
logistics in one
package.

Treated by the
founders as the
primary
commercial entry
point.

Substitutes
available to the
buyer

Founder
priority

second tier is
reachable.

Diesel and lithium-
ion are the standing
options, but each is
flawed enough that
buyers actively
look for
alternatives.

Treated as a
primary segment
specifically for the
backup-power use
case rather than

full-facility supply.

dominated by a
few.

Diesel competes on
cost and lithium-ion
competes on
convenience, but
both run into safety
limits underground.

The realistic
substitute is a
twelve-to-twenty-
four-month
electrolyser
deployment, which
is what makes the
enabler pitch work.

Treated as a strong
secondary pivot,
gated by ATEX and
IECEX certification
timelines.

Treated as the most
credible funded
pivot if primary
segments do not

validate.

Appendix Table 3: Comparative Segment Matrix Across Primary and Pivot Segments

Appendix 4: Estimated Annual Operating Budget (Founder-Funded Minimum Mode)

Market Exploration Experiments (E1-E4)

ATEX/IECEX
Analysis

Prototype Maintenance & Field Preparation

Grant Management

Pre-Certification

& Gap 18,000

5,000

10,000

10,000

Exploration  meetings  across
defense, data centers, Hs
enablers, and mining

Start on Day 1 due to the 12-18-
month certification lead
time

Maintain TRL 4 units for reliable,
controlled demonstrations

Milestone tracking for Horizon
Europe and CET
Partnership



Commercial Activities 4,000 Contracts, pricing, and core
market collateral

Unexpected Expenses 5,000 Contingency buffer
TOTAL 52,000

Appendix Table 4: Estimated Annual Operating Budget

Appendix 4.1 : Future Funding Sources and Certification/OpEx Matching

0-6 Months Founder's Equity (52K » AFAD Field Testing Active / Approved
(Short USD) + Operation (Bootstrapping &
Term) TUBITAK TUBITAK Periodic

R&D Support  « ATEX / IECEx Preliminary Entitlement)
Application and Gap
Analysis

* Legal Contract Templates

6-12 Months CETPartnership 2026  *« ATEX / IECEx Laboratory Application Phase
(Medium Consortium Testing and Type (Consortium Formation
Term) Fund Approval Fees Ongoing)

* Reverse Logistics Software
and Infrastructure

Setup

12-24 Months Horizon Europe (Seal * Global Demo Unit Excellence Seal Holder

(Long of Excellence Shipment and (Priority Funding

Term) Transition Insurance Status)

Funds)
* EU and Gulf Region
Licensing/Sales Cycle
Management

Appendix 5: Key Technology and Business Model Indicators

Parameter Value / Description

Technology Patent application for on-site hydrogen production via aluminum-
water reaction.

Energy Density 650+ Wh/kg
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TRL Level

Income Model

Logistics

Accreditation

Current Pilot

TRL 4: Suitable for controlled demos and field tests.

Cartridge subscription (Zero-CapEx) + reactor sale + regional
licensing

Standard cargo (no ADR Class 2 restrictions)

Horizon Europe Excellence Seal; Springer Nature Scientific Article,
SoGreen WorldBank Project

Turkish Disaster Management Foundation: 10 x 1 kW modular
distribution (10 kW)

Appendix Table 5: ASRHUR Key Technology and Business Model Indicators
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Akakce, Marketing Problem

Proje Ekibi: SE7TEN

Grup Uyeleri : A. Cagr Orel, A. Tuan Karatas, Bora Ataoglu, Deniz Tinaz, Eren Dogan, Onur Sedat Sorkun,
Zeynep Mola

Sirket Damismani: Merve Cakmak Akademik Damisman: Hanife Armut

Koordinatéor Damisman: Ceren Aydogmus

OZET

Bu danigmanlik projesi Akak¢e Bilgi ve Teknoloji Sistemleri A.S.’nin yiiksek trafik hacmini strdurulebilir
kullanic1 bagliligina doniistiirme problemini incelemektedir. Akakge, Tiirkiye’nin 6nde gelen fiyat karsilagtirma
platformlarindan biri olarak yaklasik 40 milyon aylik ziyaret, genis satict ag1, tarafsiz fiyat siralamasi ve giiglii
organik arama gortniirliigiiyle 6nemli bir konuma sahiptir (SE7EN, 2026a). Fakat buna ragmen kullanicilarin
biiyiik boliimii platformu aligveris yolculugunun sonunda, yalnizca fiyat dogrulamak amaciyla kullanmakta ve
islem sonrasinda diizenli bir geri doniis davranis1 gostermemektedir. Bu durum, tiklama bazli gelir modelini,
mobil uygulama biiylimesini ve uzun vadeli rekabet giiclinii sinirlandirmaktadir. Kaynak raporlarda belirlenen
temel nedenler kisisellestirme eksikligi, mobil uygulamanin zay1f kullanimi, proaktif bildirim mekanizmalarinin
yetersizligi ve biiyiilk pazar yerlerinin karsilastirma fonksiyonlarin1 kendi ekosistemlerine tasimasidir (see
Appendix 1; SE7EN, 2026a). Onerilen ¢dziim iki tamamlayic1 yaklasima dayanir: veri odakli kisisellestirme
motoru ve uygulama merkezli aliskanlik motoru. Ilk yaklasim davrams verilerini anlamli segmentlere
doniistiirerek fiyat uyarilari, trend bildirimleri, neriler ve haftalik kategori 6zetleri iiretir. Ikinci yaklagim ise
uygulamaya 6zel indirimler, kisisellestirilmis firsat akisi, web’den uygulamaya gegis yonlendirmeleri ve App
Store optimizasyonu ile mobil bagliligr artirir. Bu bilesik plan, Akakge’yi tek seferlik fiyat kontrol aracindan
kisisellestirilmis ve mobil oncelikli bir aligveris yardimcisina doniistiirmeyi hedefler (SE7EN, 2026b).

Anahtar Kelimeler: E-ticaret, Fiyat Karsilastirma, Kullanici Bagliligi, Kisisellestirme, Mobil Uygulama,
Sirdaralebilir Buyume
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Company Background

Akakce operates at the intersection of digital commerce, product discovery, and price comparison. Unlike large
online marketplaces, it does not complete the transaction itself. Instead, it helps consumers compare prices,
inspect sellers, review product information, and then move to the merchant that offers the most attractive option.
This position makes Akakge a traffic aggregator and decision-support platform rather than a retailer (SE7EN,
20264a).

The company was founded in 2000 and formally established in 2003. Its early direction changed from general
internet search toward price comparison after global search engines became dominant. Akakge’s proprietary
crawling and data systems became the foundation of the business, allowing the platform to gather product and
price information from a large network of sellers and present it in a neutral format for consumers (SE7EN, 2026a).

Akakge’s current strength comes from three connected assets. First, it attracts more than 40 million unique
monthly visits and is the traffic leader among Turkish comparison platforms, ahead of Cimri and Epey. Second,
it works with over 1,500 vendors, including major marketplaces and smaller retailers. Third, it protects consumer
trust by refusing to let sponsored relationships determine price rankings. The company is also very strictly
selective with seller applications, which reinforces the reliability of the marketplace it presents to users (SE7EN,
2026a; see Appendix 2).

Its business model is mainly based on cost-per-click revenue from merchants. Consumers use Akakce for free,
while sellers pay when Akakge directs qualified traffic to their websites. This model works well when traffic is
high and users frequently compare products. However, it becomes fragile when visitors arrive only for one final
price check and leave without becoming registered, repeat, or app-based users (SE7EN, 2026a).

Akakce is also connected to wider sustainability and social impact goals. Through Banayeni, its affiliated second-
hand and refurbished goods platform, the company supports reuse and circular consumption. Internally, Akakce
has a 53% female workforce, above Turkey’s national female labor participation average. These features give the
company a broader strategic identity than simple price matching: it can support consumer savings, SME visibility,
digital employment, and resource efficiency at the same time (SE7EN, 2026a; see Appendix 3).

Problem Definition

The central problem is that Akakgce attracts a very large audience but does not convert enough of that audience
into habitual users. Many visitors come to the platform after they have already decided what to buy. They use
Akakce to validate the lowest price, click out to a seller, and do not return until the next separate purchase need
appears. In the customer journey, Akakge is therefore positioned too late and too narrowly (SE7EN, 2026a; see
Appendix 1).

Customer research in the first report shows that 66.7% of Akakge users visit only after deciding on a product. The
same research indicates that price comparison is common among Turkish consumers, but this behavior does not
automatically create loyalty to a dedicated comparison platform. Users may compare prices inside marketplaces,
through search engines, or across competing comparison sites because switching costs are very low (SE7EN,
20264a; see Appendix 4).

The problem is intensified by Akakge’s channel mix. Around 70% of traffic comes through mobile web, while
the dedicated app has only about 600,000 active devices despite the broader monthly visitor base. Since 80-90%
of Turkish e-commerce activity is mobile-driven, this is a strategic mismatch. The app is the best channel for
notifications, saved preferences, personalization, and repeat engagement, but it is not yet strong enough to become
the default touchpoint (SE7EN, 2026a; TIRPORT Insights, n.d.; see Appendices 2 and 3).

The current product experience also lacks personalization. Akakge has useful features such as price alerts, price
history, wishlists, and machine-learning price predictions, but these features are not integrated into a personalized
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engagement journey. A first-time visitor, a returning high-intent shopper, a user interested in electronics, and a
dormant account are treated too similarly. Without segmentation, Akakge cannot provide timely reasons to return
(SE7EN, 2026a; see Appendices 1 and 2).

This creates financial and strategic risk. CPC revenue depends on repeated, high-quality interactions. If users
remain episodic, Akakce captures only a small portion of the value it helps create. At the same time, large
marketplaces are adding their own price filtering, discovery tools, loyalty systems, and personalized
recommendations. If consumers can compare, discover, and buy inside a single marketplace app, Akakge’s
independent role becomes easier to bypass (SE7EN, 2026a; see Appendices 2 and 3).

Possible Solutions

Two solution packages were proposed to address the engagement problem rather than isolated feature changes.
Package A builds the behavioral intelligence Akakge needs in order to understand users more accurately. Package
B turns that intelligence into a stronger mobile habit by giving users clearer reasons to download, open, and return
to the app. The first package therefore creates the data foundation, while the second package converts that
foundation into visible user value (SE7EN, 2026b).

This structure is important because Akakge’s current challenge is not only a communication problem or only an
app problem. Users visit the platform mainly when they already know what they want to buy, which keeps Akakce
in a late and transactional position in the shopping journey. A stronger recommendation system without an
engaging app would have limited reach; a more active app without behavioral data would risk becoming generic.
The two packages are designed to solve those weaknesses together (SE7EN, 2026b).

Package A: Data-Driven Personalization Engine

Package A focuses on making Akakge’s existing user data more structured, actionable, and useful for re-
engagement. The platform already has valuable signals through favorites, price alerts, recent product views, and
large volumes of daily web activity. However, these signals are not yet organized into a complete behavioral
profile that can guide personalized communication. The purpose of Package A is to move from scattered user
actions to a systematic understanding of intent (SE7EN, 2026b).

Sub-phase 1: Data Collection Infrastructure

The first sub-phase defines which user behaviors should be tracked and connected across the website and the
mobile app. Instead of treating “data collection” as a broad technical task, Akakce should focus on the behavioral
dimensions that directly explain why a user returns, pauses, compares, or leaves (SE7EN, 2026b).

« Products viewed across sessions, including items that were not favorited or added to alerts.

« Time spent on product pages, which can indicate purchase intent or hesitation.

« Category browsing patterns, so recommendations can reflect recurring interests rather than general

popularity.
« Search history, which helps identify changing needs and product research behavior.

« Return visit frequency and timing, including the gap between sessions and the triggers that bring users
back.

« Drop-off and continuation actions, such as whether users move from comparison to seller pages or
abandon the journey.

Once these signals are captured consistently, Akakce can create practical user segments such as first-time visitors,
price-alert users, high-intent repeat users, casual browsers, and dormant users. These groups should not receive
the same experience. A new visitor may need trust-building and registration value, while a dormant user may
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need a timely product or category update. This segmentation is the bridge between raw data and useful
personalization (SE7EN, 2026b).

Sub-phase 2: Data Utilization

The second sub-phase uses the data foundation to expand Akakge’s notification and recommendation system. At
the moment, notifications are mainly tied to price drops on favorited products. This reaches users who have
already shown strong purchase intent, but it misses many visitors who browse products, compare categories, or
leave before creating a favorite. Package A broadens the system so that Akakce can communicate earlier in the
decision process (SE7EN, 2026Db).

« Extended price-drop alerts for products a user viewed, not only products they favorited.
« Price trend alerts that warn users when prices are rising across sellers and create a timely reason to act.
« Predictive purchase-timing suggestions based on historical price movement and category behavior.

« Similar-product recommendations that help users continue discovery instead of ending the session after
one comparison.

« Weekly category digests that summarize price changes, popular items, and relevant opportunities in the
categories each user follows most often.

A notification preference center should be part of this package from the beginning. Users need control over
frequency, categories, and notification types, while Akakce needs a clear consent structure under KVKK. This
turns personalization into a permission-based relationship rather than a one-way push system. It also reduces the
risk of notification fatigue, which would weaken trust and make users disable alerts (SE7EN, 2026b; see Appendix
3).

Pros and Cons of Package A

Pros: Package A builds on assets Akakce already has. Price alerts, product views, and interaction data are already
part of the platform, so the package improves existing capabilities instead of requiring an entirely unfamiliar
system. It also responds to proven user behavior: the final report notes that around 40% of new members already
set price alerts, showing that users are open to re-engagement when the value is clear. The package is measurable
through notification open rates, click-through rates, alert adoption, repeat visits, and segment-level engagement
(SE7EN, 2026b).

Cons: The main risks are technical complexity, privacy compliance, and message overload. Predictive
recommendations may require stronger machine-learning and CRM infrastructure than Akakge currently uses in
the customer journey. KVKK consent must be handled carefully, especially when behavioral data is used for
personalization. Finally, excessive or poorly targeted notifications could create fatigue and damage the exact
engagement relationship the package is meant to build (SE7EN, 2026b; see Appendix 3).

Package B: App-First Habit Engine

Package B focuses on making the mobile app the primary engagement channel for price-conscious shoppers. This
is urgent because Turkish e-commerce behavior is heavily mobile, while Akakge’s app usage remains far below
its website traffic. The final report highlights that 80-90% of e-commerce activity in Turkey happens on mobile,
yet Akakge’s app has roughly 600,000 active devices against more than 40 million monthly visits. Package B
addresses this gap by giving users a distinct reason to choose the app instead of treating it as a copy that is an
alternative to the website (SE7EN, 2026b; TIRPORT Insights, n.d.; see Appendix 3).

The first mechanism is app-exclusive discount codes negotiated with strong retail partners or other sellers with
relevant commercial relationships. These codes create an immediate and understandable benefit: users can save
more by opening the Akakce app. This makes the app download decision easier and gives marketing campaigns
a simple message to communicate (SE7EN, 2026b).
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The second mechanism is a personalized deal feed available through the app. A scrollable feed of refreshed offers
can shift Akakce from need-triggered usage to browsing-based engagement. Users would not need to wait until
they have already chosen a product; they could open the app to discover relevant savings in categories they follow.
When this feed is connected to Package A’s behavioral data, it becomes more than a general promotions page. It
becomes a personalized shopping surface (SE7EN, 2026b).

The third mechanism is web-to-app conversion. Because Akakce has already laid groundwork for deferred deep
linking, this is an extension of current infrastructure rather than a completely new build (SE7EN, 2026b;
DeepLinkNow, 2025).

The final mechanism is App Store Optimization. Better keyword targeting, clearer screenshots, stronger review
management, and more persuasive store messaging can increase organic install conversion. Since Akakge already
has a strong brand recognition, small improvements in app-store presentation may produce meaningful install
gains without depending fully on paid acquisition (SE7EN, 2026b).

Pros and Cons of Package B

Pros: Package B creates a practical habit loop. ASO helps users discover the app, deep links reduce friction when
moving from web to app, exclusive discounts give users a concrete reason to download, the deal feed creates a
reason to return, and notifications bring users back after installation. The package is also measurable through
install rates, deep-link conversion, deal-feed usage, notification engagement, and repeat app visits (SE7EN,
2026b).

Cons: The main limitation is dependency on partner negotiations. App-exclusive discounts require cooperation
from retailers, including some large marketplaces that are also indirect competitors. There is also a risk that users
become conditioned to wait for discounts instead of valuing the platform itself. The deal feed brings an operational
burden because it must remain fresh, relevant, and commercially attractive. Finally, the app experience must be
strong enough to carry this new role; otherwise, pushing users from web to app could create frustration rather
than loyalty (SE7EN, 2026D).

Combined Recommendation

The best solution is to implement Package A and Package B together. Package A provides the intelligence: it
identifies what users care about, when they are likely to return, and which alerts or categories are relevant to them.
Package B provides the channel and habit structure: it gives users app-exclusive benefits, a personalized deal
feed, and a smoother path from mobile web to app. One package explains the user; the other gives the user a
reason to act (SE7EN, 2026b).

Together, the packages create a reinforcing cycle. Better behavioral data makes app notifications, deal feeds, and
discount recommendations more relevant. Stronger app engagement then produces richer behavioral data, which
improves personalization even further. This is why the final report treats the packages as complementary rather
than competing alternatives. Used together, they can help Akakce move from a final-stage price-checking tool
toward a personalized, mobile-first shopping companion (SE7EN, 2026b).

Conclusion

Akakge does not suffer from a lack of awareness or market relevance, it has traffic leadership, a long-standing
SEO advantage, a broad seller network, and a trusted dominant position in a market where consumers are highly
price sensitive. The core issue is that these strengths are not yet converted into a recurring relationship with users
(SE7EN, 2026a; see Appendix 2).
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The reports show that the engagement problem is not a single feature gap but rather a result of episodic consumer
behavior, weak personalization, limited app adoption, fragmented data use, and growing marketplace competition.
Akakce needs both the intelligence to understand users and the mobile channel to reach them at the right moment
(SE7EN, 2026a; see Appendices 1 and 4).

The combined Data-Driven Personalization Engine and App-First Habit Engine offers an efficient solution.
Personalized alerts, category digests, recommendations, app-exclusive discounts, deal feeds, deep links, and
notification controls work best when they are treated as one engagement system. If implemented through the
proposed 12-month roadmap, Akakce can move from a final-stage price validation tool to a mobile-first shopping
companion (SE7EN, 2026b; see Appendix 6).

This transformation is also commercially realistic. The final report estimates the full 12-month program
at approximately H1.83 million, including technology upgrades, KVKK compliance, partnership incentives, and
contingency (SE7EN, 2026b; see Appendix 5). Relative to Akakge’s traffic scale and the revenue risk of
remaining a reactive price-check platform, the investment is considered to be modest. More importantly, it
protects the platform’s independent role before marketplaces make comparison a fully internal habit for
consumers (SE7EN, 2026a; see Appendices 2 and 3).
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Appendices

Appendix 1: Fishbone diagram diagnosing Akakge’s core problem

Product & Technology User Behavior Competition

No personalization Post-decision use Disintermediation

Underdeveloped app Need-triggered visits Google Shopping

Hidden key features No return incentive Ecosystem lock-in

Low user frequency

& habit formation

Incomplete app data Reactive strategy Data ownership risk

No CRM system Poor feature promo Cookie restrictions

No segmentation No behavioral alerts KVKK limits tracking

Data & Analytics Marketing & Promotion Regulatory
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Appendix 2: SWOT Table

Strengths Weaknesses

= Market Leadership: 67-68% of Turkey's comparison « Zero Personalization: no user-specific product
traffic recommendations or behaviorally adapted UX
» Cross-Platform Comparison: Compares across all + Neglected Mobile App: Only 600K active app

Turkish marketplaces simultaneously devices vs. 40M monthly visits; web-to-app strategy
+ Trusted Neutrality: No sponsored rankings, 70% vendor barely initiated

rejection rate « No User Segmentation; All users receive a similar
« SEO Dominance: Near-zero customer acquisition cost experience

through organic search; 25 years of link equity » Episodic Usage Pattern: Users arrive to solve a one-time
» Lean Efficiency: 140 employees managing 40M naad and laave; no habit loop or continuous

manthly visits engagement trigger

Opportunities (0] T

+ App Channel: 80-90% of Turkish e-commerce is

Threats

mobile; a better app with exclusive featuresis a + Marketplace Disintermediation: Trendyol and
major unlock Hepsiburada are internalizing product discovery

« Inflation Tailwind: High consumer price sensitivity + Low Switching Costs: Users can move to Cimri or
is a structural driver Epey instantly

+ E-Commerce Boom: Turkish e-commerce reached + App Ecosystem Lock-In: Users deeply embedded in
3.16T TRY in 2024 (+60% YoY) Trendyol/Hepsiburada apps may never seek external

= Parsonalization Baseline is Zero: Investment in comparison tools

personalization can create improvement with high
ROI

Appendix 3: PESTEL Table

Political Economic Social
REGULATORY ENVIRONMENT MARKET CONDITIONS CONSUMER BEHAVIOR
ETBIS e-commerce registry E-commerce boom Price-conscious culture
Neutral Pasitive Positive
Government mandated registration formalizes the ecosystem, Turkish e-commerce reached 3.16T TRY in 2024 (+60% Yo'), directly Price is the &1 factor in Turkish online purchase decisions — the core
v 73 o LT miEs S pariaci pi LT expanding the addressable market, demand driver for Akakse.
SME digital export support High inflation drives price sensitivity Mabile-first lifestyle
Pasitive Positive Challenge
Government programs incentivizing SME digital participation expand Persistently high inflation makes price-consciousness a behavioral 80-90% of Turkish e-commerce is mobile, yet Akakge's strength is on
Akakge's potential vendar pool beyond 1,500, norm — a structural tallwind for comparison tools web — a structural engagement gap.
Japanese investor exposure TRY depreciation Low cognitive effort preference
Meutral Risk Challenge
20% Netprice stake since 2013 introduces FX sensitivity, thaugh the Currency weaknass comprasses real ad budgats for merchants, so Consumers prefer fawer clicks and faster decisions, which conflicts
relationship has remained stable. real revenue Iags nominal e-commerce growt! with deliberate multi-<tep comparison behavior
Platform economy regulation SME affordability pressure Circular economy awareness
Risk S opportunity
Emerging EU-style accountability laws may impose cbiigations on Rising markatplace commissions push SMEs toward low-cost traffic T e e
intermediaries around sefler faimess and pricing channels, growing Akakse's commercial ogportunity. 9 9 a ¥

croates a sustainability-ed engagement loop

Technological

© Technological Oteasl
AlML personalization Low direct footprint KVKK (Turkish GDPR)
Opportunity Pasitive o

Digital-only platform with minimal impact — limited to twa offices

Akakge has zero personalization today — any ML investment in
acommendations Y mediate differs and server Infrastructure; no logistics of iventory.

s or targeting yields i

Stricter enforcement and cookie requlations limit behavioral tracking,
diractly constraining the personalization roadmap.

Real-time data crawling Banayeni and circular economy E-commerce platform law

Strength St o . Neutral

1,000+ shops crawled every few hours gives Akakee a data ESceni o DnSs o ce S8 0 honk A B et R Turkish law mandates transparency from platforms — Akakge's
freshness advantage that grows harder to replicats. G DL FC T S B A A e no-spansored-rariking policy already exceeds requirements.

No formal sustainability measurement

Quick commerce infrastructure Data scraping legality

Risk L _ _ Risk

9% quick commerca growth n 2024 shorteas the: comparison Mo carbon tracking or ESG KPs in place, creating reputational risk a5 Com Infrasiructurs relies on scraping; svolving data ownership
consideration window before purchase. investor and reguiatory expectations riss. norms could allow large mariketpiaces to legally challenga this.
App store optimization Growing ESG expectations Consumer protection expansion

Gap Watch . Positive

600K active devices vs, 40M monthly visitors — ASO, push Turkish and Japanese Investor partners are increasing ESG disclosure Stricter eonsumer Laws increase demand for verifiad pricing
natifications, and deap-link P A G Bl transparancy, reinforcing Akakge's value proposition.

Price prediction (ML)

Differentiator
Akakge's 15-day ML price prediction is a unigue capabillty
competitors lack and a habit-forming hook if better surfaced.
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Appendix 4: Customer Research Survey Results

GURE 1
Price Comparison Frequency Before Online Purchases
All respondents (N = 108)

FIGURE 3

Akakge Awareness and Usage Status Among Respondents

All respondents (N = 108) — illustrates the gap between awareness and habitual use

M Always (24.8%)
W Mostly (39.0%)
Sometimes (30.5%)

Never (5.7%)

W Regular users (17.6%)

W Used a few times (29.6%)

W Aware, never used (33.3%)

W Never heard of it (14.8%)
Not specified * (4.7%)

FIGURE 5
Primary Motivation for Using Akakge

Akakee users only | Respondents who have used Akakee at least once

Find the lowest price

ck price history / verify discount authenticity

Other *

o% 20% 40% 60% 8o%

GURE 2
Primary Platform Used for Price Comparison
All respondents (N = 108)

M Marketplaces — Trendyol, Amazon, etc. (48.1%)
M Price comparison sites — Akakge, Cimri (22.1%) Wl Search engines (19.2%)
M Brand websites (6.7%) | Other (3.9%)

FIGURE 4
Stage at Which Akakee is Consulted in the Purch

Akakee users anly | Respondents who have used Akakge at least once

W After deciding on a product — price validation (66.7%)

W Before selecting a product — diseovery (21.6%)

ces seem high * (11.7%)

GURE 6
Device Used to Access Akakge

Akakee users only | Respondents who have used Akakge at least once

M Mobile browser (43.1%)

W Desktop / laptop (37.3%)

W Mobile app (15.7%)
Other / tablet * (3.9%)
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FIGURE 7
Most Difficult Aspect of Online Price Comparison
All respondents (N = 108) — single responise; % of respandents seie

ting each option

Deciding whether a sefler is trustworthy

Lack of reliable reviews

0% 5% 10% 15% 20% 25% 30%
FIGURE 8
Top Reasons for Abandoning a Purchase
All resp = 108) — single resp % of each reason

plex interface

Low trust in sellers

Too many options / hard to find right produet
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Appendix 5: Budget Breakdown Table

Technology & software

CRM & push notification upgrade Segmentation & 470,000 10,000
automation layer

Deferred deep-link improvement Web-to-app conversion via 282,000 6,000
third-party platform

App Store Optimisation tooling Keyword-intelligence 56,400 1,200
licence only

Incremental cloud ML compute Marginal uplift on existing 235,000 5,000
pipeline

Technology subtotal 1,043,400 22,200

KVKK compliance

Data protection impact assessment, legal retainer & consent 222,000 4,724
tooling

Strategic partnerships

Retailer promotional discount pool Released in tranches 400,000 8,511
against phase-gate data

Human resources

Internal job rotation (base case) No incremental headcount — —
cost

Reserve

10% contingency 166,540 3,543

Total (12-month programme 1,831,940

Source: Adapted from SE7EN (2026b). Converted at £47 per USD. Human resources fulfilled via internal job rotation at zero incremental
cost.
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Appendix 6: KPI Targets Summary

KPI

Registered active users
Prerequisite for both packages

Repeat visit rate (30-day)
Currently est. below 20%

Monthly active app users
Currently ~600K devices

Webh-to-app conversion rate
Currently ~2%

Bounce rate
Sector avg. 45%; Akakge at 30%

Session duration
Industry benchmark ~4.4 min

Baseline Target (12 mo.)

+25%

30%

+40%

2.08 min
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Woppy Teknoloji A.S., Strategy Problems

Proje Ekibi: NOVA

Grup Uyeleri : Yanki Arslan, Zehra Eryilmaz, Mahmut Nedim Ggebakan, Burcu Ilgm Pala, Begiim Yazici

Sirket Damismani: Rasim Cin Akademik Damisman: Tolga Baycan
Koordinatéor Damisman: Ceren Aydogmus

OZET

Bu proje, Turk Uretim sektorlinde faaliyet gosteren firmalarin sahip olduklar1 biiyiik veri hacmini etkili karar
mekanizmalarina déniistiirememesi problemine odaklanarak Uretim.ai i¢in siirdiiriilebilir ve 6lgeklenebilir bir
karar mimarisi ¢0ziimii sunar. Proje kapsaminda, 6zellikle TOGG 6rnegi lizerinden sektordeki veri parcalanmast,
diisiik dijital olgunluk, zayif yonetisim yapilart ve karar alma siireglerindeki verimsizlikler analiz edilir. Coziim
modeli; Sector Intelligence Report, Decision Diagnostic ve Woppy Decision OS olmak iizere ii¢ agamali bir yap1
tizerine kurulur. ilk asama sektdrel analiz ve rekabet haritalamas1 saglarken, ikinci asama firma igindeki karar
bosluklarin1 ve deger kayiplarini ortaya ¢ikarir. Son asamada ise API entegrasyonlari, yapay zeka destekli
Decision Agent’lar ve gercek zamanli yonetim altyapist ile karar siireglerinin hizlandirilmasi hedeflenir. Proje
ayn1 zamanda CBAM ve Avrupa Yesil Mutabakati uyumlulugu, veri yonetisimi ve siirdiiriilebilir dijital dontigiim
konularina odaklanarak Uretim.ai’nin Tiirk otomotiv sektdriinde oncii bir decision intelligence saglayicisi olarak
konumlanmasini amaglar.

Anahtar Kelimeler: Karar Mimarisi, Yapay Zeka, Dijital Doniisim, TOGG, Decision Intelligence, Veri
Yonetisimi, Woppy Decision OS, CBAM, Avrupa Yesil Mutabakati
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Company Background

Uretim.ai is a decision-intelligence and Al consultancy initiative operating under Woppy Teknoloji A.S., focusing
on improving decision-making systems within Turkish manufacturing industries. Rather than acting as a
traditional technology provider, the company positions itself as a “decision architecture partner” that helps firms
transform fragmented operational data into measurable, accountable, and real-time strategic decisions.

The company operates in an environment where Turkish manufacturers are rapidly increasing their digital
investments but still struggle to achieve sustainable productivity gains due to weak governance structures,
disconnected systems, and limited analytical integration. Uretim.ai addresses this gap by combining artificial
intelligence, decision governance, market intelligence, and system integration into a unified framework.

As part of this project, TOGG was selected as the primary implementation case because it represents both the
opportunities and challenges of Turkey’s evolving automotive ecosystem. Although TOGG possesses advanced
production infrastructure and strong digital assets such as Trumore and Trugo, many strategic decisions remain
disconnected from these data sources, see Appendix 1. This makes TOGG an appropriate example for
demonstrating how decision intelligence systems can create measurable operational and strategic value.

Uretim.ai’s methodology consists of three stages: the Sector Intelligence Report, the Decision Diagnostic, and
the Woppy Decision OS. Together, these stages aim to help Turkish manufacturers transition from traditional
management models toward data-driven, agile, and accountable decision ecosystems that can compete in
increasingly digital and value-based global markets.

Problem Definition

The main problem addressed in this project is that Turkish manufacturing firms generate large amounts of
operational and behavioral data but fail to transform this data into fast, coordinated, and accountable decisions.
Although companies continue investing in digital technologies, artificial intelligence, and automation systems,
these investments often remain fragmented and disconnected from executive decision-making processes. As a
result, firms experience slow response times, inconsistent decisions, and weak accountability structures.

This issue is mainly caused by fragmented data infrastructure, low digital maturity, weak governance systems,
and limited analytical integration. ERP systems, production monitoring tools, and customer data platforms
frequently operate independently without integration, preventing firms from converting raw data into actionable
insights (Appendix 1). In addition, many Al initiatives remain isolated pilot projects without measurable
outcomes, limiting long-term digital transformation.

These challenges are especially visible in the Turkish automotive sector, where competition is increasingly driven
by electric vehicles, sustainability regulations, and digital customer experience. TOGG reflects these sector-wide
problems at the firm level. Despite its advanced technological infrastructure and digital assets such as Trumore
and Trugo, operational and customer data remain insufficiently connected to strategic decisions. Therefore, the
absence of an integrated decision architecture is identified as the core issue limiting sustainable competitiveness
in a data-driven industrial environment.

Uretim.ai’s solution framework addresses the structural decision-making gap in Turkish manufacturing through
three cumulative tiers. The three alternatives are not mutually exclusive substitutes but sequential phases of a
single phased engagement, with each tier building upon the previous one.

Solution A: Sector Intelligence Report
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Solution A is the first tier of Uretim.ai’s engagement model, functioning as a low-commitment, insight-driven
entry point. Delivered by Week 4 at a client cost of USD 2,500 (actual cost USD 8,000) (Appendix 2), it produces
a standalone 36-month strategic intelligence report (Appendix 1) covering sector profit and loss dynamics,
competitive analysis of BYD, Chery, and Tesla, EU market data gaps, and a “Decision Era” narrative for
executive decision-making. The report requires no system integration or organizational change, making it the
lowest-risk option. Its primary advantage is providing an independent sector map and analytical foundation for
later stages. However, it produces strategic insight without measurable operational impact: TOGG’s fragmented
data infrastructure, governance deficit, and EUR 1.5 million value leakage remain unresolved.

Solution B: Decision Diagnostic

Solution B is the second tier and incorporates all components of Solution A, followed by a firm-specific Decision
Diagnostic delivered by Week 8 at a combined client cost of USD 7,500, see Appendix 2 (actual cost USD 25,000).
It audits TOGG’s internal data infrastructure, reconstructs the German market entry decision to identify available
but unused data, maps the disconnections between Trumore, Gemlik MES, and financial systems, and delivers a
decision architecture roadmap with defined decision rights and accountability structures (Appendix 1). Its key
advantage is making the EUR 1.5 million value leakage visible by linking it to concrete decision failures.
However, it remains diagnostic rather than operational: systems remain siloed, EU Green Deal compliance is
designed but not automated, and the identified value leakage is diagnosed but not recovered.

Solution C: Woppy Decision OS (Recommended)

Solution C is the full three-tier implementation and the recommended option. Phase 1 delivers the Sector
Intelligence Report (USD 2,500), Phase 2 provides the Decision Diagnostic and validated EUR 1.5 million value
recovery case (USD 5,000), and Phase 3 deploys the Woppy Decision OS at USD 1,500 per month, with total
investment reaching USD 200,000 (Appendix 2). The system connects Trumore and Gemlik MES through an
integrated API layer, deploys Al-powered Decision Agents for commercial and operational decision support
(Appendix 1), and embeds a real-time governance framework. By Week 12, EU Green Deal and CBAM
compliance are fully automated. Structured around staged decision points, TOGG receives a standalone
deliverable at each milestone before committing to the next phase, keeping financial risk proportional to
demonstrated impact (Appendix 3).

Solution C is identified as the best solution because it is the only option that fully resolves the core problem while
integrating and extending the value generated in Solutions A and B. It addresses all four root causes in sequence:
fragmented data structures are resolved through the Trumore and Gemlik MES API integration layer; the decision-
system capability gap is reduced through embedded Decision Agents; governance absence is addressed by
operationalizing the governance architecture designed in Phase 2; and investment inertia is overcome by
converting the EUR 1.5 million value recovery case into a tracked, milestone-verified outcome. The measurable
targets include a 30% reduction in signal-to-action response time within 14 weeks, a 20-30% improvement in
demand forecasting accuracy, and a 10-15% reduction in inventory inefficiencies (McKinsey & Company, 2021;
Deloitte, 2022).

Conclusion

This project demonstrates that the fundamental challenge facing Turkish manufacturing firms is not a scarcity of
data, but the absence of the architecture required to convert that data into fast, coordinated, and accountable
decisions. Through sector-level analysis and firm-level evaluation using TOGG as the primary case, four
interrelated root causes are identified: fragmented data infrastructure, limited decision-system capability, weak
governance, and investment inertia. These structural failures result in slow decision cycles, inconsistent outcomes,
and a widening competitiveness gap in increasingly value-driven global markets.

100



The Woppy Decision OS is recommended as the optimal solution because it is the only option that operationalizes
all prior analytical and diagnostic value into a functional decision system. By integrating Trumore and Gemlik
MES through an API layer, deploying Al-powered Decision Agents, and embedding a real-time governance
framework, it directly addresses each root cause and enables measurable short-term performance improvements
alongside long-term strategic repositioning. Its phased milestone structure ensures that TOGG’s financial
commitment scales with verified impact rather than speculative returns (Appendix 3), making it both financially
viable within the approved 10 million TL budget (Appendix 2) and strategically sound as a foundation for TOGG’s
transition toward becoming a Mobility Intelligence Provider (Appendix 1) in the European EV market.
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Appendices

Appendix 1: Decision Gap Analysis — TOGG

This appendix documents the structured meeting notes from the strategic consultation session held on April 3,
2026 with Rasim Cin, covering the core problem diagnosis, solution methodology, sector selection rationale,
budget framework, and decision architecture approach. The notes confirm that digital tool adoption alone is
insufficient for productivity gains, that the real competitive differentiator is governance structure and decision-
making architecture, and that TOGG’s current orientation remains cost- and engineering-focused rather than data-
driven and experience-oriented. These findings directly inform the three-tier solution framework proposed in this
report.

Appendix 2: Budget Breakdown by Phase

This appendix provides a full itemized cost breakdown across all four phases of the engagement. Phase 1 (Sector
Intelligence Report): actual cost USD 8,000, client entry price USD 2,500. Phase 2 (Decision Diagnostic): actual
cost USD 17,000, client entry price USD 5,000. Phase 3—4 (Woppy Decision OS): USD 175,000 covering SaaS
and platform licensing (USD 42,000), technical integration (USD 66,500), Decision Agent development (USD
28,000), and consulting and delivery (USD 38,500). Change management (USD 17,000) and contingency reserve
(USD 25,000) are included within Phase 3—4 budget lines. Total investment: USD 200,000.

Appendix 3: 14-Week Engagement Gantt Chart

This appendix presents the full project timeline from June 3, 2026 to September 9, 2026. Phase 1 (Weeks 1-4):
Sector Intelligence Report, Milestone 1 delivered June 30. Phase 2 (Weeks 5-8): Decision Diagnostic, Milestone
2 (Decision Friction Map) delivered July 14, Milestone 3 (Architecture Report and ROI Forecast) delivered July
28. Phase 3 (Weeks 9-11): Woppy Decision OS Integration, Milestone 4 (first Decision Agent operational,
compliance module validated, Brand Narrative Playbook delivered) August 22. Phase 4 (Weeks 12—14): Scaling
and Board-Level Handoff, Milestone 5 (CEO Control Center active, full CBAM compliance confirmed, CEO
Trust Test validated, board defense delivered) September 9. Each milestone serves as the entry condition for the
following phase; no phase begins until the prior deliverable is accepted by TOGG.
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Appendix 4: Gantt Chart

1

Jun 1,2026

2 3 4 65 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25 26 27 28 29 30 1

Jun 8, 2026 Jun 15,2026

Jun 22, 2026

Jun 29, 2026

23 48|

JABK ASSCNEDTD STARY o M TWTF S SMTWTFSSMTWTEFSSMTWTFSSMTWTEFSS
Phase 1: Sector Intelligence Report 6/3/26 613026
Sector P&L mapping Finance and Value 6326 6926 _
Chinese OEM competitve analysis Growth and Market Inteligence 63126 611626 _
EU Green Deal compliance gap quantification Growth and Markst Inteligence, Strategy and Goverance 61026  6/18126 _
Decision Era narrative development Strategy and Govemance, Content and Thought Leadership 617126 623126 _
OEM Strategy e17126 623126 _
e e [
Jun 29,2026 Ju6, 2026 Jul 13,2028 Jul 20, 2026 &
o e e B
Phase 2: Decision Diagnostic 7m2e 72828
Internal data infrastructure sudit Growth and Market Inteigence, Finance and Vaiue M8 126
German market entry decision reconstruction Growth and Market Inteligence MR8 71426
Commercial decision gap quantification Finance and Value. Strategy and Govemance 70826 711426 _
Decision Friction Point mapping and ranking Growth and Markst Intefigence, Brand and Positioning 71526 721126 _
Governance framework design Strategy and Govemance, Finance and Value 71528 7121126 -
Architecture Report compilation and deiivery Strategy and Govemance, Finance and Value 2226 7128126 _
Jul 27,2026 Aug 3,2026 Aug 10, 2026 Aug 17,2026
ek P sTART Ewp T BB W03 1 203 4 5 678 9101112137 WE0NRN
M TWTF S SMTWTFSSMTWTFSSMTWTF S s
Phase 3: Woppy Decision OS Integration Start 72028 812228
AP integration layer construction Growth and Market Inteligence, Finance and Value 72026  8/5726
First Decision Agent configuration and deployment Growth and Market Inteligence, Finance and Value 8828 8/12126
EU Green Deal complance automation module Strategy and Governance, Growth and Markst Intefigence 72026 819126
Brand Narrative Piaybook development Brand and Positioning, Content and Thought Leadership 8826 8/1926
Phase 3 delivery and structured feedback round All departments 82026 82226
Aug 17, 2026 Aug 24, 2026 Aug 31, 2026 Sep 7,2026
P P T O 1718 19 20 21 22 224 25 26 27 28 2 BN 1 2 3 4 5 67 8 9 10 M 120
W T|W[T[F|s[s|M[T|w T|F 8|8 M T W T|F s|s M 7 wTFss
Phase 4: Scaling and Board-Level Handoff Start 82326 8826
CEO Control Center Finalization Strategy and Gvemance, Finance and Vakus 82326 82026
CBAM and EU compliance confirmation Growth and Market Intelligence, Strategy and Governance 823126 82026
CEO Trust Test Brand and Fositioning, Strategy and Govemance 3026 92126
Scaling roadmap documentation Content and Thought Leadership 83026 9226
All departments 8326 @826

Board Defense preparation and delivery

Appendix 5: Summary Budget Table

Category

Amount (USD)

Phase 1

Phase 2

Phase 3

Phase 3

Sector Intelligence Report

Decision Diagnostic

Saa$S / Platform (3 Months)

Implementation
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$8,000

$17,000

$42,000

$66,500



Phase 3 — Agent Development $28,000

Phase 3 — Consulting & Delivery $38,500

GRAND TOTAL $200,0000©
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Vezin Yeminli Mali Miisavirlik A.S., Marketing Problems

Proje Ekibi: Stone Cap

Grup Uyeleri: Ahmet Akif Sevindik, Serhan Aksoy, Omer Faruk Kos, Metin Can Aricioglu, Ahmet Emir
Tosun, Yagiz Ali Karaaslan, Yigit Emin Sekerci

Sirket Damismani: Ahmet Orug Akademik Danisman: Ali Riza Zafer Sayar

Koordinator Danmisman: Basak Tanyeri Gilinsur

OZET

Bu kapsamli is analizi, kiiresel HLB International aginin bagimsiz bir liyesi olarak faaliyet gosteren Vezin YMM
& Bagimsiz Denetim A.S.'nin Tiirkiye bagimsiz denetim pazarindaki kritik deger algilama ugurumu sorununa
odaklanmaktadir. Sirket, elit 1:3 Ortak Personel oram1 ve Big 4 diizeyinde teknik kapasiteye sahip olmasina
ragmen, 2026 KGK diizeninin yaratti1 sok ve stki TURMOB reklam yasaklari nedeniyle prim fiyatlandirma
yapamamaktadir. Zorunlu denetim pazar1 25.000 sirketten 17.000'e daralmis, bu da sektorde fiyat savaslarini
yogunlastirmistir. Onerilen ¢dziim {i¢ asamal1 bir B2B Marka Konumlandirma Cergevesidir. Sirketin Ogretici
Firma kiiltlirinlin resmi bir mezun agina donistiiriilmesi, list diizey yoneticilere yonelik Kurumsal Biilten yayini
ve yliksek kar marjl Stirdiriilebilirlik (ESG) Danigsmanligi biriminin kurulmasi bu ti¢ asamali stratejinin adimlari
olarak ele alinmistir. Bu strateji, Vezin'i ticaret tuzagindan kurtararak deger odakli fiyatlandirmaya geg¢is
yapmasini, geng profesyonellere siirdiiriilebilir istthdam saglamasini ve orta 6lgekli miisterilere yiiksek kaliteli
mali denetim sunarak ulusal ekonomik biiylimeye katkida bulunmasini saglayacaktir.

Anahtar Kelimeler: Bagimsiz Denetim, Marka Konumlandirma, Deger Odakli Fiyatlandirma, ESG
Danismanligi, B2B Pazarlama
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Company Background

Vezin YMM & Bagimsiz Denetim Anonim Sirketi was established in 2015 and operates as an independent
member of the globally recognized HLB International network, which is currently ranked as the 8th largest
accounting network worldwide. The firm was founded by Mr. Ismail Kos, whose professional experience in tax
advisory and auditing dates back to the year 2000. Vezin is structured as an integrated professional services group
consisting of four interconnected entities, including Vezin SMMM, Vezin YMM, and Vezin Independent Audit,
enabling the firm to deliver a comprehensive range of services under a unified operating philosophy.

The company's mission is to assist Turkish commercial law enterprises in achieving their strategic goals through
superior quality tax, audit, and advisory services. Operating with a workforce of approximately 55 professionals,
of which 20 are dedicated specialized auditors, Vezin maintains an elite 1:3 Partner to Staff ratio that significantly
exceeds standard industry benchmarks. This concentrated structure ensures that engagements are managed and
executed directly by seasoned senior experts, rather than being delegated entirely to junior staff.

Vezin's service portfolio is diversified across four main pillars. Tax Advisory and Compliance, Independent Audit
Services and Corporate Finance and Outsourcing Services. Its primary clients consist of mid to large scale Turkish
enterprises, including publicly listed firms such as KAYIK, large scale private corporations requiring statutory
audits, and entities with international reporting needs. Through its HLB International membership, Vezin offers
global cross border capabilities while maintaining the agility and personalized attention of a local boutique firm.
The company's vision is to remain a premium, highly specialized firm operating within the boutique premium
segment of the Turkish audit market, focused on sustainable, value-based growth rather than aggressive volume
expansion.

Problem Description

Vezin YMM & Bagimsiz Denetim A.S. faces a critical value perception gap in the Turkish mid cap market, where
the firm struggles to command premium pricing for its high touch, Tier 1 quality services. This challenge arises
from the fact that mid cap corporate clients frequently view independent audits as commoditized legal obligations
rather than strategic, value adding risk management tools. Despite Vezin possessing technical capabilities
comparable to the Big 4 networks and operating with an elite 1:3 Partner to Staff ratio, the firm finds itself trapped
in a structural pricing dilemma where its exceptional service quality is not adequately reflected in its market
valuation.

This pricing trap has been severely exacerbated by the 2026 regulatory shock initiated by the Public Oversight
Authority called as KGK. The mandatory audit thresholds were dramatically raised, with revenue requirements
increasing from 600 million TL to 1 billion TL, and asset requirements rising from 300 million TL to 500 million
TL. Consequently, the total addressable market of eligible companies suddenly shrank from approximately 25,000
to roughly 17,000 enterprises, intensifying competitive rivalry within the sector. The Turkish independent audit
market is highly stratified, comprising three distinct tiers. First, the dominant Big 4 such as PwC, EY, Deloitte,
KPMG which operate on factory scale volume models with leveraged ratios reaching 1:28; mid-tier global
networks such as Grant Thornton, BDO, and Mazars which compete with Tier 1 pricing but deliver mediocre
quality, and over 450 local independent boutiques that engage in aggressive price undercutting wars.

Another structural challenge arises from strict TURMOB and KGK regulations that explicitly prohibit direct
commercial advertising for audit firms. This regulatory framework effectively prevents Vezin from utilizing
traditional mass marketing channels to build brand equity and educate the market about its premium service
offering. As a result, the firm's strong global backing through HLB International and its elite human capital remain
insufficiently recognized in the domestic market. A root cause analysis conducted through the Ishikawa Diagram
identifies several interconnected factors driving this challenge. The 2026 regulatory contraction, legal advertising
bans, the statutory obligation mindset of clients, flawed price anchoring against Tier 3 boutiques, informal
feedback loops, and high operational costs required to sustain elite human capital. These factors collectively create
a severe margin squeeze that threatens the long-term sustainability of Vezin's premium service delivery model.
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The primary stakeholders affected by this problem include Vezin's management facing compressed profit
margins, the firm's staff and corporate alumni whose career growth depends on the firm's profitability, mid cap
CFOs who unknowingly miss out on Vezin's optimal high touch value, industry competitors driving prices toward
commoditization, and regulatory bodies such as KGK and TURMOB whose policies directly shape the
competitive landscape.

Recommended Solutions

After evaluating several alternative strategies, including aggressive digital marketing which is legally infeasible
due to TURMOB advertising bans, cost leadership with volume expansion which is incompatible with Vezin's
boutique identity, and aggressive mergers and acquisitions that have high risk during market contraction, the
optimal remedy identified is a comprehensive B2B Brand Positioning Framework. These three branched solutions
address the value perception gap at its core without violating regulatory requirements which can also be seen from
the positioning map in the appendix section. The strategy is operationalized through three mutually reinforcing
initiatives that, when implemented together, allow Vezin to transition from the Undervalued Partner quadrant into
the Elite Boutique position.

Initiative 1: The Alumni Referral Network

Leveraging Vezin's existing teaching firm culture, this initiative formalizes the firm's organic alumni connections
into a structured, high trust B2B referral engine. Many former Vezin auditors currently hold senior corporate
positions such as CFO or Finance Director within mid cap enterprises. By establishing an exclusive HLB and
Vezin Executive Alumni Network with curated networking events, peer to peer knowledge sharing sessions, and
a dedicated CRM tracking system, the firm can systematically convert this latent goodwill into measurable
business outcomes. The SMART goal for this initiative is to generate a minimum of 5 new Moderate Risk
corporate audit contracts through alumni referrals by Q2 2027. This approach completely bypasses the legal
advertising ban by relying on peer trust and professional credibility, fundamentally consistent with the firm's
premium brand positioning.

Initiative 2: The Corporate Thought Leadership Newsletter

This initiative entails launching a monthly corporate newsletter strictly targeting decision makers such as CFOs,
board members, and partners of mid cap enterprises. Rather than functioning as a promotional tool, the newsletter
will deliver high level thought leadership on market conditions, KGK regulatory updates, mandatory audit
threshold changes, and emerging audit risks. By demonstrating Vezin's intellectual capital and technical expertise
directly to executive decision makers, this initiative serves as compliant physical evidence of the firm's Tier 1
quality. The targeted goal is to build a subscriber base of 200+ mid cap executives and maintain a consistent open
rate of at least 25%, with the opening issue scheduled for distribution by September 2026.

Initiative 3: Sustainability (ESG) Consulting Department

As the third pillar, Vezin will establish a specialized consulting unit dedicated to the newly mandated Turkish
Sustainability Reporting Standards which is also called as TSRS and the broader ISSB based ESG framework.
With Turkish corporations being legally required to adopt these new sustainability standards, this initiative
captures a substantial, unique revenue stream that directly offsets the contraction of the statutory audit market.
By bundling traditional financial audits with new ESG compliance reports into an Integrated Audit Package,
Vezin can apply premium value-based pricing that accurately reflects this specialized expertise. The target is to
cross sell ESG consulting services to 15% of Vezin's existing mandatory audit client base by Q4 2027, with the
new service unit officially launching in January 2027 after the completion of intensive technical cross training
and certification. The detailed implementation timeline across the three phases is presented also in Appendix 6.
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Conclusion

In conclusion, Vezin YMM & Bagimsiz Denetim A.S., as an elite boutique firm operating within the highly
regulated Turkish audit and advisory sector, faces a critical value perception gap that has been intensified by the
2026 KGK regulatory shock and strict TURMOB advertising restrictions. Despite delivering Big 4 level
technical quality through its concentrated 1:3 Partner to Staff ratio and global HLB International backing, the
firm is currently trapped in destructive price wars with Tier 3 local boutiques that view independent audits as
commoditized legal obligations rather than strategic risk management tools. After carefully evaluating
alternative strategies such as aggressive digital marketing, cost leadership, and mergers and acquisitions, all of
which were determined to be either legally infeasible or fundamentally incompatible with VVezin's boutique
identity, the proposed three branched B2B Brand Positioning Framework emerges as the optimal solution. This
framework, comprising the formalization of the Alumni Referral Network as a high trust referral engine, the
launch of a Corporate Thought Leadership Newsletter as compliant physical evidence of Tier 1 quality, and the
establishment of a Sustainability (ESG) Consulting Department as a premium new revenue stream, provides a
comprehensive, legally compliant solution that bypasses the advertising ban while diversifying revenue through
high margin, non commoditized services. Supported by a detailed SMART goal structure, a phased
implementation timeline running from July 2026 to March 2027, and a clearly defined RACI accountability
matrix, the strategy ensures disciplined execution across all departments. By implementing these mutually
reinforcing initiatives alongside a strategic pivot from cost plus to Value Based Pricing, Vezin will successfully
transition from the Undervalued Partner quadrant into its rightful position as an Elite Boutique, commanding
premium pricing while sustaining decent work conditions for its young professionals, advancing the United
Nations Sustainable Development Goals, and contributing to long term economic growth in Turkiye.
Ultimately, the 2026 regulatory contraction should be reframed not as a market threat but as a strategic catalyst
for Vezin to permanently secure the financial valuation its exceptional service quality has always deserved.
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Appendices
Firm (Tier) Total Revenue Audit Staff Lead Auditors Partner:Staff Strategy
Tier 1: PwC ~3.45 Billion TL 1,350 45 1:30 (Low) Factory
Tier 1: Deloitte ~3.10 Billion TL 1,160 40 1:29 (Low) Factory
Tier 1: EY ~2.85 Billion TL 1,050 36 1:29 (Low) Factory
Tier 1: KPMG ~2.21 Billion TL 863 30 1:28 (Low) Factory
Tier 2: Grant . Mid-
~653 Million TL 254 20 1:12 (Med)
Thornton Market
. - Mid-
Tier 2: Mazars ~480 Million TL 210 15 1:14 (Med)
Market
. - Mid-
Tier 2: Crowe ~310 Million TL 135 9 1:15 (Med)
Market
. - Mid-
Tier 2: BDO ~225 Million TL 148 8 1:18 (Med)
Market
. - Mid-
Tier 2: RSM ~180 Million TL 80 5 1:16 (Med)
Market
Vezin (HLB) ~100 Million TL 20 6 1:3 (High) Boutique
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INDUSTRY SQUEEZE: A NEW FRAMEWORK | vezin Ymm
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FOR AUDIT FIRM POSITIONING

THREAT OF NEW ENTRANTS
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« Strict KGK regulations

« KAYIK authorization requirements
* High reputation barrier

BARGAINING ; BARGAINING
POWER OF SUPPLIERS : POWER OF BUYERS

INTENSITY LEVEL: HIGH THE CORE ‘ INTENSITY LEVEL: HIGH

INDUSTRY RIVALRY
INTENSITY LEVEL: VERY HIGH

* Big 4 vs. mid-tier competitors
* Intense price competition
* Low service differentiation

THREAT OF SUBSTITUTES
INTENSITY LEVEL: LOW-MODERATE

« Audits are a mandatory legal obligation
* Internal audit departments
« Al-based financial tools

Figure 1: Porter's Five Forces Analysis — Industry Squeeze Framework
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STRATEGIC ANALYSIS: Vezin YMM & Vezin YMM

Vergi + Bogimsz

Bagimsiz Denetim A.S. (SWOT Framework) = >nmns

o5 STRENGTHS (Internal) ‘(X WEAKNESSES (Internal)

e ¢lite Quality: High-touch 1:3 Partner-to- e Brand Awareness: The global HLB
Staff ratio ensuring “no surprises”. network lacks unquestioned domestic

o Scale & Stability: 100M TL revenue recognition.

diversified across Tax (55%) and Audit (40%). ~ ® Informal Feedback: Reliance on verbal
i N : tracking rather than structured
e The “Teaching Firm”: Strong alumni

network acting as an organic B2B referral Wh/LoSSHMaIKEL Tesedio.

engine. * ESG Ipfrg%_tructure:vLack (r)]f_ fgrmalized
* Pricing Architecture: Advanced 4-tier sustainability reporting, which may
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the 17,000 mid-cap clients who need Big shrank the mandatory audit market from
4 quality but cannot afford Big 4 prices. 25,000 to 17,000.

« Tier 2 Quality Gap: Stealing market share Oversaturated Bottom Tier: 450+ local

from Tier 2 networks (like BDO/Grant boutiques constantly driving prices down
Thornton) that charge premium prices for and commoditizing the service.
mediocre service. » Macroeconomic Squeeze: Economic

« Technological Shift: Using Al to turbulence makes corporate clients
definitively separate Vezin from outdated. hyper cost-sensitive.

Figure 2: SWOT Analysis Diagram for Vezin YMM

FISHBONE (ISHIKAWA) DIAGRAM: ROOT CAUSE ANALYSIS - VEZIN VALUE PERCEPTION GAP & PRICING TRAP
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'mandatory audit threshold to 1 Billion TL, shrinking’ 8, frequently view the audit as a forced legal tax/bureaucracy
the market from 25,000 to 17,000 companies. blocking raditional brand buili ing channels. rarh:r than a strategic, value-adding risk management
tool.
[ ] Hyper Fragmented Bottom Tier: Over 450 © Low Mass-Market Awareness: Despite global © Flawed Price Anchoring: Uneducated clients anchor their
independent firms flood the market, HLB network backing, Vezin lacks the instant, budget expectations to the cheap prices of Tier 3 local
ng purelv n price and triggering severe unguestioned brand recognition of the Big 4. boutiques rather than comparing Vezin to the Big 4.

@ Informal Marketing Engines: The highly
effective "Teaching Firm' alumni referral

network operates organically but currently lacks
formal systematization.
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Velln is unable to command
lue-based pricing
) ) N 5 desplte delivering Tier 1 (Big 4)
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prises” methodology requires expensive, 1:3 Partner-to-Staff ratio.
high-level human capital.
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this high operational cost structure e
heavily squeezes their profit margins.
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relationship-based, verbal feedback rather
than structured, written client satisfaction

ing pra
against Tier Zompenrs

4. PROCESS & MEASUREMENT
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Figure 3: Fishbone (Ishikawa) Diagram — Value Perception Gap Root Causes
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High Quadrant 1: The Giant Factory Quadrant 2: The Elite Boutique

Quadrant 3: The Commodity Trap Quadrant 4: The Undervalued Partner

Low

STANDARDIZED / LOW PARTNER TOUCH  Medium BOUTIQUE / HIGH PARTNER TOUCH
HE FACTORY MODEL)

i (T _ (THE ELITE 1:3 RATIO) l

Figure 4: Vezin's Strategic Positioning Map — From Undervalued Partner to Elite Boutique

Initiatives / Action Steps v July26 v August26 v September26 v October26 v November26 v December26 v January27 v February27 v March’27 v
Phase 1: Foundation & Preparation
1.1Database Audit & ESG Team Formation
1.2&2.1 Newsletter List & Invitations

3.2 ESG Technical Cross-Training

Phase 2: Initial Launches & Engagement
2.2 &2.3 Inaugural Newsletter Dispatch

1.3 First Executive Alumni Dinner

1.4 & 2.4 CRM Tracking & Analytics

Phase 3: ESG Service Rollout

3.3 Structure Integrated ESG Package

3.4 Pitch ESG Package to Clients

Key Milestones l » M | » M2 | » M3

Figure 5: Gantt Chart of the Three Phase Implementation Timeline (July 2026 — March 2027)
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Bilkent Holding A.S., HR Problem
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Canbolat, Mustafa Hulusi Tanik
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OZET

Bilkent Holding A.S.’nin mevcut calisan ¢ikis siireci, manuel is akislari, kagit tabanli belgeler ve alt sirketler
arasinda pargali koordinasyon nedeniyle operasyonel verimsizliklere yol agmaktadir. Bu durum; bordro
hatalarina, uyum risklerine, giivenlik aciklarina ve marka itibarinda olumsuzluklara sebep olmaktadir. Mevcut
ERP sistemi “Paperwork” iizerine entegre edilecek tam dijital bir ¢ikis siireci tasarlanmigtir. Karma tam sayili
dogrusal programlama (MILP) ile optimize edilen bu siireg; is yiikiinii, hata riskini ve idari maliyeti en aza
indirirken yasal uyumu ve seffaflig1 artirmaktadir. Onerilen ¢dziim, 20 haftalik uygulama plani, net sorumluluk
matrisi (RACI) ve SDG 8 hedefleriyle uyumlu surddrulebilirlik katkilari icermektedir. Bunun yaninda projede
alternatif ¢oziimler olarak simiilasyon ve kritik yol yontemi bulunmaktadir. Bu doniisiim, stratejik bir yetkinlik
olarak holdingin rekabet avantajini giiglendirmektedir.

Anahtar Kelimeler: Dijital ¢alisan ¢ikis siireci, karma tam sayili1 dogrusal programlama, simdlasyon, kritik yol
yontemi, SDG 8, Bilkent Holding, Paperwork entegrasyonu
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1- Company Background

Bilkent Holding A.S. is a diversified holding company operating across multiple sectors, including construction,
defense, and facility management. The holding manages over 40 subsidiaries and employs approximately
35,000 people. Its primary strategic objective is to generate financial contributions to Bilkent University, which
is the ultimate owner of the holding.

The company utilizes an ERP-based platform called “Paperwork” for core human resources processes.
However, despite this existing digital infrastructure, certain HR workflows, particularly employee offboarding,
remain largely manual, fragmented, and decentralized across subsidiaries. The holding’s centralized HR
function oversees policy design, while subsidiary HR departments execute daily operations. A shared services
center, OHM, handles payroll, accounting, and personnel administration. IT, legal, and administrative affairs
departments also play critical roles in employee exits.

The current offboarding problem was initially not recognized as a strategic priority by the holding, but internal
friction and rising compliance risks have prompted a pivot toward full digitalization.

2- Problem Definition

The employee offboarding process at Bilkent Holding is characterized by significant operational inefficiencies
that stem from its largely manual and fragmented nature. Despite the company’s use of the ERP-based Paperwork
platform for other HR functions, the offboarding process remains paper-based, involving physical document
handovers, wet signatures, and extensive email coordination between subsidiary HR departments and the central
holding HR. This manual approach leads to several interconnected issues. First, it causes time loss due to
sequential document transfers and approval delays. Second, manual data entry increases the risk of payroll
calculation errors, particularly in severance pay, notice period compensation, and unused annual leave. Third, the
lack of standardized procedures across more than 40 subsidiaries results in fragmented workflows and
inconsistent execution, creating compliance risks under Turkish labor law and data protection regulations
(KVKK). Fourth, the absence of a real-time status dashboard prevents stakeholders from tracking progress, while
unclear ownership of offboarding tasks leads to accountability gaps where critical steps such as IT access
revocation and asset return are sometimes overlooked. Root cause analysis reveals that the problem is driven by
underutilization of the Paperwork system, coordination difficulties between subsidiary and holding HR, limited
digital training among staff, and missing standardized policies. Departing employees face uncertainty and
potential financial inaccuracies, while remaining employees may lose trust in management. Legal teams face
compliance exposure, and IT teams struggle with security vulnerabilities from mistracked system access
revocations. Thus, the current offboarding process is not only inefficient but also poses financial, legal, and
reputational risks to Bilkent Holding.

3- Possible Solutions

For the business problem, we presented three alternative solution methods for redesigning Bilkent Holding’s
employee offboarding process: the Critical Path Method (CPM), Simulation, and Mixed-Integer Linear
Programming (MILP).

3.1. Critical Path Method (CPM):

For Bilkent Holding’s oftboarding process, CPM could be used to map operational dependencies between

activities such as approval pending, payroll calculations, IT clearance, and departmental confirmations. Through

critical path analysis, the organization would identify which activities within the workflow create delays.
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Additionally, slack analysis would help managers recognize non-critical tasks that may be delayed without
changing the total process duration. However, CPM is limited to sequencing and scheduling analysis. It does not
optimize operational variables such as administrative cost, labor workload, or expected error risk, all of which are
fundamental dimensions of the offboarding problem. Furthermore, CPM is effective for relatively fixed process
durations and cannot reliably handle the dynamic and naturally simultaneous processes of a digital workflow.
Most importantly, CPM lacks the ability to mathematically distinguish the most efficient task stage mechanism
when multiple options exist under various operational constraints. Therefore, while CPM is an effective technique
for visualization and bottleneck identification, it is insufficient as a comprehensive optimization framework for
Bilkent Holding’s large-scale, multi-subsidiary offboarding structure.

3.2. Simulation:

Simulation analysis is a tool used to test operational parameters under uncertainty by generating various process
scenarios with different assumptions regarding task duration, delays, workload intensity, and process variability.
For Bilkent Holding’s oftboarding problem, simulation could model different offboarding conditions and estimate
how changes in parameters, such as approval timing in hierarchical order, payroll calculation duration, and
departmental coordination, affect total process performance. However, simulation analysis functions only as an
evaluative and observational technique rather than a direct tool for optimizing the entire workflow. While
simulation can compare alternative schedules and highlight low-cost and low-delay scenarios, it cannot
mathematically determine a single optimal workflow; it only produces a range of possible outcomes based on
predefined assumptions. For Bilkent Holding, the primary objective is not merely to evaluate process variability
but to determine the most efficient allocation of tasks across various departments and subsidiaries to minimize
operational burden. Unlike simulation, the selected method (MILP) can directly optimize labor hours,
administrative costs, and expected error risk while considering all constraints such as capacity and sequence.
Consequently, while simulation yields useful results for scenario testing and process validation, it is not sufficient
as the main decision-making framework for the proposed digital offboarding workflow.

3.3. Mixed-Integer Linear Programming (MILP):

The Mixed-Integer Linear Programming model is selected as the best solution for Bilkent Holding. MILP
functions as the core operational optimization process for the offboarding workflow, with the objective of
minimizing organizational burden across the dimensions of time, labor cost, and error risk. The model uses binary
assignment variables to resolve the optimal scheduling of ten key offboarding tasks, including notice period
definition, compensation calculations, IT access closure, and departmental clearances, across different stages of
the workflow. MILP incorporates several variables such as active labor hours, administrative cost, and error-risk
scores, allowing Bilkent Holding to quantify the burden of each assigned task. Capacity controls prevent overload
of departments, while sequence constraints ensure realistic task progression. The model is structured around
clearly defined task IDs, with each task constrained by earliest, ideal, and latest acceptable stages based on legal
requirements and operational feasibility. Additionally, priority labels differentiate tasks based on organizational
importance: critical tasks such as compensation calculations and final legal obligations receive higher priority
coefficients, ensuring efficient resource allocation. The MILP model transforms the inefficient offboarding
workflow, characterized by manual intervention, bottlenecks, and payroll delays, into an analytically optimized
process. From a managerial perspective, MILP achieves the goal of minimizing process inefficiencies and
reducing monetary loss. The objective function minimizes total cost through binary task-stage assignments, labor-
hour weighting, error-cost coefficients, capacity constraints, and sequential dependencies. This formalization
ensures that the proposed solution is not merely a procedural approach but the outcome of a sophisticated
quantitative method grounded in operations research principles.

4- Conclusion
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The current manual and fragmented offboarding process at Bilkent Holding creates operational, financial, and
reputational risks. The proposed MILP-optimized digital workflow, fully integrated into the Paperwork platform,
transforms offboarding from an administrative burden into a strategic capability. It reduces cycle time, eliminates
payroll errors, ensures legal compliance, and enhances employee trust. With a 20-week implementation plan,
clear RACI accountability, positive financial metrics (NPV, IRR, rapid payback), and alignment with SDG 8, the
solution is operationally feasible, financially sound, and strategically valuable. The Go-Getters recommend
immediate approval and deployment.
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Appendices

Figure 1: Offboarding Process using Critical Path Method

BILKENT HOLDING - THE GO-GETTERS

CPM Timeline B <-crica

. X = Non-critical
C = Critical Path - X = Non-critical
Task Name
1 Offboarding form & exit type
2  Notice period definition
3 Exitinterview decision
4  Role-based approval hierarchy

5 Compensation calculation by OHM

6 ployee agreement
7 IT access closure

8  Assetreturn tracking

9 Departmental clearances -
10 Final docs & benefits termination

Note: Only time slots 0.5-6 shown. Critical path runs through Tasks 1->3->4->10. Full timeline extends to slot 20.

Figure 2: Simulation Scatter plot with 10th percentile
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Figure 3: Offboarding Process offered by the MILP solution
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Baklavac1 Hacibaba, Business Development Problem

= ISLETME FAKULTESI
[ 2 : 1 FACULTY B R DM NISTRATIO!

Proje Ekibi: The Synergists

Grup Uyeleri: Alishba Pitafi , Amal Rzazade, Danis Yar, Mehmet Emir Altin, Nazihah Jokoo, Umaima
Mahmood Awan

Sirket Damismani: Zeynep Tekin Akademik Damisman: G0zde Esen

Koordinatéor Danisman: Rasim Serdar Kurdoglu

OZET

Bu caligma, koklii bir Tiirk tatli markasi olan Baklavaci Hacibaba'nin uluslararasi genisleme stratejisini ele
almaktadir. Azalan net gelir ve yurt i¢i pazarin doygunlugu goz oniine alindiginda, sirketin yeni pazarlara agilmasi
stratejik bir zorunluluk haline gelmistir. Potansiyel lokasyon olarak Londra ve Dubai degerlendirilmis; PESTEL,
CAGE Cercevesi ve OLI Paradigmasi gibi analizler uygulanmistir. Dubai; kiiltiirel uyum, cografi yakinlik, diislik
isletme maliyetleri ve giiclii hediyelesme kiiltiirii nedeniyle tercih edilen lokasyon olarak belirlenmistir. Girig
modu olarak ortak girisim (Joint Venture) secilmis; yerel uzmanligi ve ag erisimi sayesinde Azadea en uygun
partner olarak degerlendirilmistir. Baklava kalitesini korumak amaciyla Tiirkiye'den ihracat yapilmasina karar
verilmistir. Senaryo planlamasi ile en iyi, orta ve en kotii durumlar analiz edilerek projenin kapsamli bir finansal
ve operasyonel ¢er¢evesi olusturulmustur.

Anahtar Kelimeler' Uluslararas1 Genisleme Ortak Girisim, Dubai, CAGE Cergevesi, OLI Paradigmasi,

.....
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Company Background

Baklavacit Hacibaba is a family-owned Turkish business established in 1949 in Ankara, Tirkiye (Baklavaci
Hacibaba, n.d.). The company is operated by the third generation of the founding family. Furthermore, the
company has built a strong heritage brand with authentic production of traditional Turkish baklava. Its product
range includes pistachio baklava, walnut baklava, sobiyet, carrot slice baklava, and various kadayif varieties, all
baked using high-quality ingredients such as Antep pistachios and premium butter. Along with desserts, some
branches in Ankara also offer a dining experience with a traditional Gaziantep menu offering local dishes.

The company operates eight branches across Ankara, including locations in Balgat, Cayyolu, Necatibey,
Kegidren, Sogiitozii, Oran, Vega Cadde sasmaz, and Dekocity timitkdy, and offers nationwide online delivery
across Tirkiye (Baklavaci Hacibaba, n.d.). The workforce is structured around a shift system, with employees
working either a 7:00-16:00 or 11:00-20:00 shift, totalling nine hours including a 1.5-hour rest break. Baklavaci
Hacibaba is known as one of the top baklava producers in Ankara, with a loyal customer base that trusts the
company's product quality and craftsmanship. The brand also has a strong word-of-mouth reputation and doesn't
rely heavily on other promotional strategies.

Despite Baklavaci Hacibaba's strong domestic presence, the company has been experiencing declining net income
in recent years, due to the saturation of the local market and rising raw material costs driven by Turkiye's high
inflationary environment. These challenges have created the need for strategic growth beyond the Turkish market.
With a well-established brand identity, proven production capabilities, and a product that carries strong cultural
appeal in Middle Eastern markets, international expansion is a natural and timely next step for Baklavaci
Hacibaba.

Problem Description

The problem case for Baklavacit Hacibaba required coming up with an International Business strategy to expand
the business internationally, with Dubai and London being the potential locations. A thorough analysis was carried
out, using frameworks including PESTEL, CAGE, and OLI Paradigm, to evaluate the location selection and entry
mode. Suggestions were also made for supply chain feasibility and marketing launch, and an extensive cost
analysis was carried out to ensure accurate budgeting. The main reasons for Baklavacit Hacibaba to consider
international expansion are diversification and achieving economies of scale: the company can, through
expansion, target a new customer base and enable foreign currency inflow while increasing production in Turkiye
to export to the international market and achieving economies of scale. The following section explains the
solutions proposed for Baklavaci Hacibaba’s international expansion.

Recommended Solutions

1. Location Selection: Dubai vs London

An evaluation of Baklavaci Hacibaba’s current operations and carrying out SWOT and Porter’s 5 forces (see
Appendices A and B) analyses highlighted the need for an international expansion. The company chose London
and Dubai as the potential locations and an in-depth analysis was carried out to decide on an optimal location:
various frameworks such as PESTEL and CAGE, amongst others, were used to compare both markets based on
cultural fit, operational feasibility, logistics, and long-term growth potential. The findings indicated that Dubai
offered stronger alignment with Baklavac1 Hacibaba’s heritage-based brand positioning, consumer demand
patterns, and the decision of keeping production only in Tirkiye for now, making it the preferred location for
expansion.

2. Entry Mode: Wholly Owned Subsidiary, Joint Venture, Franchising and Licensing
After the location selection was finalized to Dubali, a critical consideration that had to be evaluated was the entry
mode. There were four possible entry modes the company could opt for in its international expansion: Wholly
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Owned Subsidiary (WOS), Joint Venture (JV), Franchising and Licensing. To ease this decision, John Dunning's
OLI Paradigm was used, and since the analysis showed that all three factors, ownership, location and
internalisation advantages were present, it justified foreign direct investment (FDI) in the form of a WOS or JV.
Since Baklavaci Hacibaba has not had any prior experience with international expansions, a JV was preferred
over the WOS to leverage the local partner’s expertise and familiarity with the location.

3. JV Selection: Azadea (Dubai) vs Restaurant Group (London)

For each location, a credible JV partner was sought, Azadea for Dubai and Restaurant Group for London. One
significant consideration behind the selection of both these potential JV partners was the lack of any Turkish
brands or baklava-related SKUs in their current portfolios for the location considered. Hence, the inexistence of
any indirect competition would allow Baklavaci Hacibaba to settle more strongly in each of these locations. Based
on the company interview, business licenses, logistical expertise in terms of the set-up ability, and access to real
estate were among some of the other factors considered. Apart from this, presence of a local customer base, access
to delivery and distribution networks, and an alignment of brand positioning were evaluated as well. After all of
the considerations and analyses, Azadea was selected as the final JV partner for the preferred location, Dubai.

4. Exporting vs Producing

To finalise the cold-chain supply, the decision to export or produce baklava was pivotal for the expansion project.
In regards to producing baklava in London or Dubai, the quality of ingredients, expenses and their availability
served as determining factors. Dubai has better supply chain management (The Synergists, 2026a). London does
not possess certain ingredients which are essentials for producing baklava. Exporting ingredients means storage
investments for finished products and ingredients which is costly. Here, maintaining the baklava quality is the
priority. Based on Baklavaci Hacibaba’s preference, exporting baklava addressed key concerns about the
freshness issue. Export of finished baklava to the selected location was confirmed with the company. In this
respect, exporting the finished baklava, Dubai is more efficient and cost effective (The Synergists, 2026b).

Best Solution

Compared to London, Dubai is a stronger strategic fit for Baklavaci Hacibaba since it is culturally more familiar
with Turkish and Middle Eastern desserts such as baklava and kaday:f, with strong gifting culture and seasonal
demand spikes during Ramadan and Eid. Dubai is also geographically closer to Turkiye than London, offering
lower logistics costs and more efficient cold-chain transportation, helping preserve product freshness and quality.
Dubai also economically benefits from lower labour and rental costs and potential tax advantages, making it a
more feasible and sustainable option for Baklavac1 Hacibaba’s international expansion. Using scenario planning,
the team identified three main events (worst, medium and best case) which showed how Baklavact Hacibaba
would operate in Dubai, alongside Azadea for the expansion. A JV enables the company to preserve a semblance
of its family business ownership structure as opposed to franchising or licensing. Moreover, with the JV as the
entry mode the company faces less financial and operational pressure as it can leverage the partner’s expertise
and support. On that mention of the local partner, Azadea is the best choice as the firm is known for setting up
premium businesses in the GCC region. As Azadea does not present any indirect competition by way of its
portfolio composition, Baklavact Hacibaba can enter the Dubai market with a strong, prioritized focus from
Azadea, as its JV partner. To implement the best solution, a timeline has been created for Baklavaci Hacibaba to
follow and effectively expand internationally (see Appendix C).

Conclusion

With Baklavact Hacibaba experiencing declining net income, further analysis via SWOT and Porter’s 5
Forces recommended the ideal solution is to expand its operations in Dubai. The team suggested adequate
solutions broken down into four main categories to capture the complexity of the expansion concerns.
With frameworks (see Appendices A and B) such as CAGE, Porter’s 5 Forces, Scenario Planning,
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amongst others applied, the proposed solutions established Dubai as the most appropriate location based
on cultural alignment, ease of cold-chain supply, geographic positioning, adaptation of baklava, costs and
market conditions. Using Azadea as the JV partner was deemed most suitable due to their high brand
image, network access and location convenience. Coordinating with the company, the problem definition
was clearly defined with sufficient evidence. By gaining company approval, the expansion project-
maintained transparency and credibility.
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Porter’s Five Forces
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Appendix B
CAGE Framework

Feasibility Analysis: London vs. Dubai (CAGE Framework)

®
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Economic
London
. Higher
rent/salaries/other
costs

. Min wage: £12.21/hr

. Lower salaries and
rent
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TIMELINE AND MILESTONES

Month 10-12
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.
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TaleWorlds Entertainment, Marketing Problem

Proje Ekibi: Consultio/Consultius

Grup Uyeleri: Eyliil Yaman, Oykii Zeynep Kambay, Mehmet Cem Arslanoglu, Hiiseyin Baris Kaya, Omer
Ozyalgin, Selman Malik Ozgeng

Sirket Damismani: Yelda Sekercioglu Akademik Damisman: Baris Ince

Koordinator Danismani: Ceren Aydogmus

OZET

Bu rapor, TaleWorlds Entertainment’in “Mount & Blade” serisi ile yakaladigi nis pazar liderliginin
strdurdlebilirlik ve biiyiime stratejisinin birlestirilmesiyle, Z ve Alfa kusaklarina yonelik goriiniirliigiinii artirma
stratejilerini ele almaktadir. Calisma, sirketin marka bilinirliginin yiliksek olmasina ragmen hedeflenen geng
demografideki aktif oyuncu sayisinin diisiik olmasini tanimlamakta ve uygun ¢6ziim Onerileri sunmaktadir.
Onerilen temel ¢dziim TikTok, Instagram Reels ve YouTube Shorts gibi kisa formatli video igerikleri ile
farkindalik yaratarak Twitch, Kick gibi canli yayin platformlar: tizerinden topluluk katilimini artirmay1
hedefleyen bir “Entegre Cok Modlu Influencer ve Canli Yayin Stratejisi”’dir. Bu strateji oyunun karmagiklik
algisini kirip oyun i¢i “modlama” ekosistemini ve kullanici kaynakli igerikleri birer pazarlama stratejisi olarak
kullanmay1 amaglamaktadir. Proje, geleneksel pazarlama yéntemlerinin 6tesine gegerek dijital yerli kitlelerin
tiikketim aliskanliklarina uygun bir modele gecisin yol haritasin1 sunmaktadir.

Anahtar Kelimeler: Video Oyun Endistrisi, Sandbox RPG, Dijital Pazarlama, Z kusagi, Marka Doniistimii.
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1. Company Background

Founded in Turkiye, Ankara in 2005, TaleWorlds Entertainment is an independent and niche video developing
company. As part of its core, Mount and Blade series reached millions of gamers globally and helped the
company become one of the most successful companies in terms of technological exports. Differing from
traditional video game developers, TaleWorlds uses their own game engine. In comparison with many mid-
sized game studios that rely on standardized external engines such as Unreal Engine or Unity, TaleWorlds
possesses the capability of full technological independence over its development infrastructure. This allows the
company to optimize large-scale medieval battles involving hundreds of simultaneous Al agents which creates a
gameplay experience that is difficult for competitors to replicate.

The operational success of the company evolved from being small-scope and family-founded to a professional
organization with 155 employees with the company philosophy highlighting a community driven production
model. The biggest strategic existence of TaleWorlds is not just the software but also user-generated content
(UGC) which allows the game to preserve its place in the industry for decades by including gamers as co-
creators. This infrastructure provides a decentralized innovation environment where community-created
modifications increase replayability, strengthen loyalty of customers, and reduce the pressure of content
production on internal development teams. In order to protect its market share, the studio actively uses global
channels such as Steam and Epic Games. With the publishing of Bannerlord in 2020, TaleWorlds broke gamer
records on platforms like Steam and reached huge success in Europe and USA sales charts. Furthermore, by
implementing local pricing strategies, pirating is prevented, overall maximizing accessibility. Today,
TaleWorlds is not just a game developer but is a part of the ecosystem as a leading part of the Sandbox RPG
sector. Currently, the existing corporate structure is in the process of combining the technical success of creative
teams with modern marketing strategies.

2. Problem Description

Aligning with technological developments and the changing consumption habits throughout the last decade
since the game’s first establishment, the gaming industry has also experienced a significant transformation in
consumer behavior as a natural result. Traditional long-form gaming experiences are increasingly competing
against algorithm-driven entertainment ecosystems. In comparison with traditional advertising campaigns,
younger consumers now discover games primarily through creators, viral clips, and social recommendation
systems. As a result, visibility within digital communities has become equally as important as the quality of the
game itself.

The core business problem for TaleWorlds Entertainment is brand awareness and the conversion gap between
active users. Based on conducted market research and surveys, TaleWorlds and Mount and Blade is known by
more than 90% of the participants as a household name among 17-25 demographic yet the ownership of the
game is lower than the expected with a 23.5% rate. This situation is seen as a critical strategic bottleneck,
limiting the potential growth of the company with the risk of turning into a game everyone knows but is not
being purchased by younger generations.

The reasons behind the analyzed problem lie under various categories. The generational perception differs
between the traditional hardcore players and the younger generations. Based on the survey, Gen Z and Gen
Alpha see the games as too complex and time consuming, reported by 76.5% of the participants who do not
own the game. Currently, younger generations prefer fast consumed games with immediate feedback such as
League of Legends, Valorant and Minecraft.

Furthermore, it is acknowledged that the marketing language of the company is also targeted at the already
existing hardcore gamers. The digital consumption habits of the targeted young generations include short form
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and digestible content such as TikTok, Instagram Reels and YouTube Shorts, however the studio falls short on
visibility on these platforms. Potential new gamers perceive the game as too complex and as an old legacy. This
perception creates a barrier for exploring the deep sandbox mechanics which the game provides. Additionally,
the lack of Environmental, Social and Governance (ESG) reporting weakens the potential bond with consumers
who value these practices. Modern younger consumers increasingly value brands not only according to product
quality but also according to ethical transparency, inclusivity, and sustainability practices. TaleWorlds’ lack of
formal ESG reporting represents not only a governance weakness but also a missed opportunity for emotional
connection with socially conscious younger generations.

Overall, the core issue is not related to the quality of the game. The accessibility of presentation and how the
game is communicated through the younger generations create the bottleneck.

3. Recommended Solutions

With respect to the analyzed data, TaleWorlds needs to implement an “Integrated Multimodal Influencer
Visibility and Live Stream Strategy” in order to target younger demographics as the most sustainable solution.

Steps of the Strategy:

e Visibility Funnel (Short-Form Content): Through aggressive campaigns shared through TikTok,
Instagram Reels and YouTube Shorts, the perceived complexity of the game is transformed into short
and digestible digital content that is optimized for algorithmic reach and organic engagement. This step
encapsulates the visibility issue of the game and aims to appear on potential user’s “For You” pages
where they already spend a fair amount of time in their daily digital consumption.

e Conversion and Participation Funnel (Live Streams): The survey results show that 61.1% of the
target audience is directly influenced by streamers. Through platforms like Twitch and Kick,
collaborations with local influencers focusing on strategy and RPG, the depth of the game will be
portrayed in real time in live streams. Interactive incentives such as Twitch Drops and Community
Battle nights will transform the passive viewers into active players.

e Social Education Effect: Live streams are aimed to function as Frequently Asked Questions (FAQ)
sessions and eliminate the perceived view of complexity without the in-company costs that would incur
to create additional tutorials.

This strategy with the mentioned steps provides much lower customer acquisition cost (CAC) compared to
traditional media without threatening the premium branding of the company as a natural part of the digital
communities.

In terms of the application of the strategy, it is proposed that the creative departments of the company should
actively play a role in the process with a 10-15% budget allocation in order to protect the unique language of the
brand. Laid out through a single year timeframe, the first 3 months include content creation followed by
influencer partnerships and community events, the aim is to uplift sales charts of Mount & Blade. The
effectiveness of the strategy should be monitored through KPIs including engagement growth through short-
form platforms, click-through rates toward Steam pages, conversion rates from influencer links, livestream
watch duration, and changes in purchase intention among non-owners.
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4. Conclusion

When TaleWorlds Entertainment combines their technical perfection with modern and adaptive marketing
strategies, it has the potential to evolve from a niche competitor in the sector into one of the most
recognizable and searched for brands in the entertainment sector. The company already possesses the
technological capacity, hardcore & loyal gamers and a differentiated product through its sandbox RPG
ecosystem and modding culture. However, to sustain long-term growth in the changing market, improving
visibility, accessibility and engagement with younger audiences is critical to combine with already
existing product quality. Specifically designed with respect to the consumption habits of Gen Z and Gen
Alpha, this strategic map protects the historical identity and legacy of the brand while integrating it into
the digital world of the future. The proposed solution highlighting influencer collaboration and ESG
integration is the key to permanent improvement of growth charts. Together, influencer collaborations,
community integrations, and sustainability-oriented positioning provide TaleWorlds with a realistic
opportunity to increase visibility, strengthen customer loyalty, target younger demographics, improve
conversion rates, and establish sustainable long-term growth both in Turkiye and in international markets.
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Appendices

Appendix A

Mount & Blade II: Bannerlord'a sahip misiniz?
234 responses
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Appendix B

Asagidakilerden hangisi / hangileri Bannerlord'u satin almama/oynamama nedeninizi en iyi agiklar?
219 responses
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Appendix D

Asagidakilerden hangisi sizi bu oyunu denemeye en gok ikna ederdi?

223 responses
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yayinda oynamasi ve Uriind tanitmasi.



ERL Solar Montaj Sistemleri, Operational Management Problem

Proje Ekibi: Four Twenty

Grup Uyeleri: Levent Sasmaz, Kaan Daglioglu, Tan Ergiin, Yigit Berke Ataseven, Yagiz Taylan Glingor,
Ramazan Evirgen

Sirket Damismam: Serdar Mesutgil Akademik Damisman: Oguzhan Ozbas

Koordinator Danisman: Ali Riza Zafer Sayar
OZET

Bu is analizi, ERL Solar Montaj Sistemleri’nin proje bazli teklif ve revizyon siireglerinde karsilastigi
koordinasyon, izlenebilirlik ve versiyon kontrolii sorunlarin1 degerlendirmektedir. Sirket, EPC miisterilerine
galvanizli ¢elik glines paneli montaj sistemleri ve proje bazli miihendislik ¢ézlimleri sunmaktadir. Ancak Satis,
Mihendislik ve Finans birimleri arasinda standartlagtirilmis bir dijital is akis1 bulunmamasi, teklif dongii siiresinin
uzamasina, eski teknik verilerle fiyatlama yapilmasi riskine ve gereksiz miihendislik dongiilerinin artmasina
neden olmaktadir. Bu nedenle 6nerilen ana ¢oziim, “Yapilandir, Fiyatlandir, Teklif Ver” mantigina benzer 6zel
bir teklif ve revizyon yonetim yazilimidir. Sistem; teklif numarasi, revizyon kaydi, gérev sahipligi, onay akisi,
gosterge paneli ve temel performans gostergesi takibiyle siireci daha hizli, seffaf, kontrollii ve siirdiiriilebilir hale
getirmeyi amaglamaktadir.

Anahtar Kelimeler: Giines enerjisi montaj sistemleri, proje bazli teklif siireci, revizyon yonetimi, dijital is akisi,
versiyon kontrolt, operasyonel verimlilik, temel performans gostergeleri.
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1. Company Background

ERL Solar Montaj Sistemleri operates in the solar energy infrastructure industry. The company produces
galvanized steel mounting systems that carry solar panels in solar power plants and supports customers with
project-based engineering, design optimization, technical support, proposal preparation, and installation-related
services. Its customers are mostly EPC contractors that expect cost-efficient but technically reliable solutions,
fast proposal responses, timely delivery, and strong engineering support during the quotation stage.

The company’s competitive advantage is not based only on being the cheapest supplier. ERL Solar differentiates
itself through engineering quality, in-house production and galvanizing capability, project-specific design,
installation convenience, and after-sales customer support. This makes the quotation process strategically
important because the proposal is not simply a price document; it is a technical and commercial reflection of the
company’s engineering strength.

ERL Solar has significant production and operational capacity. According to the project interview notes, the
company has production facilities in Ankara and Dilovasi, owns galvanizing capability, and processes large
quantities of steel monthly. Its workforce includes both blue-collar production employees and a qualified white-
collar engineering team. These resources allow ERL Solar to design customized steel structures according to
project-specific variables such as site conditions, topography, wind and snow loads, coating decisions, steel
tonnage, and customer preferences.

Because of this customized structure, each quotation behaves like a small engineering project. Unlike standardized
products where pricing can be prepared quickly from a catalog, ERL Solar’s proposals require Sales, Engineering,
Finance, and sometimes Production Planning to work together. Sales collects customer requirements, Engineering
converts them into a technical baseline and quantity output, Finance prices the approved baseline, and Sales
submits the final proposal to the EPC customer. This cross-functional dependency is the main reason why the
quotation process needs a more standardized and digitally traceable workflow.

3. Problem Description
The main problem is the inefficiency in ERL Solar’s quotation and revision process due to the lack of a fully
standardized workflow and the inability to track quotation changes through a dedicated digital system. The
company already has production capability and an ERP system for production, inventory, and stock management.
However, the quotation and revision process before production does not have a separate analysis system, change
tracker, or version-controlled digital environment. Therefore, the issue is not the manufacturing process itself, but
the coordination-intensive quoting-to-order stage.

The current process can be summarized as follows: Sales receives the customer request and forwards it to
Engineering; Engineering prepares the design and quantity justification; Finance uses the technical information
to prepare the price; Sales submits the offer to the customer. When the customer asks for a revision, alternative
design, discount, or clarification, the same cycle starts again. The first quotation may be manageable, but
confusion increases after the second or third revision because the latest technical baseline, pricing version, and
customer request may not always be visible to every department.

Four root causes create this problem. First, there is no fully written and standardized rule about how a quote
moves from Sales to Engineering, then to Finance, and finally back to the customer. Second, there is no strong
version control system for design changes, customer alternatives, and pricing updates. Third, management does
not consistently track operational metrics such as average quote cycle time, number of revisions per quote,
engineering rework hours, and finance approval waiting time. Fourth, Sales often acts as an informal coordinator
for complex quotes, although revisions require structured cross-functional ownership rather than verbal follow-

up.
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This creates several business risks. Engineering may spend time on avoidable rework when Sales forwards
incomplete site or customer information. Finance may price an outdated technical quantity sheet if the latest
engineering version is not clearly identified. Production Planning may not have early visibility into likely projects
and material implications. Management may not see where delays accumulate, why quotes are blocked, or which
customers repeatedly request unnecessary alternatives. As a result, the company can become slower in
responding, less predictable in its internal workload, and more exposed to pricing mistakes during periods of steel
and zinc price volatility.

The problem is especially important because EPC customers evaluate suppliers through both price and response
speed. ERL Solar’s goal is to deliver technically reliable proposals without losing agility. If the company sends a
proposal quickly but with poor technical accuracy, its engineering-based reputation may be damaged. If the
company sends a technically strong proposal too slowly, it may lose commercial opportunities. Therefore, the
central challenge is to make the quotation process faster, more traceable, and more controlled while preserving
the company’s engineering quality.

Current-State Problem Logic

Root Cause Observation Effect

Methods No fully standardized written Teams rely on verbal
workflow for moving quotes communication and ad hoc
among departments. follow-up.

Technology ERP exists for production and Old and new versions may be
stock, but quote revision confused.
tracking is not digitally
controlled.

Measurement Cycle time, revision frequency, | Management cannot easily
and engineering rework are not | identify where delays
consistently tracked. accumulate.

Manpower Sales often acts as informal Coordination workload grows
coordinator in complex quote when revisions and alternatives
projects. increase.

Market Pressure EPC customers expect fast, Delays weaken responsiveness
accurate, efficient proposals. and can affect competitiveness.

3. Possible Solutions

Three alternative solutions were evaluated for ERL Solar. The first and strongest alternative is a custom CPQ-
style quote and revision management software. CPQ refers to Configure, Price, Quote logic, which helps
companies manage complex quotation processes by connecting product configuration, pricing logic, approvals,
and proposal generation. ERL Solar does not need to purchase a full enterprise CPQ product immediately. Instead,
it can develop or configure a focused internal software module specifically for project-based quote intake,
engineering version control, finance approval, and revision tracking.

The proposed software would give every quotation a unique Quote ID. All related customer requests, technical
drawings, quantity sheets, pricing assumptions, approval statuses, and revision reasons would be connected to
that same ID. Sales would enter customer and project information through a standard intake form. Engineering
would accept, reject, or request missing information and then release an approved technical baseline. Finance
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would price only the latest approved engineering version. Management would see blocked quotes, urgent bids,
revision counts, approval waiting times, and delay reasons through a dashboard.

The second alternative is to create a Proposal Coordination Office or assign a proposal coordinator for complex
quotes. This person would not replace Sales, Engineering, or Finance. Instead, the coordinator would ensure that
deadlines, document versions, missing information, and escalation points are followed consistently. This solution
can reduce ambiguity quickly and with lower cost, but it still depends heavily on human discipline. Without a
supporting digital system, the company may continue to face version-control problems when quote volume
increases.

The third alternative is a customer-facing intake and revision policy. Under this solution, Sales would use a
standard customer checklist before Engineering starts design work. The checklist would include required
technical inputs, project location, site assumptions, capacity, loading information, deadline, delivery needs, and
whether the customer is asking for a firm quote or preliminary budget. ERL Solar could also define “design
freeze” points, where major changes after a certain stage require a new revision deadline. This option protects
engineering capacity and makes customer communication clearer, but it cannot solve internal version confusion
by itself.

The best solution is the custom quote and revision management software, supported by selected elements of the
proposal coordination and customer intake policy. This combined approach directly addresses the actual gap: the
absence of a centralized, traceable, version-controlled quotation environment. It also fits ERL Solar’s strategy
because it improves speed and control without forcing the company to abandon its customized engineering
approach.

Future-State Software Process

Step Owner Control Point

Customer request received Sales Classify request type and
deadline.

Quote intake completed Sales Mandatory fields completed
before Engineering starts.

Technical review Engineering Accept, reject, or request
missing information.

Design baseline Engineering Assign version number and
approved quantity output.

Pricing Finance Price only latest approved
technical version.

Risk approval Finance / Management Escalate high-value or high-risk
proposals.

Customer submission Sales Submit approved proposal and
log customer response.

Revision request Sales + Engineering Log as controlled revision with
reason and due date.

Post-quote review Process owner committee Record win/loss, cycle time,
revision count, and lessons
learned.
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Key Dashboard Fields
Quote ID and project/customer name.
e Request type: new quote, revision, alternative, urgent bid, or post-award clarification.
e Current process stage and responsible owner.
Current technical version and latest approved pricing version.
Customer deadline and internal due date.
Revision count and standardized reason codes.
Engineering hours spent and Finance approval waiting time.
Status: on track, at risk, blocked, submitted, won, or lost.
e Reason for delay and required management action.

Implementation Plan

The implementation should be gradual rather than disruptive. In the first month, ERL Solar should map the current
process and measure baseline quotation cycle time. In the second month, the future-state process should be
designed with Sales, Engineering, Finance, Production Planning, IT, and HR. In the third and fourth months,
quote intake templates, revision-control rules, role definitions, approval thresholds, and a dashboard prototype
should be prepared. In months five and six, the system should be piloted with selected domestic and export quotes.
In month seven, pilot KPIs should be compared with baseline performance. In months eight to ten, the software
should be rolled out company-wide. In months eleven and twelve, the dashboard, training materials, and
improvement roadmap should be stabilized.

A successful implementation also requires change management. Employees should understand that the software
is not intended to blame departments for delays. Its purpose is to make the real source of delay visible, reduce
unnecessary rework, and prevent old-version pricing. Management sponsorship is critical because informal
communication channels may continue unless Quote IDs and revision logs become mandatory. The pilot should
begin with minimum required data fields so the system does not become too bureaucratic. User feedback should
be collected during the pilot to remove unnecessary steps while keeping the essential control mechanisms.

Key Performance Indicators

KPI Definition Target Direction
Average quotation cycle time | Time from complete intake to Decrease
customer proposal submission.
Revision count per quote Number of logged customer or Decrease avoidable revisions;
internal revisions per guote. monitor true alternatives
Engineering rework hours Hours spent correcting missing | Decrease
information or previous version
errors.
Finance approval waiting time | Time between approved Decrease

engineering baseline and finance
pricing approval.

On-time quote submission rate | Share of quotes submitted by Increase
promised customer deadline.
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Quote win/loss rate by revision
count

Win/loss patterns linked to
quote complexity and revision
intensity.

Use for learning

Employee satisfaction with
process clarity

Survey score on role clarity and
workload predictability.

Increase

4. Conclusion

ERL Solar’s core operational challenge is not a lack of engineering capability or manufacturing capacity. The
company’s challenge is the absence of a digitally traceable quote and revision management system across the
quotation procedure. Because ERL Solar prepares customized, project-specific proposals for EPC customers, the
quotation process requires close coordination among Sales, Engineering, Finance, Production Planning, and
Management. When this coordination is handled through informal follow-up and uncontrolled document versions,
the company faces longer cycle times, engineering rework, outdated pricing risk, and weaker customer
responsiveness.

The recommended solution is a custom CPQ-style quote and revision management software supported by a
disciplined intake policy and clear coordination ownership. This solution would create a single source of truth for
each quotation by connecting Quote IDs, revision logs, engineering baselines, pricing versions, responsible
owners, approval gates, and performance dashboards. It would not replace ERL Solar’s engineering judgment;
instead, it would protect that judgment by ensuring that the right technical information reaches the right
department at the right time.

The expected benefits include shorter and more predictable quote cycle times, fewer avoidable revisions,
improved pricing accuracy, better management visibility, and a clearer work environment for employees. The
solution also supports SDG 8 by improving productivity, promoting sustainable business growth, and reducing
unnecessary work pressure created by unclear responsibilities. Overall, the software-based workflow solution
would help ERL Solar become faster and more reliable without weakening its engineering-based competitive
advantage.
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Appendices

Appendix A - Interview Evidence Summary

Interview Evidence

How It Supports the Project

ERL Solar produces galvanized steel mounting
systems and provides project-based engineering
support.

Shows that the quotation process is technical and
project-specific, not a simple standard pricing
task.

Customers are mainly EPC contractors expecting
reliable, fast, and cost-efficient proposals.

Explains why quote speed and accuracy affect
competitiveness.

The target quote time is around three days, but
complex cases may take up to about a week.

Shows the performance gap and need for cycle-
time control.

Quotation effort is roughly 80% Engineering,
10% Finance, and 10% Sales.

Shows why engineering rework is costly and why
incomplete intake creates operational waste.

The main bottleneck is revision tracking when
customers request multiple alternatives.

Directly supports the recommended version-
control and revision-log solution.

ERP exists for production and inventory, but
guotation revisions are not digitally tracked.

Shows why a focused quote/revision module is
needed instead of a full ERP replacement.

Appendix B - 12-Month Implementation Timeline

Period Milestone Output
Month 1 Project launch and baseline Current-state map, cycle-time
measurement baseline, stakeholder list, KPI

definitions.

Month 2 Future-state design Approved process map, intake
template, revision-control rules,
RACI draft.

Month 3 System configuration Dashboard prototype, quote ID
structure, document/version
storage rules.



https://worldsteel.org/

Month 4

Training and pilot preparation

Training sessions, pilot quote
selection, approval thresholds,
user guides.

Months 5-6

Pilot implementation

Live use in selected quote
categories, weekly issue log,
KPI tracking.

Month 7

Pilot evaluation

Baseline vs. pilot comparison,
revised templates, rollout
decision.

Months 8-10

Full rollout

Software used across quotation
process; approval routing active.

Months 11-12

Stabilization and continuous
improvement

Monthly dashboard, lessons
learned, yearly improvement
roadmap.
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Cengiz Holding, HR Problems
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Proje Ekibi: 7UP

Grup Uyeleri: Arda Bora Numanoglu, Basak Ceren Dinger, Mert Ali Fidanci, Begiim Erden, Hazal Calik,
Berin Kahya, Zeynep Ayan

Sirket Damismani: Nurseda Birtane Akademik Danisman: Zahide Karakitapoglu Aygiin
Koordinator Danisman: Ceren Aydogmus

OZET

“Bu proje, Cengiz Holding'in ‘tercih edilen isyeri’ (preferred workplace) vizyonunu desteklemek amaciyla insan
kaynaklar siireclerindeki entegrasyon firsatlarina ve geng yetenekler nezdinde giiclii bir isveren markasi algisinin
gelistirilmesine odaklanmaktadir. Yapilan analizler sonucunda ii¢ temel bulgu 6ne ¢ikmistir. Bu temel bulgular:
Gengler, sirketin Ar-Ge kapasitesinden ve Ar-Ge uzmanligina iliskin farkindaliklarinin artirllmasina ihtiyag
duyuldugu, i¢ iletisim siirecinde deneyimli ¢aligsanlarla gengler arasindaki bilgi ve deneyim paylasiminin daha
goriiniir hale getirilebilecegi, calisan gelisimi tarafinda ise Ar-Ge giiciinii yansitan uygulamalarin daha etkin
sekilde konumlandirilabilecegi tespit edilmistir. Anadaki tespitler dayanagi iizerine gelistirilen “Stratejik Geng
Yetenek, Alumni Bilgi Transferi ve Calisan Deneyimi Programi” igveren markasini giiclendirirken; tiniversite
isbirlikleri, Talent Bridge etkinlikleri, miihendis hikayeleri, mentorluk sistemleri ve alumni ag1 ana
hedeflenmistir. Bu projede, gen¢ yetenek havuzunun yayginlastirilmasi, deneyimli ¢alisanlarin iyilestirilmesi,
kurumsal bilginin korunmasi ve siirdiiriilebilir bir yetenek ekosistemi gelistirilmesi hedeflenmistir.

Anahtar Kelimeler: Isveren Markasi, Geng Yetenek Yonetimi, Calisan Deneyimi, Bilgi Transferi, insan
Kaynaklar1 Stratejisi, Kurumsal Iletisim, Siirdiiriilebilir Yetenek Ekosistemi, Kurumsal Kiiltiir.
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1. Company Background

Cengiz Holding, in a sense, is one of the most important industrial and infrastructural groups in Turkiye, founded
in 1980, and operating in various sectors such as energy, mining, metallurgy, construction and large-scale
infrastructure projects. It's a completely integrated industrial sort of ecosystem where production takes place,
energy is produced, and the actual project implementation goes on, you can see that in the main companies that
are subsidiaries such as Cengiz Insaat, Cengiz Enerji, Eti Bakir, Eti Aliiminyum. The group also keeps a special
standing in the Turkish metals arena, especially via Eti Aliiminyum, which is Tiirkiye’s only primary aluminum
producer, and via Eti Bakir’s integrated copper production facilities. More recently, they have given a little
greater emphasis to technological progress, investing in research and development, sustainability measures and
long-term strategic development to enhance their operational efficiency, and to increase the competitiveness of
the company. (Cengiz Holding, n.d.)

2. Problem Definition

While Cengiz Holding possesses strong industrial capabilities, significant R&D investments, and a well-
established human resources approach, the company aims to further strengthen its perception as a “preferred
workplace,” particularly among young talent and early-career professionals. Evaluations conducted throughout
the project indicated that the primary development areas were not directly related to employee turnover, but rather
centered on enhancing integration across HR practices, utilizing communication channels more effectively, and
strengthening the visibility of the employer brand externally. It was also observed that existing practices in
training, performance management, motivation, and employee development could be further supported through a
more holistic employee experience approach. Opportunities for improvement were identified in the areas of
awareness, participation, and engagement. In the long term, ensuring the systematic transfer of institutional
knowledge from experienced employees to future generations is considered strategically important. In this
context, Cengiz Holding positions attracting, developing, and sustaining high-potential talent through a strong
employee experience as one of its strategic priorities within a competitive industrial environment. (See Appendix
1, answers 10, 11, 12 and 14).

3. Possible Solutions

The proposed solution is based on the concept of creating a Strategic Young Talent, Alumni Knowledge Transfer
and Employee Experience Program, encompassing Employer Branding, University Partnership, Employee
Engagement and Knowledge Transfer in one single integrated HR program. The goal of the solution is to make
Cengiz Holding an even more attractive employer to university students and young professionals, by building
deeper relationships by means of Talent Bridge Events, authentic employee storytelling, mentorship, and
academic partnerships. In parallel, the program sets up an Alumni and Knowledge Transfer Model to ensure that
the institutional knowledge is shared and will benefit from intergenerational learning between experienced staff
and the younger generation. Through internal communication campaigns, recognition systems, and employee
engagement initiatives, awareness, motivation and engagement are further strengthened. In summary, the solution
creates a sustainable talent ecosystem that enhances the attractiveness of an employer, the experience of
employees and the growth of the organization in the long term. Contrary to stand-alone HR projects, the suggested
concept integrates employer branding, knowledge sharing, internal communication and collaboration with the
University in a single HR ecosystem. This makes the solution more sustainable and strategically effective as it tackles
employee experience from within and perception from the outside at the same time (See Appendix 1, Answers 1, 2,
3,5 &6).
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Short-term Solutions:
Partnerships with Universities

As a first step to bolstering its employer brand and attracting young talent, Cengiz Holding can start building
strategic relationships with universities and vocational schools. The company can provide awareness of career
opportunities in the organization and introduce the students to the engineering, energy and R&D capabilities
through Talent Bridge events, technical case studies, seminars and field visits. This is particularly important for
enhancing the reputation of employers with Generation Z and early career professionals (see Appendix 1, answers
2 &3).

Launching “Cengiz Engineering Stories”

The company can start its “Cengiz Engineering Stories” campaign on LinkedIn, explaining the real experiences
of staff members and its engineering projects related to innovation in works like the R&D Center in Samsun and
its works in Seydisehir, Konya. Through this storytelling communication strategy, the gap between the company's
technological image in the outside world and its technical skills in the company may be narrowed, and the
visibility of potential applicants to the company may be raised. In this process, the employees and alumni are placed
not only as mentors and knowledge carriers, but also as true ambassadors that reflect the true experience of the
employees of Cengiz Holding (See Appendix 1, Answers 1, 11 & 12).

Establishing Mentorship and Alumni Systems

Cengiz Holding can establish an alumni and mentorship program to support experienced workers and retired
professionals to mentor young engineers and interns. This can enable the transfer of institutional knowledge,
enhance employee interaction and aid in the maintenance of knowledge within the institution. Furthermore,
mentoring can enhance staff engagement and help to develop a more positive organizational culture. (Answers 5,
6 and 14 in Appendix 1).

Enhancing Internal Communication and Employee Awareness

The company can enhance internal communication on training, development program, and a recognition system
to boost employee experience. By raising awareness, internal platforms and feedback mechanisms can boost
employee engagement and maximize the use of current HR practices in all departments. (See Appendix 1, Answer
8 & 10).

Employee Recognition and Engagement Activities

The organization can have visible processes to recognize and appreciate staff doing mentorship, university linkage
and storytelling activities. Motivation, engagement and participation can be enhanced through recognition
systems, certificates or participation-based rewards, which can help the company achieve the overall objective of
being a preferred place to work. (See Appendix 1, Answer 7).

Long-term Solutions:

The long-term solutions being proposed aim to make Cengiz Holding a sustainable talent ecosystem through the
development of employer branding, institutional knowledge transfer, employee engagement and the strategic
development of talent. The solutions will help the company to achieve its long term goal of becoming a ‘preferred
workplace' and will enhance the sustainability and competitiveness of the organisation. The proposed system is
also quite feasible and cost-effective as it will primarily rely on existing HR systems and experienced personnel,
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existing operational facilities, and existing university relations as opposed to high compensation strategies (Answers
1,5,6,7 &9 in Appendix 1).

Sustainable Employer Branding and Talent Attraction

Cengiz Holding needs to carry on the “Cengiz Engineering Stories” project and Talent Bridge Events in a wider
academic circle to reinforce the perception of the company among the employers and make it stronger in the long-
term. With regular storytelling, teamups with universities and authentic employee stories, the company can create
greater empathy with aspiring engineers and young professionals. This approach can help to enhance the quality
of long-term recruitment, raise employer visibility and boost the company's position in the industrial competitive
market.

Institutional Knowledge Transfer and Alumni Ecosystem

The company needs to have a permanent Alumni and Knowledge Transfer System to retain important technical
knowledge and foster intergenerational learning. Retired senior engineers and experienced professionals can still
contribute to the project in mentorship, technical workshop and advisory roles. It can help mitigate risks of the
loss of knowledge, enhance organizational continuity, and facilitate sustainable workforce development.

Strategic Employee Experience and Internal Culture Development

Cengiz Holding should keep creating whole employee experience systems integrating performance management,
reward systems, career development and internal communication systems. An open and collaborative
organizational culture will positively contribute to greater employee engagement, and improved employee
motivation.

Long-Term Academic and Industry Collaboration

The organization should forge long term collaboration with universities, vocational schools, NGOs and
professional organisations for building a long-term succession of talent. Together with technical competitions,
field visits, mentorship, and collaborative case camps, the relationship between education and industry can be
enhanced and innovation and workforce development can be promoted.

Digital Infrastructure and Continuous Improvement
Emphasis on Digital Infrastructure and Continuous Improvement.

It is important that the company improves their digital structures, analytics and KPI monitoring tools continuously
to support sustainable implementation. By tracking the engagement rates, recruitment outcomes, shifts in
perception, and employee retention rates, the company can continuously adjust its HR practices to achieve greater
success and enhance organizational improvement over time.

The objectives of these long-term solutions are to establish the complete integration and strategic alignment of
Cengiz Holding's human resource ecosystem with the organization, to enhance the engagement of employees, to
improve the ability to attract talent in the organization, and to raise the competitiveness of the organization in the
long run. (See Appendix 2, Table 1).
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Expected Organizational Outcomes

Improved employer perception among Gen Z
Stronger internship and recruitment pipeline
Higher employee engagement and participation
Better onboarding and mentorship effectiveness
Reduced institutional knowledge loss

e Increased long-term retention of early-career employees
4 - Conclusion

It was shown that the primary obstacle of Cengiz Holding is not the lack of human resources practices but their
poor integration, communication and visibility both within and outside the company. The company has an
excellent industrial capacity, high level of R&D investments and skilled human resources, but these are not
translated into employee experience or the perception of the employer by young people. This means that the
organization is at risk for lack of engagement, awareness, inside continuity of knowledge, and long-term talent
attraction.

The solution proposed in the project was the strategic integration of the following three elements: Strategic Young
Talent, Alumni Knowledge Transfer, and Employee Experience Program, as a whole and sustainable solution to
these issues. The proposed system is based on the principle of university partnerships, Talent Bridge Events,
mentorship activities, alumni networks, employee storytelling, and internal engagement mechanisms in a single
HR system. The project will do so in order to enhance employee involvement, boost the employer branding, keep
the institutional knowledge and build a better link between the company and the next generation of employees.

The proposed solutions do not only help enhance organizational sustainability, they also help promote long-term
economic productivity, opportunities for decent work, talent development and building genuine ties between
industry and academia. Cengiz Holding's HR practices can be integrated into a strategy for the creation of a talent
ecosystem, enhancing the organization's attractiveness as an employer and its ability to grow sustainably and
remain competitive in the long term. In this way, the program directly supports Cengiz Holding’s long-term
strategic objective of becoming a preferred workplace for both current employees and future generations of talent
(World Bank, 2020; ILO, 2020).
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Appendices

Appendix 1
Question 1: Isveren algis1 nasil iyilestirilecektir?

Answer 1: Isveren algisi, Ogrenciler ve geng profesyonellerle kurulan dogrudan temaslar sayesinde
gelistirilecektir. Universite etkinlikleri, mezunlarla kurulan baglar ve Talent Bridge programlar1 araciligiyla
sirketin sundugu firsatlar, caligma ortami ve gercek ¢alisan deneyimleri paylasilacaktir. Bu sayede hedef kitle
sirketi daha yakindan tanima firsat1 bulacak ve olumlu farkindalik olusturulacaktir.

Question 2: Akademik isbirlikleri nasil kurulacak ve siirdiiriilecektir?
Answer 2: Universiteler ve meslek liseleri ile resmi anlagsmalar yaparak giiclii bir isbirligi ag

olusturulacaktir. Bu is birliklerinin siirdiiriilebilir olmasi i¢in diizenli olarak Talent Bridge programlar
gergeklestirilecek ve kurumlarla siirekli iletisim halinde olunacaktir. Boylece uzun vadeli ve erisilebilir bir
yetenek havuzu olusturulacaktir.

Question 3: Yetenek etkilesimi ve goriiniirliik nasil artirilacaktir?

Answer 3: Yil icerisinde diizenlenecek Talent Bridge etkinlikleri sayesinde ogrencilerle dogrudan temas
kurulacak ve sirketin faaliyetleri daha goriiniir hale getirilecektir. Bu etkinliklerde yoneticilerle birebir iletisim,
proje paylasimlari ve kariyer firsatlar1 sunularak 6grencilerin sirkete olan ilgisi artirilacaktir.

Question 4: Staj basvurular nasil artirtlacaktir?

Answer 4: Staj bagvurularini artirmak i¢in mentorluk programlari, vaka c¢aligmalar1 ve iiniversitelerle yiiriitiilen
1s birlikleri aktif sekilde kullanilacaktir. Adaylarin sirketle erken asamada etkilesime geg¢mesi saglanarak hem
farkindalik artirilacak hem de bagvuru siireci daha cazip hale getirilecektir.

Question 5: Bilgi transferi nasil saglanacaktir?

Answer 5: Bilgi transferi, kidemli ¢alisanlarin aktif olarak mentorluk yapmasi, deneyimlerini paylagmasi ve vaka
caligmalar1 yiiritmesi ile saglanacaktir. Bu siire¢ sayesinde hem teknik bilgi hem de saha deneyimi yeni
calisanlara aktarilacak ve kurumsal bilgi siirdiiriilebilir hale gelecektir.

Question 6: Mezun ag1 nasil olusturulacak ve aktif tutulacaktir?

Answer 6: Mezun agi, ge¢mis c¢alisanlarin sisteme dahil edilmesiyle olusturulacak ve bu kisiler mentor,
konusmaci ve bilgi paylasimcisi olarak siirece dahil edilecektir. Diizenli iletisim ve etkinliklerle bu ag aktif
tutulacak ve hem mevcut ¢alisanlara hem de geng yeteneklere katki saglamasi saglanacaktir.

Question 7: Calisan baglilig1 ve ddiillendirme nasil artirilacaktir?

Answer 7: Calisan bagliligin1 artirmak i¢in mentorluk, bilgi paylasimi ve tiniversite etkilesimlerine katki saglayan
calisanlar icin bir 6diil ve tanima programi olusturulacaktir. Bu sayede calisanlarin bu siireclere katilimi tesvik
edilecek ve organizasyon genelinde daha yiiksek bir baglilik saglanacaktir.

Question 8: i¢ farkindalik nasil artirilacaktir?
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Answer 8: I¢ farkindalik, etkili i¢ iletisim kanallar1 kullanilarak artirilacaktir. Programlarin amaci,

faydalar1 ve calisanlara saglayacagi katkilar agik bir sekilde anlatilacaktir ve diizenli bilgilendirmeler yapilacaktir.
Boylece calisanlarin programlara katilimi ve sahiplenmesi artirilacaktir.

Question 9: Erken kariyer c¢alisanlarinin elde tutulmasi nasil saglanacaktir?

Answer 9: Yeni ¢alisanlarin sirkette kaliciligin1 artirmak i¢in onboarding stiregleri gelistirilecek, kariyer yollar
daha gorilinlir hale getirilecek ve mentorluk programlari giiglendirilecek. Ayrica galigsanlarin sirkete olan
baghiligini artiracak etkilesim ve gelisim firsatlar1 sunularak uzun vadeli istthdam desteklenecektir.

Question 10: Caliganlar neden mevcut HR sistemlerinden yeterince faydalanamamaktadir?

Answer 10: Sirket notlarina gore ¢alisanlarin bir kismi1 egitim programlarini ve gelisim firsatlarini aktif olarak
takip etmemekte ve degerlendirme siireclerine katilim diisiik kalmaktadir. Bu durum, mevcut HR sistemlerinin
degerinin ¢alisanlar tarafindan tam olarak anlasilmadigini gostermektedir.

Question 11: Gen Z’nin sirketi tercih etmemesinin temel nedenleri nelerdir?

Answer 11: Gen Z, agir sanayi ve maden sektoriinii zor ve riskli ¢alisma kosullartyla iligkilendirmekte, ayrica
sirket hakkinda digarida olusan olumsuz algilar nedeniyle basvuru konusunda ¢ekimser davranmaktadir. Bunun
yaninda, gencler sirketin sundugu gercek kariyer firsatlarini yeterince bilmemektedir.

Question 12: Sirketin dis employer image problemi nedir?

Answer 12: Cengiz Holding disarida c¢evresel elestirilerle iliskilendirilen ve kamu projeleri {izerinden
degerlendirilen bir sirket olarak algilanmaktadir. Bu algi, sirketin gercek faaliyetleri ve sundugu firsatlarla
ortiismemektedir ve diizeltilmesi gereken bir imaj farki olusturmaktadir.

Question 13: Turnover neden bir problem olarak gérilmemektedir?

Answer 13: Sirket notlarina gore Cengiz Holding’de turnover orani diisiiktiir ve uzun siireli calisan sayisi fazladir.
Bu nedenle turnover bir problem olarak degil, aksine belirli 6lciide artirilmasi gereken bir durum olarak
degerlendirilmektedir.

Question 14: Bilgi kayb1 riski neden 6nemlidir?

Answer 14: Uzun yillardir ¢alisan deneyimli personelin ayrilmasi durumunda teknik bilgi, saha deneyimi ve
kurumsal hafiza kaybolma riski bulunmaktadir. Bu nedenle bilgi transferi stratejik bir ihtiyactir.
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Appendix 2

Resource Category

Estimated Cost (USD)

Description

Logistics & Travel

$12,000

Covers the organization of 4
Talent Bridge Events and
partnership activities
(seminars/workshops) across
15 institutions (SMART
Goals 2 & 3).

Case Camp & Technical
Training

$7,000

Resources for the multi-day
Cengiz Case Camp,
including technical materials
and prep guidance for
students and mentors (Phase
5).

Digital Infrastructure

$6,000

Development of the Alumni
Database and tracking
systems for recruitment

integration and monitoring
(Phase 2 & 8).

Recognition & Rewards

$5,000

Formal appreciation awards,
certificates, and visibility
materials for mentors,

speakers, and case judges
(Phase 6).

Total Annual Investment

$30,000

Budget efficiency is
achieved by utilizing.

Table 1: Budgeting
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Table 2: Responsibility Matrix Summary

RESPONSIBILITY AND ACCOUNTABILITY MATRIX (RACI FRAMEWORK)

2]

FUNCTION /
DEPARTMENT

R
RESPONSIBLE
(Do the Work)

A
ACCOUNTABLE
(Owns the Outcome)

%)

(o}
CONSULTED
(Provides Input)

|
@ o INFORMED
(Kept Updated)

[ 2
T

-
-
A

21N

1. HUMAN RESOURCES
DEPARTMENT

(Responsible & Accountable)

2. CORPORATE
COMMUNICATIONS
(Responsible)

3. INFORMATION
TECHNOLOGY
DEPARTMENT
(Responsible)

4. OPERATIONS /

TECHNICAL UNITS
(Consulted & Responsible
for Input)

5. EXTERNAL RELATIONS /
UNIVERSITY COORDINATION
(Responsible & Consulted)

6. TOP MANAGEMENT
(Accountable & Informed)

R - Responsible
(Do the Work)

Leads project execution
Manages talent programs,
mentoring & alumni systems
Coordinates university
partnerships & initiatives
Tracks KPls and program
performance

HR Director /
Talent Management Lead

Develops content & storytelling

Manages LinkedIn campaigns

& employer branding =
Promotes university events

and talent programs.

Ensures consistent messaging

Provides technical infrastructure

Provides analytics & reporting

tools -
Ensures system integration

(e.g., Cloudofix, platforms)

Supports data tracking

Provide technical content &

engineering stories

Participate in events & workshops -
Support mentorship & knowledge

transfer activities

Validate technical accuracy

Manages university & vocational
school partnerships
+ Organizes talent bridge events, =
seminars, field visits
Coordinates external engagement
& early talent programs

+ Provides strategic direction
= + Approves resources & major decisions
+ Oversees overall program impact

C - Consulted
(Provides Input)

I - Informed
(Kept Updated)

A - Accountable
(Owns the Outcome)
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Corporate Communications
Information Technology
Operations / Technical Units
External Relations /
University Coordination

Top Management

Human Resources
Operations / Technical Units

Top Management
External Relations /
University Coordination

Human Resources

. Top Management
Corporate Communications

Human Resources
Corporate Communications

External Relations /
University Coordination

Top Management

Human Resources

Corporate Communications Top Management

Operations / Technical Units

Human Resources * All Departments

This matrix clarifies who is responsible for what,
ensuring accountability, collaboration and
effective implementation of the program.




Table 3: Timeline and Milestones

Phase Months | Key Setup | Execution Milestones
Activities & Results

1. Foundation 1-3 Establish an HR | Launch an | Milestone 1: Infrastructure
project team and | internal finalized and targets approved.
define Cross- | awareness
departmental campaign
KPIs. and audit

existing
systems.

2. Network 4-9 Identify 15 partner | Sign formal | Milestone 2: 15 Partnerships
institutions and | MoUs and | established and alumni active.
develop an alumni | activate the
database. faculty

referral
system.

3. Engagement 10-12 Design Execute 4 | Milestone 3: 4 major events
storytelling Talent completed; perception measured.
sessions and Case | Bridge
Camp technical | Events and
topics. collect

student
feedback.

4. Scaling 13-18 Match Launch Milestone  4:  Recruitment
mentors/mentees Case Camp | pipeline strengthened.
and set up the | and
recruitment integrate
pipeline. high-

potentials
into
internships.
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5. Impact

19-24

Implementation of
career maps and
internal  mobility
pathways.

Evaluate 0-
3 year
retention
rates and
refine  the
program.

Milestone 5: Stabilization of
early-career retention achieved.
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Nestlé, Marketing Problems

Proje Ekibi: Suits

Grup Uyeleri : Maham Fatima, Khadijah Tuz Zahra, Aiman Batool, Rahem Awan, Abdullah Ahmad Rajwana,
Muhammad Bilal Akhtar Soomro

Sirket Damismani: El¢cin Kocaman Akademik Danisman: Feray Tuncalp

Koordinatéor Damisman: Rasim Serdar Kurdoglu

OZET

Bu rapor, Nestlé Tiirkiye'nin saha satis ¢alisanlar1 arasinda dijital ve yapay zeka araglarmin diisiik benimsenmesi
sorununu ele almaktadir. Sorunun kok nedenleri; ¢alisanlarin yapay zekaya yonelik diisiik motivasyonu, genel
nitelikli egitim programlari, merkez ile saha ekipleri arasindaki iletisim kopuklugu ve yogun calisma temposu
olarak belirlenmistir. Bu dogrultuda onerilen Satis Odakli Yapay Zeka Entegrasyon Cercevesi; mobil uyumlu
mikro 08renme modiilleri, satisa 6zgii kullanim senaryolari, Satis Yapay Zeka Elgisi ag1 ve performans
degerlendirmelerine entegre KPI'lar araciligiyla davranissal, yapisal ve organizasyonel engelleri bittincul bir
yaklagimla ¢ozmeyi hedeflemektedir. Dort aylik pilot uygulama ve ardindan gerceklestirilecek tam olgekli
yayginlastirma asamalarindan olusan plan, net hesap verebilirlik yapilar1 ve stirekli geri bildirim dongiileriyle
desteklenmektedir. Cergevenin hayata gegirilmesiyle satis verimliliginin artmasi, miisteri i¢gorii kapasitesinin
glclenmesi ve Nestlé Turkiye'nin dijital rekabet gucuniin yikselmesi éngdrulmektedir.

Anahtar Kelimeler: Dijital Doniisiim, Yapay Zeka Benimsemesi, FMCG, Saha Satis Y6netimi, Mikro Ogrenme,
Degisim Y Onetimi
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1. Company Background

Nestlé began in 1866 as the Anglo-Swiss Condensed Milk Company in Switzerland. In 1867, Henri Nestlé
developed a baby formula, which marked a breakthrough, and by 1905, the two companies merged to form the
Nestlé group (Nestlé, n.d.). By this time, Nestl¢ sold products across four continents. Today, Nestl¢ is the world’s
leading nutrition, health, and wellness company, with the mission of “Good Food, Good Life” (Nestl¢, n.d.). The
company aims to provide consumers with the best tasting, most nutritious choices in a wide range of food and
beverage categories and eating occasions. Nestlé operates in Tiirkiye through Nestl¢ Tiirkiye Gida Sanayi Anonim
Sirketi, fully controlled by Nestlé S.A. (Nestlé S.A., 2025). Nestlé Tirkiye operates across nine main product
categories: coffee, waters, Nestlé Professional, confectionery, infant nutrition, petcare, medical nutrition, cereals,
and beverages. Its products reach 9 out of every 10 households in Tirkiye (Nestlé Economic Value Report
Turkiye, 2025).

2. Problem Description
Nestlé Turkiye is focused on an organizational push towards digital transformation and has significantly invested
in Al tools, such as Microsoft Copilot and NesGPT. The data for the marketing and sales department of Nestlé
Turkiye shows that although Al adoption has improved among the field sales employees, the intensity (total
volume of prompts sent by users) is well below the year-end benchmark set by Nestlé. Additionally, internal
observations show that marketing and sales remain behind as the number of prompts generated do not meet the
targeted volume (Exhibit 1).

The core problem is: “Nestlé is facing friction in integrating digital transformation and Al tools to build a more
efficient sales workforce.” The problem can be analyzed across three pillars:

i. Sales Operational Management

The main challenge Nestlé faces arises from the mindset and motivation of the field sales employees. They often
view digital learning as an added workload rather than a professional benefit. They think that Al learning is not
for them and will not help them improve sales. Additionally, because of the nature of their responsibilities, field
employees are on the road and traveling constantly, so they do not have time to keep track of the announcements
about the Al webinars and training posted on the company platforms.

Moreover, sales management involvement in digital transformation efforts appears limited at this stage. Without
visible leadership motivation, participation in these initiatives may be perceived as a lower priority by field sales
employees. This gap limits the company's efforts to create a technology-skilled workforce.

ii. Organization Management

Nestlé's organizational strategy emphasizes that true digital transformation requires a cultural change that
maximizes employee potential and builds a digital mindset. Currently, there are challenges in reaching field
employees consistently and in tracking engagement across internal platforms. Participation in digital fairs and
broader training initiatives is lower than desired, partly because the relevance of Al tools is not yet sufficiently
clear to all sales employees. Due to the underutilization of digital tools and platforms, the organization as a whole
is making slower progress towards its goal of leveraging technology to create a more efficient, agile, and effective
organization.

Moreover, Al is not translated well into the field work, and the field-to-HQ loop could be strengthened. As a
result, management may have limited visibility into the real-time needs and constraints of field sales teams. A
more tailored communication approach may be needed for field environments, where sales teams operate under
distinct time constraints and operational pressures.

iii. Customer Experience and Marketing
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Beyond productivity, Al serves as a bridge to deeper customer insights. Al can help sales field employees achieve
the end goal of satisfying the customers by achieving a superior understanding of the customer. Furthermore, Al
can empower the marketing team to unlock personalized engagement opportunities. This demonstrates that digital
transformation delivers a dual impact: driving internal operational excellence while enhancing external consumer
relationships.

There are four main root causes behind the low adoption of Al among the sales field employees (Exhibit 2).
Firstly, some field sales employees may not yet perceive a clear day-to-day value in Al usage, and training may
be seen as an additional workload unless supported by clear incentives or relevance. Secondly, the training
programs will become more beneficial if they are made field-friendly with specific sales-related use cases to
demonstrate the benefits of Al tools. In addition, stronger visible support from sales management could further
encourage the use of Al tools. Thirdly, because webinars are not always tailored to sales-specific needs, some
field employees may find it difficult to relate Al usage directly to their roles. Lastly, sales field employees work
in a high-pressure environment with limited time for learning, which can make immediate commercial priorities
take precedence over long-term skill development. As a result, participation in Al webinars and day-to-day use
of Al tools may remain limited.

Overall, this challenge may reduce the value captured from digital investments, slow decision processes, limit the
conversion of raw data into actionable insights, and weaken competitive responsiveness.

3. Recommended Solutions

To address the barriers to Al adoption of Nestlé Turkiye's field sales employees, two alternative solutions were
developed. These solutions were evaluated based on their feasibility, scalability, and organizational impact. The
analysis shows that while both alternatives offer value, they differ significantly in depth of transformation and
long-term effectiveness.

Following this evaluation, Solution 1: Sales-Oriented Al Integration Framework is identified as the best solution
due to its ability to address Al adoption at the behavioral, structural, and organizational levels. Solution 2: The
Field-Embedded Al Adoption Framework is considered a supporting alternative with more limited long-term
impact.

Best Solution: Sales-Oriented Al Integration Framework

The framework is designed as a comprehensive organizational transformation model. It focuses on embedding
Al into field sales employees' daily workflows while also strengthening managerial accountability and cross-
functional coordination. The framework is built on three interconnected pillars: Sales Operational Management,
Organization Management, and Customer Experience and Marketing.

Pillar 1: Sales Operational Management

The first pillar of the problem focuses on the mindset, motivation, and constraints of field sales employees. Due
to the nature of their work, Al learning is sometimes perceived as additional workload and secondary to core
responsibilities. Frequent travel can also make it difficult to engage consistently with announcements posted on
internal platforms. Additionally, stronger involvement from sales management is required to help signal that
digital adoption is a strategic priority.

To address this, the solution introduces mobile friendly modules (5-10 minutes) that are built around sales use
cases (Exhibit 3), such as using Microsoft Copilot to prepare for a customer visit or summarizing retail feedback
on the go. The solution removes the time and accessibility barriers that currently reduce participation.
Communication about these trainings will also be altered by using simplified messages targeted specifically at
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sales field employees, for example, slogans such as "Al in 5 minutes: Work Faster, Sell Better" and "Empower
your team with Al (Exhibit 4).

A critical component of this pillar is the introduction of Sales Al Ambassadors from the sales department. While
digital Al ambassador roles exist in other departments, a comparable structure does not yet appear to be in place
for sales (Exhibit 5). The solution formally increases the role of sales management in supporting Al adoption.
Digital Al ambassador(s) would help strengthen engagement among sales field employees and reinforce digital
transformation as a shared operational priority. This shift is an important factor because when direct sales
ambassador(s) will monitor and encourage tool usage, the employee behavior will change more reliably than
when the push comes from centrally led communication alone.

Pillar 2: Organization Management

The second pillar addresses the structural disconnect between field sales teams and the Digital Transformational
Office (DTO). At present, there is limited two-way communication, making it difficult for headquarters
sometimes to understand field-level challenges or adjust digital initiatives accordingly. Additionally, the one-
size-fits-all communication approach may not take into account the distinct pressures and working nature of sales
field employees, which may slow down the organization's progress toward its goals.

Digital Al ambassador(s) will not only help in encouraging sales field employees to use the digital tools, they will
also act as a permanent bridge between the Digital Transformation Office and field sales teams. With their help,
an upward feedback loop will be established, consistently reporting the friction points, tool adoption barriers, and
employee concerns back to the DTO. This will help develop a more efficient, two-way communication channel.
This is already present for other departments as Al Ambassadors stay in close contact with the DTO, however the
sales department may face communication gap due to the absence of these ambassadors.

Pillar 3: Customer Experience and Marketing

The third pillar ensures that Al adoption is directly linked to customer outcomes and business performance. One
of the main reasons for low engagement with Al is the lack of a visible connection between Al usage and real
sales results. To address this, the framework shows sales field employees how Al adoption directly leads to
customer-related outcomes. The solution shows Al-driven customer insight generation as a core use case,
demonstrating to field sales employees that tools like NesGPT and Copilot can help them understand customer
preferences, tailor their approach, and make faster, better informed decisions and recommendations. When field
employees can see a direct link between using Al and achieving better sales results with their customers, the
perceived value of adoption becomes concrete and personally meaningful, which is the most powerful motivator
available in a rigorous sales environment.

Furthermore, by enabling the marketing team to unlock personalized engagement opportunities through customer
data analyzed by Al, the solution creates a reinforcing cycle: the more field employees use Al tools in their
customer interactions, the richer the data available to Nestlé, and the more targeted and effective the resulting
marketing strategies become. This dual impact of both operational efficiency internally and enhanced customer
relationships externally is what makes solution 1 not just an employee training initiative, but a genuine business
growth strategy.

Alternative Solution: Field-Embedded Al Adoption Framework

The solution is built on a decentralized innovation, shifting the driver of digital transformation from the head
office to the field employees. It will treat Al as a professional tool, financially rewarded, and integrated into a
field sales employee's mobile workflow. It will shift the focus of Al usage from a mandate from the office to an
efficient tool in the pocket. A strong, self-sustaining efficiency ecosystem will be created by empowering the field
employees with a premium Al tool.
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Instead of sitting through webinars and training programs on the benefits of Al use, field sales employees will be
given the licensed version of Microsoft Copilot as their primary work tool. Providing them with the premium
version of Copilot will address the current lack of engagement with free tools by offering more advanced,
integrated features, thereby increasing the perceived value of Al. It will turn the long hours of manual work into
productive, efficient work, while learning and integration occur between store visits or in the car. Field employees
can use the licensed version of Microsoft Copilot to leverage its advanced Al features. For example, while drafting
a report in Excel, sales field employees can use the licensed Copilot chat feature that allows them to complete a
task within seconds, without creating a separate file as in the free Copilot version. This will allow the users to be
more efficient with their work, with higher usage limits, and save time simultaneously.

Moreover, to further motivate employees to integrate Al into their daily routine, a financial incentive will be
provided to the field employees. If a field employee demonstrates that they have successfully automated a manual
task with Copilot, they can get a monthly cash bonus as a financial reward for Al adoption.

To make this solution measurable and effective, the primary KPI shifts from attendance to "minutes saved per
visit" using the time recovery index. Other KPI measures include average report completion time, license
utilization rate, document retrieval rate, and compliance adherence rate, to ensure the use of the license aligns
with corporate standards and ensures employee productivity. As sales field employees become more comfortable
with Al, they can use it for their daily tasks, improving efficiency and customer experience.

Final Recommendation and Justification

Based on the comprehensive evaluation, the Sales-Oriented Al Integration Framework is identified as the best
solution for Nestlé Turkiye. While the alternative solution, Field-Embedded Al Adoption Framework, offers
faster initial adoption through direct tool access and financial incentives, it primarily addresses surface-level
engagement. It does not resolve the underlying structural and behavioral barriers that limit Al integration.

On the other hand, the best solution: Sales-Oriented Al Integration Framework provides a long-term
transformation approach by embedding Al into daily workflows, strengthening managerial accountability,
establishing Sales Al Ambassadors, and creating a continuous feedback loop between field teams and the DTO.
It links Al adoption directly to both sales performance and customer value creation. The implementation of the
solution is projected to start in July 2026, with the pilot phase to establish sales-specific use cases and base metrics,
followed by the second phase starting in November 2026 and ending in June 2027, covering national recruitment
of Al Ambassadors and formal integration into the performance system (Exhibit 6).

Overall, the Sales-Oriented Al Integration Framework is recommended as the best solution as it effectively
resolves the structural and behavioral barriers to Al adoption and establishes the foundation for sustained digital
transformation in the field sales teams.

4. Conclusion

To conclude, Nestlé Tirkiye is currently addressing a significant challenge of low Al adoption among field sales
employees. Although Nestlé has invested in tools such as Microsoft Copilot and NesGPT, further work is needed
to embed these technologies consistently into the daily routines of sales teams. This adoption gap may also be
influenced by the generic design of current training programs and by communication challenges between the
Digital Transformation Office and sales employees. As a result, it may limit sales team efficiency and reduce the
organization’s ability to translate raw data into actionable insights and capture deeper customer understanding.

Our proposed solution, the Sales-Oriented Al Integration Framework, offers a complete path forward to tackle
this challenge, addressing all the behavioral, structural, and organizational factors that lead to low Al adoption
among field sales employees. The framework suggests short, mobile-first, sales-specific training modules,
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removing the barriers of time and accessibility that field employees face, showing them the benefits of Al tools
through real-life use cases. Moreover, the solution emphasizes active involvement of sales management and
assigns Sales Al Ambassadors to facilitate two-way communication between headquarters and field sales
employees. Furthermore, it also connects Al usage to customer outcomes and business results, turning Al from
an underused tool to a driver of productivity, customer engagement, competitive advantage, and growth.
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Intensity Trend (Total Prompts)

@M365 Copilot @ Copilot Chat @MNesGPT @ Year-end Benchmark > Monthly Glide Path ? Help
P = g o EmPE P O AP P N R P e P e e = = ey
729K
5.61K
247K 268K 309K 276K 139K LI 21
0.B4K 099K 1.73K . . 6K
— — = m = B = I
2025-04 2025-05 2025-06 2025-07 08  2025-09 2025 2025-11 2025
Exhibit 2:
People Training & Process
Sales teams do not fully recognize the No field-friendly
value of Al to improve sales performance trainings

Low willingness to engage with Not enough sales-related
new transformation initiatives use cases

Lack Of incentives to motivate No current Strategy to Push Al
the sales field employees \ tools through sales management PROBLEM:
\ Low Awareness &

\
il Ivvolvement in Digital
Generic messages Heavy workload & travel Transformation & Al

No sales-specific content / Limited learning time /

Communication gap biw / Rigorous sales environment /

leads them to only prioritise

field and HQ sales benchmark
/ 7
Content & Communication Work Environment
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Exhibit 3:

Outlook'ta Microsoft Copilot — Saha Satisi Kullanim Senaryosu

Temsilci: Mehmet Y., Saha Satis Temsilcisi, Ankara Bolgesi - Gunde 6 musteri ziyareti - Copilot erisimi: mevcut ancak kullanilmiyor

Sure Cozum — Copilot komutu ve

Gorev Sorun — Copilot olmadan Gunluk etki

karsilastirmasi ciktisi

Komut:

“Bu musteriye son 3 aydaki
yazismalarimi ozetle. Acik sikayetleri,
siparis gecmisini ve bir sonraki

d adimlari listele."

3 dk Cikti:

Saniyelerde musteri brifing hazir: son

Gorev 1 Mehmet, her musteri

Ziyaret oncesi ziyaretinden once eski e-

hazirlik postalari manuel olarak arayarak
20 dakika harciyor ve cogu
zaman hazirliksiz gidiyor.

20 dk

manuel e-posta arama 17 dk tasarruf

her ziyaret hazirliginda

6 kat daha hazirlikli

Copilot ozeti iletisim, acik konular, son siparis ve
onerilecek urunler.
Gorev 2 Mehmet her ziyaretten sonra Komut:
Ziyaret sonrasi rapor ~ "aporu sifirdan yaziyor — "Bu ziyaret notlarini yapilandirilmis
sonraki musteri onunde park 18 dk rapora donustur: musteri adi,
halinde 18 dakika harcaniyor. il gorustulen konular, kararlastirilan 16 dk tasarruf
v aksiyonlar, takip tarihi." her raporda
Cikti: Gunde 6 rapor
2 dk Musteri adi, konular, aksiyon otomatik

maddeleri ve takip tarihi iceren
yapilandirilmis rapor — gondermeye

ses notu -> Copilot

hazir.
Gorev 3 Mehmet gunde 4 takip e- Komut:
Musteriye takip e- postasini manuel yaziyor — her "Bugunki gorusmede
postasi biri 12 dakika, toplam 48 dakika 12 dk kararlastirdiklarimizi ozetleyen ve

planogrami 3 gun icinde
gonderecegimi belirten nazik bir takip
2 e-postasi yaz."

90 sn Cikti: Ayni gun yanit
Profesyonel takip e-postasi 2

dakikadan kisa surede hazirlanip
gonderiliyor.

gun sonu admin suresi. manuel yaziliyor

42 dk tasarruf

gunde 4 e-postada

Copilot taslagi

Gunde +2 ekstra musteri

75 dk ziyareti mumkun.
temsilci basina gunluk Yeni uygulama veya egitim suresi
tasarruf gerekmiyor — Copilot zaten
Outlook'ta mevcut.

3 gorevdeki 90 dakikalik gunluk

admin suresi 15 dakikanin altina

75 dk/gun
Gunluk toplam iniyor.

= ayda ~25 saat
temsilci basina kazanilan sure

Not: Sure tahminleri, FMCG saha satisi admin gorevlerine iliskin sektdr kiyaslama verilerine dayanmaktadir.

Use Case Example - Turkish
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Microsoft Copilot in Outlook — Field Sales Use Case

Representative: Mehmet Y., Field Sales Rep, Ankara Region - 6 customer visits/day - Copilot access: available but unused

Solution — Copilot prompt &

Task Problem — without Copilot | Time comparison e Daily impact
Task 1 Mehmet spends 20 min Prompt:
Pre-visit briefing manually searching old emails 20 min "Summarise my last 3 months of
before each customer visit, often emails with this customer. List open
arriving unprepared. [HapuaiSearch complaints, order history, and next 17 min saved
b steps.” per visit prep
3 min Output: 6x better informed
Customer brief ready in seconds: last
Copilot summary contact, open issues, last order,
suggested talking points.
Task 2 After each visit Mehmet writes a Prompt:
Post-visit report full report from scratch — 18 18 min "Turn these visit notes into a
min parked in a car park before ' structured report: customer name, 16 min saved
the next call. written from scratch | yopic5 discussed, agreed actions,
d follow-up date." per report
o . 6 reports/day auto-
2 min utput:
Structured report with customer drafted
voice note > Copilot  name, topics, action items, and
follow-up date — ready to send.
Task 3 Mehmet writes 4 follow-up Prompt:
Follow-up email emails per day manually — 12 12 min "Draft a follow-up email to the
min each, totalling 48 min of written manually customer confirming what we agreed 42 min saved
end-of-day admin. today and that I will send the )
2 planogram within 3 days." e iy
90 sec Output: Same-day response
Copilot draft Professional follow-up email drafted,

reviewed and sent in under 2 minutes.

90 min of daily admin reduced +2 extra customer visits
_ to under 15 min across all 3 . possible per day. 75 min/day
Daily total tasks. 75min 0 new apps or training hours = ~25 hrs/month
SRR (2 (D[R kY required — Copilot is already in recovered per rep
Outlook.

Note: Time estimates are based on industry benchmarks for FMCG field sales administrative tasks. Prompts shown in English for clarity; Turkish versions are used in practice.

Use Case Example - English
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Exhibit 4:

Viva Engage

Viva Engage

5 5 Minute Al: Work Faster, Sell Better

Ever feel like you're spending more time on
admin than actually making real sales? The

time for change has come. A quick webinar,
specifically designed for our sales team, is being
organized to show how Al can handle the "busy
work," so you can just focus on "winning."

Why You Should Follow?
» Reclaim Your Time: Learn to automate
lead preparation and follow-ups in seconds.

« Smart Selling: Use Al to identify the best
opportunities even before you get in the car.

« Empower Your Team: See how shared Al
insights are helping the entire region win
together.

Details

€& Type: Online learning module

 Time: 5-10 minutes (Work at your own pace)
& Where: [Insert Module Link]

Stop working harder. Start selling smarter.

Q Like (I Comment #> Share

Join Conversation

%7 5 Dakikada Yapay Zeka: Daha Hizli Galis,

Daha yi Sat

Hig gergek bir satig yapmaktan gok idari islere
zaman harcadi§inizi hissettiniz mi? Degisim
zamani geldi. Satis ekibimize 6zel tasarlanmis,
Yapay Zeka'nin "yogun isleri" nasil halledebilecegini
gostermek igin hizli bir web semineri diizenliyoruz,
boylece siz sadece "kazanmaya" odaklanabilirsiniz.

Neden Takip Etmelisiniz?

« Zamanimzi Geri Kazanin: Saniyeler iginde
lead hazirhigini ve takiplerini otomatiklestirmeyi
ogrenin.

« Akilli Satig: Araca binmeden once bile en iyi
firsatlari belirlemek igin Yapay Zeka kullanin.
icgoriilerinin tiim bolgenin birlikte
kazanmasina nasil yardimci oldugunu goriin.

Detaylar

& Tiir: Gevrimigi 6grenme modiilii

() Siire: 5-10 dakika (Kendi hizinizda galigin)
& Nerede: [Modiil Baglantisini Ekle]

Daha sert galigmayi birak. Daha akilli satmaya bagla.

Q Begen  (J Yorum Yap ~> Paylas

Sohbete Katil

Example communication campaigns targeted towards sales field employees

Exhibit 5:

Sales Regions

Adana Region

Ankara Region
Antalya Region

West Marmara Region
Diyarbakir Region
East Marmara Region

South Marmara Region Ras L)

2 e
Izmir Region C,-f;l;} S ," P “:
" i A
N ¢

Samsun Region

Black Sea

S
L .
y N
\‘."\J r
y
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Nestlé Tiirkive Evervday Al Ambassadors

Ambassador Ambaszador

Ambassador

Department Count

Count Count LR

Mestleé
Professional

Legal &

DTO Beverages

Operations

Nespresso

Compliance
. . Grand
Finance Marketing Total
Nestle Nestlé
Waters Nutrition

Nestlé Health
Science

Data on sales regions and Al ambassadors taken from Nestlé Turkiye’s Presentation

Exhibit 6:

Project Timeline

Select pilot regions and Develop sales-specific Launch communication Activate feedback loop and
recruit Sales Al Ambassadors micro-learning modules campaign and establish evaluate pilot results
baseline metrics

July 2026 - August 2026 August 2026 - September 2026 September 2026 — October 2026 October 2026 - October 2026

w o ?

Execute launch through Recruit and onboard Sales Revise materials and
Sales Management Al Ambassadors nationally expand module library

January 2027 - February 2027 December 2026 - January 2027 November 2026 — December 2026

? ? ’

Formally integrate Al adoption Institutionalize feedback loop and
into performance evaluations conduct year-end review

March 2027 - April 2027 May 2027 - June 2027
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Pension Monitoring Center (Emeklilik Gozetim Merkezi), Marketing Problem

Proje Ekibi: RetireSmart

Grup Uyeleri: Zeynep Su Arikan, Bilgehan Aydogmus, Emir Batak, Nil Duru Cil, Ashi Kocadagistan, Yasmin
Damanehkouh Sorkhabi

Sirket Damismanlari: Hicran Aktas Cosar, Samet Ozben, Mukaddes Gizem Korur, Yasemin Yiiksel Cuhadar
Kitle, Ege Kacar

Akademik Damisman: Saurabh Shinde

Koordinator Danisman: Ceren Aydogmus

OZET

Bu proje, Emeklilik Go6zetim Merkezi tarafindan gelistirilen BES Mobil uygulamasinin smirli kullanici
penetrasyonu sorununa odaklanmakta; kullanict kazanimimi ve uygulama ig¢i etkilesimi artirmaya yonelik
pazarlama odakli stratejiler gelistirmeyi amaglamaktadir. BES Mobil genis bir kullanici tabanina ulagma
potansiyeline sahip olmasina ragmen, pazarlama stratejisinin yeterince olgunlagsmamis olmasi ve kullanicilarin
biiylik cogunlugunun pasifligi bu potansiyelin tam olarak degerlendirilememesine neden olmaktadir. Bu durum,
uygulamada sunulan fonksiyonlarin kullanimini, kullanict motivasyonunu ve uzun vadeli platform degerini
siirlandirmaktadir. Proje kapsaminda farkindalik stratejisi, etkilesim odakli pazarlama ve gelir modeli stratejisi
degerlendirilmistir.

Anahtar Kelimeler: BES Mobil, Kullanic1 Etkilesimi, Finansal Okuryazarlik, Pazarlama Stratejisi,
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1. Company Background

Tirkiye’s Individual Pension System, established in 2003, is a long-term individual savings and investment
system designed to help individuals build retirement savings and maintain their living standards after leaving the
workforce. The system encourages regular contributions during an individual’s working life, supported by
government incentives, and aims to convert these savings into long-term pension income. It consists of two main
components: the Voluntary Individual Pension System and the Automatic Enrollment System, which
automatically includes eligible employees in pension schemes. Over time, the system has expanded significantly
in terms of both participant numbers and total fund size, becoming an important pillar of Tiirkiye’s retirement
and savings ecosystem.

The Pension Monitoring Center (PMC), known in Turkish as Emeklilik Gozetim Merkezi (EGM), operates within
Tiirkiye’s individual pension ecosystem as a central and neutral infrastructure actor. Unlike individual pension
companies, PMC does not compete for customers through proprietary financial products. Instead, it supports the
secure, transparent, and efficient functioning of the pension system by consolidating information, monitoring
system operations, and improving participant access to pension-related data. Within this institutional structure,
unlike proprietary pension company applications BES Mobil functions as a neutral consolidated digital interface
through which users can monitor pension contracts, contribution histories, government contribution benefits, fund
information, and retirement-related indicators.

The broader industry context makes BES Mobil strategically important. Tiirkiye’s individual pension system has
grown through government contribution incentives, automatic enrollment, increasing digitalization, and rising
interest in long-term savings. The system includes Individual Pension System participants, Automatic Enroliment
System participants, pension companies, portfolio management companies, regulators, and public institutions.
BES Mobil’s distinctive position comes from its neutrality: while pension companies’ applications generally show
only their own customers’ accounts and may include commercial cross-selling, BES Mobil can provide a
company-independent overview across providers. This gives the platform the potential to become a trusted central
dashboard for pension awareness and long-term savings behavior.

However, despite its institutional importance, BES Mobil has not yet achieved sufficient user reach. Within this
context, the project focuses on a marketing and communication challenge aimed at expanding the application’s
visibility, increasing adoption among target user groups, and improving sustained user interaction. The main
objective is to design innovative, user-centered marketing strategies, digital communication plans, and campaign
approaches that can enhance awareness of the application, support the growth of the individual pension system,
and strengthen participant loyalty. In addition, leveraging application usage data to develop data-driven decision-
making mechanisms is considered essential for enabling sustainable growth.

2. Problem Description

The core problem is the absence of a data-driven communication and growth strategy that addresses diverse
participant segments, enhances user loyalty, and ensures sustainable development of the application.

The project therefore focuses on analyzing user behavior, creating meaningful segmentation, benchmarking
against similar applications, and designing innovative marketing and digital communication strategies to increase
awareness, adoption, and long-term engagement with BES Mobil.

The first root cause is an insufficient marketing and value communication strategy. Users may be aware of BES
Mobil as an account-checking tool, but they are less likely to understand the practical value of features such as
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government contribution tracking, fund performance visibility, savings history, and retirement projections. When
these functions are not clearly communicated, the application is reduced in users’ minds to a passive balance-
checking interface. As a result, registered user numbers may overstate the platform’s true market impact because
reach does not automatically create depth of usage.

The second root cause is limited user engagement, which directly constrains BES Mobil’s marketing and organic
growth potential. In the context of pension systems, low engagement is not unexpected, as retirement is a distant
goal, contributions are largely automated, and users have limited need for frequent interaction. However, from a
marketing perspective, this creates a critical limitation: without regular touchpoints, the application cannot
generate strong word-of-mouth effects, reinforce brand recall, or increase organic visibility in users’ daily lives.
The lack of repeated interaction reduces the likelihood that users will recommend the application to others or
mention it in everyday financial discussions, which weakens BES Mobil’s ability to scale through behavioral-
driven marketing channels. In this sense, engagement is not only a product metric, but also a core driver of
awareness, acquisition, and overall market penetration.

The third root cause is the lack of a structured revenue-generating system. BES Mobil currently functions
primarily as an informational and transactional pension tracking platform, without a clearly defined mechanism
to generate additional value from its user base. This limits the development of complementary services,
monetizable features, and ecosystem-based growth opportunities. From a marketing and growth perspective, this
also restricts the platform’s ability to scale its positioning, as sustainable revenue models are often linked to
stronger brand expansion, higher investment capacity in user acquisition, and broader market visibility. Therefore,
the absence of a revenue-generating system is not only a financial limitation, but also a constraint on BES Mobil’s
long-term growth and market expansion potential.

The issue has implications for multiple stakeholders. Users are affected as limited visibility reduces access to
information that could support better long-term financial decisions and retirement awareness. The organization
faces constraints in marketing effectiveness, user acquisition, and brand growth due to weak organic reach.
Pension institutions and public stakeholders are also impacted, as reduced platform visibility limits the
effectiveness of financial awareness efforts and weakens the overall impact of the pension system. As a result,
the challenge should be seen not only as a platform issue, but as a broader limitation on marketing reach and the
effectiveness of a key public-facing financial service.

3. Recommended Solutions

Three strategic alternatives were evaluated: an Awareness Strategy, Engagement-Driven Marketing, and a
Revenue Stream Strategy. While all three alternatives contribute to BES Mobil’s long-term growth, the
recommended solution is Engagement-Driven Marketing, supported by selected awareness activities and later-
stage revenue opportunities.

3.1. Awareness Strategy

The Awareness Strategy addresses BES Mobil’s limited market penetration by increasing visibility across both
institutional (B2B) and consumer (B2C) channels, with the primary objective of driving downloads and improving
overall market awareness.

On the B2B side, BES Mobil can be embedded into the existing pension ecosystem through e-BEAS training
programs, onboarding materials, and certified representative education processes. By integrating the application
into these existing communication and training structures, certified pension representatives become a natural and
trusted distribution channel, introducing BES Mobil directly during user interactions and consultations.
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A press and launch strategy further supports institutional credibility by positioning BES Mobil in business,
finance, and technology media as a reliable pension visibility and tracking platform. This helps build trust and
strengthens perceived legitimacy, which is critical in financial services adoption.

On the B2C side, awareness is driven through segmented social media strategies, where each platform serves a
different purpose and audience. Short-form content focuses on making pension topics more understandable for
younger users, while more professional platforms emphasize credibility and financial clarity. Educational content
can also be used to explain basic pension concepts and the value of tracking contributions and funds.

To expand reach further, a university ambassador program can be implemented by selecting and certifying student
ambassadors who promote BES Mobil within campuses. This targets younger users and early-stage IPS
candidates, increasing awareness before pension relevance becomes immediate and building early familiarity with
the platform.

Finally, App Store Optimization (ASO) strengthens organic discovery by targeting high-intent search terms such
as “Individual Pension System,” “fund tracking,” and “retirement calculator”, capturing users who are already
actively searching for pension-related solutions.

Overall, the strategy combines institutional integration, segmented digital communication, campus-based peer
influence, and search optimization to increase downloads and visibility in a cost-efficient way.

3.2 Engagement-Driven Marketing

The primary objective of this approach is not product redesign, but market expansion. The focus is to increase
BES Mobil’s awareness, daily relevance, and ultimately its download rate by strengthening word-of-mouth effects
and encouraging organic user sharing in everyday life.

A key lever of this strategy is gamification, designed not as entertainment, but as a habit-forming engagement
mechanism that increases repeat usage and social visibility of the application. Within this framework, a badge
system can be used to reinforce both behavioral consistency and long-term financial progress. Two main types of
badges can be implemented. Habit-based badges reward simple engagement behaviors such as first login, weekly
check-ins, regular app usage, or reviewing pension updates. These are designed to create routine interaction and
increase the frequency of app visits. In parallel, financial achievement badges recognize meaningful progress such
as consistent contribution behavior, savings milestones, or long-term participation continuity. This structure helps
users perceive progress in a simple and motivating way without turning the platform into a competitive or
judgmental environment.

Another core component is behavioral nudges and personalized notifications, which act as continuous re-
engagement triggers. These nudges can include updates like contribution confirmations, monthly savings progress
summaries, or reminders encouraging users to revisit their pension overview. The goal is to create timely and
relevant touchpoints that bring users back into the application naturally, without overloading them or creating
notification fatigue.

Together, gamification elements and behavioral nudges increase daily relevance, strengthen habitual usage, and
enhance perceived value. As users interact more frequently with BES Mobil and share their progress or
experiences informally, the application becomes more visible in everyday conversations. This dynamic supports
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word-of-mouth-driven growth, which ultimately contributes to higher awareness, stronger organic acquisition,
and increased download rates.

3.3 Revenue Stream Strategy

The Revenue Stream Strategy includes options such as a premium subscription model and advanced financial
courses. Revenue generation is proposed for long-term operational sustainability and institutional resilience —
not profit maximization. Even the commercial dimension of this strategy is impact-driven: every course
completed produces a more capable, financially literate participant and reduces dependence on public funding.
Premium services and educational content will only become valuable if users already perceive strong value in the
platform and interact with it actively. For this reason, monetization depends on solving the engagement problem
first.

3.4 Implementation Plan

The recommended implementation strategy is structured around a phased marketing and growth roadmap
designed to increase awareness, strengthen user engagement, and support the long-term sustainability of BES
Mobil. In the first phase, the focus should be on awareness generation through both B2B and B2C marketing
strategies. On the B2B side, BES Mobil can be integrated into pension system-related educational and
institutional environments, such as sector committees, training programs in e-BEAS system, and professional
development initiatives, in order to create organic visibility within the broader pension ecosystem. On the B2C
side, the strategy should emphasize a comprehensive digital and social media presence supported by platform-
specific content planning, awareness campaigns, and university-focused initiatives such as campus engagement
activities.

The second phase should focus on increasing user interaction primarily to strengthen word-of-mouth marketing
and organic user acquisition. Gamification systems, achievement-based badges, and behavioral analysis tools can
be implemented to encourage more frequent application usage, social sharing, and participant-driven promotion
of the platform. UX testing in Phase 2 may begin before Phase 1 is fully complete, allowing for parallel workflow
optimization. Rather than focusing solely on engagement metrics, this phase aims to transform active users into
voluntary advocates who contribute to the organic expansion and visibility of BES Mobil within their social and
professional circles.

In the final phase, BES Mobil can expand its long-term value proposition by introducing additional revenue-
generating services within the application ecosystem. Subscription-based premium features and advanced
financial literacy or investment-related educational content may provide new revenue streams while
simultaneously supporting users’ financial awareness and long-term retirement planning behaviors.

4. Conclusion

BES Mobil’s growth challenge is not solely related to application functionality, but rather to limited market
visibility, insufficient user awareness, and the absence of a strong communication strategy. Although the
application possesses a unique institutional advantage through its neutral, centralized, and ecosystem-wide
structure, this potential cannot be fully utilized without a comprehensive marketing approach that strengthens
visibility, trust, and user recognition across different target segments.

The recommended marketing-focused strategy provides the most effective solution because it addresses the

platform’s primary growth barriers directly. Through a combination of B2B partnerships, B2C communication

campaigns, university collaborations, social media content strategies, and word-of-mouth marketing mechanisms,
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BES Mobil can significantly expand its reach and strengthen its market presence. Supporting these efforts with
gamification elements and behavioral tools can further encourage users to share the platform organically within
their social and professional networks, contributing to sustainable user acquisition and stronger brand awareness.

By aligning marketing strategy, digital communication, behavioral insights, and financial literacy initiatives, BES
Mobil has the potential to evolve from a relatively low-visibility pension application into a widely recognized
and trusted financial platform. Such a transformation would not only support the growth of the application itself,
but also contribute to broader public objectives including financial awareness, long-term savings culture, and
increased participation in Tiirkiye’s individual pension ecosystem.
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Appendices
Appendix 1. KPI Targets
Goal Metric Timeline
Increase DAU/WAU +35% 12 months
Reduce uninstall rate -25% 12 months
Increase monthly sessions per
+50% 9 months
user
Appendix 2. Implementation Timeline
Phase Duration Main Milestone
Foundation Month 1-3 Press Launch
Gamification Month 4-6 Two-tier badge system and
UX testing
Market Integration & Triggers | Month 7-9 Real-time dashboard, rating

system, and behavioral nudges
Optimization Month 10-12 A/B testing, threshold

balancing, and performance

review
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Appendix 3. Solution Comparison

Alternative

Main Value

Limitation

Awareness Strategy

Increases visibility,

downloads, and trust

Does not directly sustain

engagement

Engagement-Driven

Marketing Strategy

Solves the core problem
habits,

personalization, and nudges

through

Requires product, data, and

UX coordination

Revenue Stream Strategy

Supports future monetization

and scalability

Depends on an already active

user base
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SAYTEK, Operations Management Problem

Proje Ekibi: NEXUS

Grup Uyeleri : Damlasu Ates, Eyliil Celepioglu, Eyiip Eroltekin, Alara Hasaltuntas, Begiim Onat, Ipeksu
Ozdemir, Selin Tumay

Sirket Damismam: Murat Tufan Demircan Akademik Damisman: Ahmet Sensoy
Koordinatéor Damisman: Rasim Serdar Kurdoglu

OZET

Bu proje, geri doniisim sektoriinde faaliyet gosteren Saytek firmasmin yiiksek iiretim kapasitesi ile manuel
yonetim siiregleri arasindaki Olgeklenebilirlik sorunlarimi analiz etmek amaciyla hazirlanmistir. Yapilan
incelemeler sonucunda, sirketin Excel tabanlhi takibinin %3-5 oraninda stok sapmalarina ve raporlama
gecikmelerine yol agtig1 tespit edilmistir. Coziim olarak, operasyonel hizi dijital altyapiyla esitleyecek Logo
Netsis 3 Standard ERP gecisi ve standart SKU kodlama sistemi 6nerilmistir. 14 aylik kademeli bir yol haritasi ile
stok dogrulugunun %95’in lizerine ¢ikarilmasi ve acil satin almalarin %30 oraninda azaltilmas1 hedeflenmektedir.
Bu déniisiim, Saytek’in kiiresel siirdiiriilebilirlik regiilasyonlarina uyum saglamasini ve operasyonel verimliligini
artirarak stirdiiriilebilir rekabet avantaj1 elde etmesini hedeflemektedir.

Anahtar Kelimeler: ERP (Logo Netsis 3), SKU Standardizasyonu, Stok Yonetimi, Dijital Doniisiim,
Operasyonel Verimlilik, Strdurdlebilirlik.
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1. Company Background

Saytek Medikal ve Plastik Sanayi A.S. was founded in 2001, in Ankara by Ozer Yildirim. Originally established
as a medical equipment distributor, Saytek has evolved into a diversified industrial group with strategic operations
in the healthcare, energy and recycling sectors (Saytek, n.d.). A key milestone for the company was the
establishment of the SAYTEKPET recycling plant in Dlizce in 2022, which significantly expanded its industrial
footprint. Currently, Saytek has 105 employees working in its large-scale manufacturing plants (Saytek, 2025).

The company specializes in converting recycled PET plastic into premium raw materials (rPET, rPE, and rPP) by
leveraging cutting-edge sorting techniques. Saytek currently has a monthly production capacity of 2,100 tons,
which accounts for about 15% of the entire recycled plastics market in Turkey (see Appendix A; Saytek, 2026).

As a supplier to regulated industries such as food-contact materials and textile fibers, Saytek holds global
certifications including ISO 9001, ISO 13485, 1ISO 14001, RECYCLASS and VERRA Carbon Standard (Saytek,
2025). These certifications not only ensure compliance with international quality and environmental standards
but also reflect the company’s commitment to circular economy principles and reducing its carbon footprint
compared to virgin plastic production.

2. Problem Definition

Despite its rapid revenue growth and a monthly manufacturing capacity exceeding 2 million kilograms (see
Appendix D), Saytek faces significant scalability challenges, primarily arising from the absence of a
comprehensive digital framework for its operations. In other words, the core scalability gap is caused by the
misalignment between machine-paced production and the slower pace of human-paced administration.

The fundamental operational challenge lies in the reactive nature of the procurement process. In the absence of a
structured forecasting system, material requirements are identified only at the point of shortage. This leads to
frequent emergency purchases, which increase procurement costs and disrupt daily operational workflows
(Saytek, 2026). Another critical challenge involves inventory coding inconsistencies resulting from non-
standardized item naming. As identical materials are often identified by different names across the organization,
maintaining cross-departmental data consistency becomes difficult, thereby increasing the risk of procurement
errors (Saytek, 2026).

Moreover, the firm faces a critical lack of inventory visibility. Currently, inventory management relies on Excel-
based tracking with weekly updates, which precludes real-time monitoring and control. This visibility gap creates
significant operational risks, as evidenced by instances where inadequate storage conditions led to the loss of
temperature-sensitive chemical raw materials. These inefficiencies are further worsened by a lack of coordination
between departments; specifically, the reliance on manual, paper-based procurement requests slows down
communication, complicates decision-making and disrupts production planning.

3. Possible Solutions

To address the scalability and operational inefficiencies identified in the analysis (Saytek, 2026), a structured
digital transformation strategy is proposed. The core solution involves the phased implementation of the Logo
Netsis 3 Standard ERP system, supported by a standardized SKU coding structure to eliminate data fragmentation
and stock inconsistencies. This transition will centralize inventory management, procurement, production
tracking and financial reporting within a single integrated platform. In the short term, the transformation will
begin with SKU classification, infrastructure upgrades (including barcode scanners) and employee training to
ensure seamless system readiness and data migration. In the medium to long term, the ERP system will facilitate
real-time reporting, automated purchasing triggers (EOQ) and performance-based dashboards thereby minimizing
manual intervention and eliminating reporting delays. The proposed 14-month roadmap ensures risk-controlled
implementation while maintaining production continuity (see Appendix C). Collectively, these measures will
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align administrative processes with production speed (see Appendix D), increase inventory accuracy to above
95% (Saytek, 2026), reduce emergency procurement and establish a scalable operational infrastructure that
supports Saytek’s long-term growth and sustainability objectives.

Short-Term Solutions (Months 1-3):

The proposed strategic transformation for Saytek is designed as a phased transition to align administrative speed
with high-volume production, based on the operational gaps identified during stakeholder interviews (see
Appendix A).

Establishment of SKU Material Taxonomy

To address current operational inconsistencies, a standardized terminology and material classification system will
be integrated to ensure seamless data synchronization across departments.

Upgrade of Physical Infrastructure

The installation of industrial barcode scanners and label printers will replace manual data entry, enabling real-
time and accurate recording of inventory movements.

Formation of ""Nexus' Project Task Force

A cross-functional team led by the Production Planning Manager, including members from Procurement, IT and
Finance, will be formed to oversee the digital transformation and resolve interdepartmental naming conflicts
(Saytek, 2026).

Digital Procurement Request Mechanisms

Transitioning from physical forms to digital request and approval flows to make the procurement process more
transparent, traceable and controllable.

Medium & Long-Term Solutions (Months 4-14):

The long-term strategy for Saytek focuses on establishing a resilient digital core through the integration of the
Logo Netsis 3 ERP system, aiming to align administrative workflows with the company’s high-volume
manufacturing capacity. By focusing on data-driven inventory control, predictive procurement models and real-
time management visibility, these solutions are designed to foster sustainable economic growth and operational
excellence.

Full-Scale Logo Netsis 3 ERP Integration

The central pillar of the long-term strategy involves the full implementation of the Logo Netsis 3 Standard ERP
system. This will integrate procurement, production, finance and warehouse management into a unified digital
ecosystem, ensuring administrative synchronization with high-volume production output (Davenport, 1998).

Automated Demand Forecasting & EOQ

Leveraging the ERP’s data analytics capabilities to transition from reactive to proactive procurement. By
activating Economic Order Quantity (EOQ) models and automated safety stock alerts, the company will minimize
emergency purchase costs and prevent production downtime (Panorama Consulting Group, 2024; Saytek, 2026).
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Real-Time Management Dashboards

Developing executive dashboards that provide real-time visibility into Key Performance Indicators (KPIs). This
will reduce the current three-day reporting delay to under 4 hours, allowing for faster and data-driven decision-
making (Saytek, 2026).

Sustainable Supply Chain Traceability

Utilizing the ERP infrastructure to enhance the traceability of recycled materials (rPET, rPE, rPP). This digital
audit trail will strengthen Saytek’s compliance with global sustainability standards like RECYCLASS and
VERRA (Saytek, 2025).

Continuous Process Optimization

Establishing a feedback loop where system-generated performance data is used to continuously refine
warehouse layouts and production workflows, ensuring long-term scalability as capacity increases.

Each long-term solution is critical for eliminating manual bottlenecks, increasing inventory accuracy to above
95% and achieving significant cost savings in procurement operations. Despite the inherent challenges of digital
transformation, such as user adaptation and system configuration, the overall objective is to build a scalable
operational infrastructure. The combination of these strategies ensures that Saytek remains a competitive and
future-ready leader in the rapidly evolving recycling industry.

4. Conclusion

In conclusion, Saytek operates as a high-capacity engineering firm; however, its reliance on manual, Excel-based
management processes creates significant scalability constraints. The analyses conducted within this project
indicate that sustainable growth cannot be achieved without aligning administrative systems with production
speed. Accordingly, the implementation of the Logo Netsis 3 Standard ERP system emerges as a strategic
necessity rather than a mere technological upgrade.

In the short term, the standardization of SKU coding and improvements in physical infrastructure are designed to
eliminate immediate operational risks and enhance data consistency. In the long term, the proposed digital
transformation roadmap positions Saytek at the intersection of operational excellence, innovation and
sustainability. By transitioning from human-speed manual tracking to an integrated, data-driven ERP system, the
company is expected to achieve inventory accuracy levels above 95% and reduce reporting time from several
days to a matter of hours.

While the proposed ERP transformation presents significant strategic advantages, potential implementation
risks such as resistance to change, data migration errors and temporary productivity loss during system
adaptation must be carefully managed. Furthermore, although ERP implementation requires initial capital
investment, long-term reductions in emergency procurement costs and inventory losses are expected to
generate sustainable financial benefits for the company.

Overall, the proposed model provides a holistic and scalable transformation framework that strengthens Saytek’s
competitive advantage, reinforces its corporate governance structure, and ensures sustainable economic growth
within the rapidly evolving recycling industry.
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Appendices

Appendix A - Interview Questions
This appendix presents the interview questions and answers collected from the company.
1) Q: Can you explain your material requirement and procurement process?

A: In our recycling plant, we have material needs in both production and other departments. Each unit identifies
its needs in advance and submits a "purchase request form™ to the purchasing department. The purchasing
department collects prices from approved suppliers and submits them for management approval. Once approved,
the procurement process begins.

2) Q: What happens when the procurement process is delayed?

A: If a request is made late, if purchasing is slow to collect quotes, if management is late to approve, or if a
supplier misses their deadline, our stock runs out, leading to various problems. To prevent this, each unit performs
regular stock counts and follows "critical stock levels". When these levels are reached, we start the purchasing

process.
3) Q: Can you provide an example of an unexpected supply issue you've faced?

A: Last year, we had a chemical used in production that must be stored within a specific temperature range.
Temperatures dropped to unexpected lows, causing the chemical to freeze. Even when the temperature rose again,
the chemical's structure was ruined and unusable, leading to an urgent supply problem and production loss.

4) Q: You mentioned issues with product naming and coding. Can you elaborate on that?
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A: We don't currently have a coding system for products. For example, a simple item like a "plastic folder” might
be called different names by different people (e.g., transparent folder, shirt folder). When a request is made using
inconsistent naming, the purchasing department may struggle to identify the correct item, leading to incorrect
procurement. This is especially difficult for detailed technical materials like various sizes of washers, bolts, and
nuts used by the maintenance team.

5) Q: What is the main competitive advantage that sets your company apart from rivals?

A: Our most distinguishing feature is our ability to find raw materials. While standard production has stable
inputs, our input is waste, which is never stable as it depends on citizen consumption habits and waste collection
systems. We have the capability to reach the right and high-quality raw materials more easily than our
competitors. We are particularly successful in maintaining our quality stability in the food packing segment,
which has high standards.

6) Q: Does the instability of your raw material input pose a risk?

A: 1t is a challenge because we must constantly change our production recipes and planning based on the
cleanliness or contamination levels of the incoming waste. However, because we can access this material
effectively, it creates a net advantage over competitors.

7) Q: Do you have plans for growth or entering new market segments?

A: We are currently selling 100% of what we produce. Because of this, we are making investments to increase
our capacity within the same customer segment rather than moving into new ones.

8) Q: How does technology provide an advantage in your process?

A: We use high-tech optical sorting systems. These machines can distinguish between types of plastics (like PET)
and colors at high tonnages per hour. For instance, we target transparent and light blue PET bottles but want to
exclude colored bottles (like green Sprite bottles). This technology ensures a higher quality final product
compared to competitors.

9) Q: Regarding social sustainability, do you track metrics like employee turnover or work accidents?

A: Yes, we constantly track our turnover rate and maintain statistics on work accidents. We also regularly track
our consumption of electricity and water.

10) Q: Where do you position yourself in the recycling market, and who are your main competitors?

A: The market has different segments: the highest is food-contact packaging (the most sensitive due to migration
risks), followed by sheet manufacturers, and then fiber/yarn producers (the lowest segment). 80% of our
customers are in the food-contact packaging segment. Very few firms in Turkey can successfully sell raw
materials to international food-contact packaging producers. Our biggest competitor is a company called
"Futurapet™ located in the same organized industrial zone.

11) Q: What difficulties do you face using physical forms for procurement, and have you considered
digital solutions?

A: We currently use physical forms, which carry the risk of being lost. We are planning to transition to an ERP
system to make processes faster and more controlled. The challenge is the "user habit™ aspect; we have many
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different units (maintenance, production, lab, administrative, kitchen), and training everyone on a digital system
can be difficult.

12) Q: Do you use a digital system for stock tracking?

A: We use an Excel-based system. Stocks are counted at the start of every week and recorded in Excel, where
critical stock levels are defined for easy identification of needs.

13) Q: Is your supplier base broad or do you work with fixed suppliers?

A: For raw materials (waste), we work with suppliers across Turkey, though we prefer those nearby due to
shipping costs. For other materials, we use a list of approved suppliers based on price-performance. We never
rely on a single supplier for any material to avoid risks if one stops operations.

14) Q: Does the management approval step slow down the purchasing process?

A: For routine materials, it only takes about 10 minutes and does not slow things down. However, for non-routine
or large R&D projects, the process takes longer as production, maintenance, and management teams must evaluate
the costs and benefits together.

15) Q: Why do customers choose you over others?

A: Because our input is inconsistent, the quality of the output can vary in this industry. Customers prioritize
quality, stabilization, and washing standards. We have provided a stable quality value to our customers over time,
which is the primary reason they prefer us.

16) Q: How do economic fluctuations and exchange rates affect you?

A: They do. When the exchange rate is lower than it should be, it hurts our competitiveness in the export market
because our margins shrink. Generally, however, the market balances itself; as our sales prices change, our raw
material purchase prices tend to follow.

17) Q: Are there any upcoming developments that might challenge or help the sector?

A: European Union legislation is a major positive. Manufacturers in the EU are now required to use a certain
amount of recycled raw material, a requirement that will increase by 5% every year. This ensures that the demand
for our product will continue to grow.

18) Q: How do you handle capacity planning?

A: We currently work at full capacity based on orders. We can increase this slightly with overtime, but because
of the high demand, we have decided to invest in increasing the plant's overall capacity. In about 6 months, we
expect to be able to handle significantly more orders.

19) Q: What is your estimated market share in Tiirkiye’s recycled plastics (rPET/rPE/rPP) market?

A: Our market share is 15%. In addition, Saytek increases its share in the food-contact packaging sector by 10%
each year.
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Appendix B- Production Planning Schedule (January 2026)

This appendix presents the weekly production planning schedule of the company for January 2026.

URETIM PLANLAMA- OCAK 2026

1. HAFTA | | 2. HAFTA
RDiYA TOPLA A A S{IR A5 saa ARDIYA TOPLA " A SiiR A
g = Planlanan | Uretilen g - Planlanan | Uretilen
Genel Bi i ' Genel Bi i .
enel Bilgi Uriin Renk Mikar Kg ienel Bilgi Ursn S Miktar Kg
Vardiya Baslangig 08:00 Vardiya Baslangig 0B:00
Verdiva Bitis 18:00 PETFLAKE |MAVi& SEFFAF| 510000 | 522.000 Vardiya Bitis 1800 | perriake |mavie serrar| s10.000 | 282000
Yemek SOresi (dk) 30 Yemek SOresi (dk) 30
Mola Suresi (dk) 30 Mola Siresi (dk) 30
3. HAFTA 4, HAFTA
ARDIYA TOPLA : A SR 45 saa ARDIYA TOPLA ’ A SR 45 saa
e ] Planlanan | Uretilen S - Planlanan | Uretilen
Genel Bilgi Uriin Renk Miktar Ke Genel Bilgi Uriin Renk Miktar Ke
Vardiya Baslangic | 08:00 Vardiya Baslangic 08:00
Vardi e X ) Vardi iti : .
srdiva Bitis 1800 | perriake |mavie seFFaF| 510000 | s32.000 ardiya Bitis 1800 | perriake |mavie SEFFAF| 510000 | 541000
Yemek Soresi (dk) 30 Yemek Siresi (dk) 30
Mola Soresi (dk) 30 Mola Siresi (dk) 30
PLANLANAN MIKTAR 2.040.000
URETILEN MIKTAR 2.094.000
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Appendix C - Gantt Chart

This appendix provides a detailed visualization of the project timeline, task sequencing, and key dependencies.

m Month 2 Month 3 Month 4 Month 5 Month 6 Month 7 Month 8 Month 10 Month 11 Month 12 Month 13 Month 14
Progress
e e e e e e e e

the Nexus
Project Team o
Bhheeenae &
Support

gy
Coding System (SKU)

Barcode —
Infrastructure
Pilot Testing of the: -_ | E = = = = = == ==

Barcode System

of ERP
Contract and Licensing

Technical and
System Configuration

Data Transfer and System
Testing

Completion of User
Training,

Implementation of Pilot
Application

Manual
Processes

Activation of Demand
Planning and IMS

of
Management Screens

“

178



Appendix D - Annual Production Capacity Report

This appendix includes the official document indicating the company’s annual production capacity.

DUZCE TICARET VE SANAYI ODASI MERSIS No: 0757098695700002 Vergi Dairesi/No: Hitit V.D Bsk / 7570986957

SAVIER MEDIKAL VE PLASTIK SANAYI TICARET ANONIM SIRKETI DUZCE SUBESI

TABLO : 11 YILLIK URETIM KAPASITESI

Uretim Kodu Uretim Agiklamasi Miktar Birim
S od o Tasmif edilmis materyallenin gen kazanim (TEHLIKESIZ PLASTIK ATIK VE PLASTIK S
AMBALAJ ATIGINDAN CAPAK) 2w

FOBB wralindan 04-04-2025 tarih ve 158033 no ile onaylanmistir. En son 14-03-2027 tarihine kadar gegerlidir.
Fablo2:1/1
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Fetih Tekstil, HR Problem

Proje Ekibi: Group 21

Grup Uyeleri: Alp Arap, Bora Utku Aydin, Ceyda Yigit, Onur Alp Cimen, Sila Cetin, Sevval Yildirim,
Yagmur Tuna

Sirket Damismani: Zeynep Demirbas, Sena Ac¢ikgoz Akademik Damisman: A. R. Zafer Sayar

Koordinator Danisman: Yasemin Limon

OZET

Bu proje, Fetih Tekstil’in giyim sektoriinde karsilastig1 lokasyonlar arasi iletisim ve kiiltiirel uyusmazlik sorununu
ele almaktadir. Sunulan ¢6ziimler iiretim gecikmelerini ve personel devir hizin1 azaltmay1 hedeflemektedir. Proje
kapsaminda bu sorunlarin ¢oziilmesini amaglayan, ti¢ asamadan olusan kapsamli bir ¢6ziim Onerisi ve buna ek
¢ alternatif sunulmustur. C6zim olarak departmanlar ve lokasyonlar arasi iletisimde calisanlara verilen
otonominin arttirilmasi ve is siireglerinin standardize edilmesi tavsiye edilmektedir. Bunun yan1 sira sirketin ana
merkezinde kullanilan ERP yaziliminin, QDMS ile de zenginlestirilerek tiim lokasyonlara entegre edilmesi
onerilmektedir. Degisim programi ile kiltiirel farkliliklardan kaynaklanan problemlerin azaltilmasi
hedeflenmektedir. Fetih Tekstil'in bu proje kapsaminda ekolojik, sosyal ve ekonomik sirdurulebilir bliytimesine
ivme kazandirmasi beklenmektedir.

Anahtar Kelimeler: Fetih Tekstil, iletisim, Dijitallesme, Otonomi, Verim, ERP, QDMS, Siirdiiriilebilirlik
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1. Company Background

Fetih Tekstil operates within the Taha Group, one of the international ready-to-wear manufacturing groups. The
company was established in Istanbul, in 1996. Since its establishment, Fetih Tekstil has gone through important
changes.The company is mass producing garments for multiple international Clothing Brands across all segments
in a total of 4 production facilities, two of them located in Turkey and two of them in Egypt, as of 2008. Right
now they are reaching up to a million garments in quantity produced and the company already has the systems in
place to expand production facilities and increase this volume if the need presents itself.

The company employs approximately 3,000 people. Overall, workforce distribution of Fetih Tekstil demonstrates
that their organizational structure is suitable for the textile industry, where production activities are intensive.
Fetih Tekstil’ mission is to provide high quality, flexible, and timely production with maximizing customer,
supplier, and employee satisfaction while maintaining continuous growth, development and innovation of the
production facilities and their employees to maintain their quality.

Fetih Tekstil’s competitive advantage is based on its integrated production structure. The company’s ability to
manage design, product development, and production processes under the same structure enables Fetih Tekstil to
provide faster and flexible solutions to its customers. These make Fetih Tekstil a production partner, rather than
just producer.

2. Problem Definition

Fetih Tekstil operates as a multinational production company. Although having production facilities in
different locations provides operational advantages, this situation brings communication, coordination and
organizational alignment difficulties between locations. An asymmetric coordination problem is observed in the
business processes carried out between the company's headquarters in Istanbul (HQ) and its production facilities
in Malatya and Egypt. While the projects initiated by the headquarters and standard delivery times are subject to
serious delays due to operational reasons such as local workload density and capacity bottlenecks in the Malatya
facility, they are interrupted due to conflicts in local ways of work, working cultures and communication practices
in the Egyptian facility. This disconnection between central, regional and international locations not only causes
disruptions and operational inefficiencies in project lead time, but also negatively affects employee morale by
damaging internal communication. This problem, which tends to grow due to the lack of cross-cultural and
operational dialogue between facilities, directly threatens the company's value proposition in the form of building
a "Unified and High-Retention Workforce". The main problem of this project is structural communication
disconnections and alignment deficiencies in multi-location and multinational operation networks due to local
business dynamics and cultural differences.

3. Recommended Solutions

1. Roadmaps for Faster Processes: This involves developing a visual roadmap for the Egyptian branch that
clearly defines specific technical and operational boundaries where regional managers are pre-authorized to make
final decisions without seeking Istanbul office’s confirmation. Since the company already operates through
recurring coordination between regional branches and headquarters, formalising these procedures into a
standardised roadmap would make the existing workflow more efficient and transparent rather than introducing
a completely unfamiliar system.

Advantages: Directly targets the time wasted in confirmation loops, empowers local leadership, and provides a
clear visual guide to accelerate daily operations.

Disadvantages: Requires a significant initial effort from HQ to standardize and visualize every technical scenario
and decision point.
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2. Unified Digital Standardization: Complete mandatory migration of all regional data operations from
Microsoft Excel to the centralized ERP and QDMS systems currently used in Istanbul to ensure single source of
truth visibility. Since HQ already actively uses ERP systems in their operations, the proposed solution is rather
practical than theoretical. Because it broadens the scope of an existing software in HQ into a company-wide
standardised system instead of requiring the company to invest in an entirely new technological framework.
Advantages: Manual updates will no longer be necessary since HQ can track progress in real time, which will
minimize mismanagement related to scheduling at the plant.

Disadvantages: It requires considerable technical training for the regional employees and may face opposition
from individuals who are used to traditional manual updating and believe it as a conventional way.

3. Reciprocal Technical Exchange Program: Creating a structured program whereby technical and management
personnel from Egypt and Malatya travel to Istanbul and also vice versa to harmonize technical language,
expectations, and operational culture. The company occasionally sends Istanbul-based employees to the Egyptian
branches for operational coordination. Thus, extending this practice into a more complementary and structured
exchange program would be both viable and beneficial for strengthening communication between different
offices.

Advantages: It cultivates better empathy between the regions, enabling employees from different cultural
backgrounds to comprehend the precise technical demands of HQ, and reduces communication errors caused by
the language and workflow differences.

Disadvantages: It is expensive logistically and temporarily creates staffing problems for their local factories
while on exchange visits. The recommended best solution is an integrated strategy in which all the proposed
solutions are implemented simultaneously to create a more unified and operationally autonomous organizational
structure. Essentially, these recommendations are not solely new systems proposed to impose on the company,
rather they build upon practices already partially utilised within Fetih Tekstil. By expanding existing ERP usage
and adding QDMS, formalising operational communication through visual roadmaps, and structuring ongoing
interregional visits into a reciprocal exchange program, the company can transform its fragmented production
network in a pragmatic way into a more coordinated system within significantly reduced production delays.

4. Conclusion

In conclusion, Fetih Tekstil, a giant textiles producer that is representing our company internationally is facing
some challenges with the inter-location and inter-department communication and coordination of their
multilingual and multicultural workforce. The recommended solution package is designed to solve these problems
while maintaining the production volume.

The pre-established roadmaps provided by the headquarter (HQ) would help ease the minor conflicts and increase
the level of coordination and reduce delays that is caused by communication difficulties and multiple approval
requirements.

The digital standardization would enhance the communication between administrative departments and would
help ease the operational delays that arise from the non-updated software and manual documentation that is prone
to human errors.

The exchange program would enable the employees to exchange their perspectives and experiences as well as
their own culture and would increase cohesion within departments and would lead to the diminish of
communication problems that arise from the HQ not understanding local situation or cultural perspective
differences.
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In the end, these interconnected issues that cause chain reactions and the proceeding of operational excellence
would be solved by constructive solutions that operate on the same logic and would eventually create a feedback
cycle for the company to aid its operational excellence.
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Figure 1, the Fishbone Diagram
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VISUAL AUTHORIZATION ROADMAP: EGYPT BRANCH
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Figure 2: Image of a roadmap for Egypt Branch
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Emeklilik Gozetim Merkezi, Marketing Problem

SR e

Proje Ekibi: Forever Young

Grup Uyeleri: Mert Dénertas, Ashi Giilce Uyar, Yusuf Kutay Hayta, Neva Celik, Gokhan Giiltekin, Omer
Burak Ersekerci, Alp Tiirkalp

Sirket Damismani: Ege Kacar Akademik Damisman: Saurabh Shinde

Koordinator Danisman: Ceren Aydogmus

OZET

BES Mobil; Emeklilik Gozetim Merkezi (EGM) tarafindan 4632 sayili Kanun kapsaminda Sigortacilik ve Ozel
Emeklilik Diizenleme ve Denetleme Kurumu’nun (SEDDK) yetkilendirmesi g¢ercevesinde hazirlanmistir. Bu
uygulama, 17,7 milyon katilimecinin bireysel emeklilik sistemine iliskin veri setini analiz eden, genis kullanici
kitlesine hizmet verme potansiyeli bulunmaktadir. Ancak, bir¢cok kullanicinin Bireysel Emeklilik Sistemi’ni pasif
bir “kumbara” gibi gérmesi ve uygulamanin farkli kullanic1 ihtiyaglarina ve finansal okuryazarlik seviyelerine
yeterince uyum saglayamamasi nedeniyle katilim ve kullanici siirekliligi zayif kalmaktadir. Yapilan analizler,
kullanicilarin alt1 farkli ihtiyag temelli segmente (Izleme Odakli, Kolaylik Arayan, Danismanlik Odakli, Yatirim
Analizi Odakli ve Giivenlik/Garanti Odakli, ve Istekli) ayrildigin1 gdstermekte; bu durum tek tip bir kullanici
deneyiminin bazi kullanici gruplarinda etkilesimi azaltan engeller olusturdugunu, diger kullanici gruplarinin
ihtiyaclarini yeterince destekleyemedigini ortaya koymaktadir. Bu sorunu ele almak amaciyla rapor, BES Mobil’1
“kullanic1 baglatimli” kullanimdan “sistem baslatimli” etkilesime doniistiiren, zamaninda ve kisisellestirilmis
yonlendirmeler ile diisiik ¢aba gerektiren aksiyonlar sunan, kullanicilarin finansal durumlarin1 anlamalarina,
giivenle karar vermelerine ve “Aile Yuvalar1” gibi hedef odakli yapilar aracilifiyla baghiliklarini uzun vadede
korumalarina yardimei olan GPT tabanli bir yapay zeka asistan1 ve yenilik¢i bildirim sistemi olan BESIM’i
onermektedir.

Anahtar Kelimeler: Bireysel Emeklilik Sistemi, Kullanici Deneyimi, Yapay Zeka, Davranigsal Ekonomi,
Finansal Okuryazarlik, Kullanic1 Etkilesimi, Mobil
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1. Company Background

The Pension Monitoring Center (PMC) was founded on July 10, 2003, in Istanbul under Law No. 4632, on the
Individual Pension Savings and Investment System. Its initial mandate was to provide oversight, monitoring, and
data infrastructure for Tiirkiye’s private pension system. Over time, PMC’s responsibilities expanded to include
maintaining the central registry of pension contracts, operating fund performance evaluation systems, publishing
sector-wide statistics, and supporting the Automatic Enrollment System (AES). As Tiirkiye’s retirement savings
market grew significantly in scale, PMC strengthened its data, IT, and supervisory capabilities accordingly,
becoming the backbone institution of the private pension ecosystem despite not being a traditional commercial
corporation.

PMC’s vision is to serve as one of the globally acknowledged leading supervisory authorities, while its mission
is to ensure the secure and effective operability of the private pension system to safeguard the rights and interests
of the participants. The organization operates in accordance with the principles of independence, impartiality,
objectivity, honesty, transparency, accountability, scientific reasoning, competence, innovation, continuous
learning and improvement, a participatory approach, a stakeholder-focused mindset, and quality-oriented in
service delivery.

PMC is organized as a joint-stock company under Turkish commercial law and operates under the supervision of
the Ministry of Treasury and Finance. Governance is provided by a Board of Directors responsible for strategic
direction and regulatory compliance, while daily operations are managed by a general manager coordinating core
functional departments. These units support PMC’s public-interest mandate through a centralized organizational
structure that ensures consistent data management and regulatory coordination.

The Center is privately owned and not publicly traded, with shareholders primarily consisting of institutions active
in the private pension and insurance sectors. Despite this structure, PMC’s governance closely resembles that of
a regulatory body, emphasizing neutrality and accountability. The organization employs approximately 115
professionals with expertise in finance, data management, information technologies, legal compliance, and
administration. Through its regulatory and digital services, including platforms such as the BES Mobil
application, the BEFAS Information Platform, the Digital Transfers Platform (DAP), the Fund Performance
Evaluation System, the Digital Platform for the Monitoring of State Matching Contribution (SMC) and
operations, and the PMC, it supports transparency, system integrity, and effective monitoring within Tirkiye’s
private pension system.

2. Problem Definition

BES Mobil struggles to engage its 17.7 million participants due to a common perception of the pension system
as a basic savings tool, akin to a “piggy bank,” and a critical lack of customization in the app's user experience,
effectively preventing the PMC from leveraging its central data advantage to drive sustainable growth.

3. Problem Solution

We adopted a consumer-driven needs-based approach to develop solutions for BES Mobil’s engagement
challenges. The analysis indicated that users interact with the Individual Pension System (IPS) in fundamentally
different ways, forming distinct segments with varying levels of financial literacy, confidence, and engagement.
Accordingly, BES Mobil users can be grouped into six need-based segments: Monitoring, Convenience,
Consulting, Investment Analysis, Safety/Guarantee, and Enthusiasts. These segments reflect distinct user profiles
shaped by differences in demographics, financial behavior, and levels of digital engagement.

To operationalize this segmentation, representative personas were developed for each user group: “Status-Check
Serkan” for Monitoring-Oriented users, “Quick-Click Zeynep” for Convenience-Seeking users, “Guided Ayca”
for Consulting-Oriented users, “Analyst Emre” for Investment Analysis-Driven users, “Secure Selma” for
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Safety/Guarantee-Oriented users, and “Curious Newcomer Deniz” for Enthusiasts (Appendix 1-6). These
personas translate abstract segments into concrete user profiles and support the design of targeted, need-specific
engagement strategies.

This finding highlighted the limitations of a one-size-fits-all experience and emphasized the need for solutions
grounded in actual user behavior. By focusing on how users monitor accounts, seek guidance, evaluate
investments, or prioritize security, the study identified key friction points such as passiveness, inertia, and lack of
confidence. Beyond addressing current challenges, this needs-based perspective supports scalable and sustainable
engagement by aligning system design with real consumer needs.

3.1 Short-Term Solutions:
3.1.1 Financial Literacy Platform Integration

This solution will explicitly target the Safety/Guarantee-Motivated User (“Secure Selma”) and the Outsider
(“Curious Deniz”) that were identified in the segmentation analysis. These two groups are often reluctant to use
the service because they are skeptical of the private pension fund systems. With the government's established
regulatory credibility, the barrier to entry will be eased. In the short term, BES Mobil can address engagement
and trust-related challenges by integrating financial literacy content into institutionally credible platforms. This
approach helps reduce skepticism among users who prioritize safety, regulatory assurance, and transparency.
While it supports awareness and trust, the solution remains largely passive and relies on users’ voluntary
engagement, limiting its ability to generate sustained interaction.

3.1.2 BES Campus (University Engagement Program)

This is the solution for Convenience-Seeking Users, also known as "Quick-Click Zeynep", and young Consulting-
Oriented users before “financial apalthy” sets in. Introducing IPS as a standard part of adulting will make pension
participation the norm for Gen Z, locking in long-term customer lifetime value from the moment they get a job
or a credit card. Another short-term solution involves university-focused engagement programs aimed at
introducing the IPS at an early stage of users’ financial lives. By leveraging peer influence and direct interaction,
these initiatives increase familiarity and reduce entry barriers. However, given the size and dispersion of the user
base, high operational effort and scalability limitations constrain their effectiveness.

3.2 Long-Term Solutions:
3.2.1 The "BESIM" AI-Smart Ecosystem

As a long-term solution, the project proposes the BESIM AI-Smart Ecosystem as a comprehensive response to
BES Mobil’s engagement challenges (Appendix 7). This remedy is designed as a holistic solution that affects all
categories of users and transforms the platform from a user-initiated monitoring tool into a system-initiated
engagement model. The system directly addresses the dominant “piggy bank perception” by encouraging active
management of pension funds rather than passive balance checking.

Through a GPT-based Al concierge and a smart notification engine, BESIM provides personalized guidance
aligned with users’ financial literacy levels and behavioral profiles, reducing decision-making friction and
uncertainty. Consulting-oriented users receive conversational “handholding” through chat-based interaction,
investment analysis—driven users gain access to in-depth data and comparison charts, and monitoring-oriented
users are supported through status confirmation mechanisms. In this way, the ecosystem adapts its level of
complexity and guidance to different user needs while maintaining a consistent engagement framework.

By leveraging the PMC’s centralized, industry-wide data advantage, BESIM enables scalable engagement across
diverse user categories. Rather than relying on users to initiate interaction, the system proactively supports

188



decision-making at relevant moments, thereby strengthening continuous participation and increasing the overall
effectiveness of the platform.

3.2.2 Behavioral Nudging and Goal-Based Structures

The long-term solution further incorporates behavioral economics principles to counteract inertia and passiveness,
which are key barriers to active participation in the IPS. Smart notifications are designed to prompt timely actions
by identifying psychological trigger moments and delivering low-effort engagement opportunities. These
notifications capitalize on external signals such as timing and account activity to encourage users to reassess their
financial behavior.

In addition, the system applies social norm—based prompts and loss aversion framing to address lack of confidence
and inaction. By showing users how similar cohorts manage their portfolios or highlighting the potential erosion
of purchasing power, BESIM reframes inactivity as a risk rather than a neutral choice. This approach lowers
psychological barriers to fund management and encourages more frequent interaction with the platform.

Beyond nudging, goal-oriented and family-based saving structures strengthen emotional commitment and long-
term participation. By allowing users to link their pension savings to meaningful family goals and future-oriented
objectives, the system shifts engagement from short-term monitoring to long-term planning. Leveraging the
PMC'’s centralized, industry-wide data advantage, these mechanisms support sustained engagement, reduce
churn, and contribute to the long-term sustainability of the IPS.

4. Conclusion

The analysis demonstrates that BES Mobil’s core challenge does not stem from a lack of data or institutional
capacity but from its limited ability to translate these strengths into sustained user engagement. The widespread
perception of the IPS as a passive “piggy bank,” combined with a user-initiated and uniform interface, results in
inertia, low interaction frequency, and underutilization of pension-related opportunities across different user
segments.

By adopting a consumer-driven, needs-based perspective, the project highlights the importance of aligning system
design with diverse user expectations, financial literacy levels, and behavioral tendencies. In this context, short-
term solutions help people become more aware and trust each other, while the BESIM AI-Smart Ecosystem makes
long-term change possible. By shifting engagement responsibility from the user to the system, BESIM introduces
personalized guidance, behavioral nudging, and goal-oriented structures that reduce decision-making friction and
encourage active participation.

Overall, the proposed approach transforms BES Mobil from a passive monitoring platform into an active financial
partner. Through the integration of artificial intelligence, behavioral economics, and centralized data capabilities,
the solution supports long-term user engagement, strengthens institutional trust, and contributes to the sustainable
development of Tiirkiye’s private pension system.
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Appendices

Appendix 1: Monitoring-Oriented Persona - “Status-Check Serkan”

Appendix 2: Convenience-Seeker Persona - “Quick-Click Zeynep”
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Appendix 3: Consulting-Oriented Persona - “Guided Ay¢a”
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Appendix 5: Safety / Guarantee-Oriented Persona - “Secure Selma”
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Appendix 7: BESIM

Appendix 8: Glossary

Glossary
EN TR
Individual Pension System IPS Bireysel Emeklilik Sistemi BES
Auto Enrollment System AES Otomatik Kaulim Sistemi OKS
Pension Monitoring Center Inc. | PMC Emeklilik Gozetim Merkezi EGM
AL
Private Pension Fund Trading | N/A Bireysel Emeklilik Fon Alm | BEFAS
Platform Satim Platformu
Complementary Pension CPS Tamamlayic: Emeklilik TES
System Sistemi
Insurance and IPRSA Sigortacihk ve Ozel Emeklilik | SEDDK
Private Pension Diizenleme ve Denetleme
Regulation and Kurumu
Supervision
Authority
Strategic Plan
TR Ministry of Treasury and MoTF T.C. Hazine ve Maliye N/A
Finance Bakanlhif
Istanbul Settlement and N/A [stanbul Takas ve Saklama Takasbank
Custody Bank Inc. Bankasi A.S.
Central Securities Depository | N/A Merkezi Kayit Kurulusu ALS., | MKK
and Trade Repository of the Tiirkiye Sermaye Pivasalarinin
Turkish Capital Markets Merkez1 Saklama ve Veri
Depolama Kurulusu
Fund Performance Assessment | N/A Fon Performans N/A
System Degerlendirme Sistemi
Turkish Personal Data N/A 6698 sayili Kisisel Verilerin KVKK
Protection Law No. 6698 Korunmas: Kanunu
Capital Markets Board of CMB Sermaye Piyasas1 Kurulu SPK
Tiirkiye
e-government portal (e-Devlet) | N/A e-Devlet N/A
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Appendix 9: Forever Young’s Pension Monitoring Center Field Trip
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Tiirkiye Is Bankas1 A.S.,

Proje Ekibi: The Peak Point
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Sokat

Sirket Damismani: Aytac Bayrak Akademik Damisman: Oguz Gengay
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OZET

Bu detayli rapor, Tiirkiye Is Bankasi’nin ¢evik doniisiim siireci ile birlikte yapisal, kiiltiirel ve teknolojik
degisimlerin is sonuglari tizerindeki etkisinin 6lgiimiinde yasanan sorunlari ele almaktadir. Gelistirdigimiz ¢6ziim
oOnerisi, halihazirda kullanilan agirlikli olarak nitel ve alg1 temelli verilerle birlikte nicel ve 6lgllebilir metriklerin
de kullanilmasiyla beraber daha veri odakli bir model sunmaktadir. Calisma kapsaminda cevik doniisiimiin
yapisal, kiiltiirel ve teknolojik boyutlarini ele alan {i¢ boyutlu bir 6l¢iim yaklasimi analiz edilmistir. Yapilan
degerlendirme sonucunda Gelistirilmis SCT (Yapisal, Kiiltiirel, Teknolojik) Etki Endeksi onerilmistir. Bu ii¢
boyutlu model, ¢evik uygulardan elde edilen ciktilar1 sayisal gostergelere doniistiirerek is sonuglarini
degerlendirme imkani taniyan, biitlinciil bir bakis agis1 sunmaktadir. Endeks; karar alma siireleri, is akisi
verimliligi, ekip is birligi, bagimlilik yiikii ve teknoloji kullanim diizeyi gibi gostergeleri agirliklandirilmis tek bir
skor altinda toplayarak karsilastirma ve zaman i¢indeki gelisimi izleme imkan1 saglamaktadir. Bu ¢6ziim Onerisi,
cevik doniisiimiin stratejik hedeflerle iligskilendirilmesine ve katkisinin dl¢iilmesini amaglamaktadir.

Anahtar Kelimeler: Cevik Déniisiim, Verimlilik, Insan Kaynaklari, Performans Ol¢iimii, Organizasyonel
Doniisiim, Yapi1 ve Kiiltiiri
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1. Company Background

Tiirkiye Is Bankas1 A.S. holds a distinctive and foundational position in the banking sector as the first private and
national bank of the Republic of Turkey. Founded in 1924 by Mustafa Kemal Atatiirk, the institution was created
to play a central role in economic modernization, mobilizing domestic capital and supporting the industrial
development of the young republic. As the largest private-sector bank in Turkey, Isbank is ranked first among its
private-bank peers by market share in loans, deposits and total assets, according to its 2024 annual report. The
bank serves approximately 25 million customers, employs around 20,560 staff, operates 6,496 ATMs, and runs
1,012 branches across the country (Tiirkiye Isbankas1, 2024).

Today, Isbank offers a comprehensive range of financial products and services, including retail and commercial
banking, as well as corporate and SME financing. Moreover, they have subsidiaries that offer insurance, leasing,
factoring, and investment services. Its strong subsidiary structure allows Isbank to operate an integrated financial
ecosystem. Nowadays, most of Isbank’s services are provided through its mobile application “IsCep”. IsCep
allows customers to perform more than 750 different functions online. As a result, 78% of all banking transactions
and 22% of investment transactions are executed through IsCep.

Facing increasing competition, regulatory pressure, macroeconomic volatility, and rapid technological change,
Isbank has started an agile transformation to enhance flexibility, innovation, and customer orientation. This
transformation aimed to shift from Isbank’s traditional hierarchical structure toward cross-functional, autonomous
teams with the use of digital technologies and modern management practices. The bank has implemented 25 agile
domains, created 225 agile teams with the help of 14 agile coaches throughout this transformation. As a result,
they obtained an agile satisfaction level of 4.36 and decreased time-to-market by up to 70%. (See Appendix 1)

2. Problem Definition

Isbank is undergoing agile transformation for its employees and is facing challenges in measuring and evaluating
the impact of its structural, cultural, and technological changes on business outcomes on agile teams. Isbank
currently has measurement systems that focus mainly on qualitative factors as well as cultural indicators, such as
agile maturity and employee satisfaction. However, these measurements are not quantitative, which makes it hard
for Isbank to work. The currently used system is called Harmony, which has structural constraints embedded in
existing governance models, decision-right allocations, and cross-unit dependencies which have been preventing
agile teams from operating with end-to-end ownership. The Harmony system lacked structural, cultural and
technological components, which has been creating cavities of misalignment within the implementation.
Examples of this are the cultural-technical gap, limited autonomy, role ambiguity, and weak feedback loops
Limited autonomy causes agile teams to rely on management approval, which slows down the decision-making
process. Role ambiguity further weakens accountability, as unclear roles and responsibilities hinder effective
coordination and performance evaluation. Lastly, weak feedback loops extend the time period to fix problems
and increase the quality of work. Therefore, the problem affects mainly employees, customers, and managers due
to extended decision-making process and decreased process efficiency.

3. Possible Solutions
3.1. The Harmony Agile Ecosystem Optimizer (HAEO)

The HAEO framework is an integrated ecosystem framework that provides a holistic view across an organization
in the areas of business metrics, organizational structure, technology stack, and core values. It establishes a
framework for creating a self-sustaining, agile ecosystem of interconnected components that maximize the
capabilities of autonomous units and reduce barriers to productivity. HAEO achieves this integration by providing
insight into how an organization uses execution and collaboration tools such as Jira, Azure DevOps, HRIS, and
Miro, and how teams generate and utilize data from multiple sources in planning, coordinating, and delivering
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business values. The comprehensive structure of the HAEO framework facilitates detailed analysis of
dependencies and workload priorities across other areas of the organization to ensure seamless workflow.

Using the HAEO framework to assess the overall health of an organization requires analyzing three distinct
aspects of organizational performance using a specific combination of indicators. Various tools are available to
measure cultural dynamics and energy at the team level, including Officevibe, TinyPulse, and Slack/Teams data.
Each platform measures cultural alignment with Agile Values and the degree to which an organization's cultural
mission is fulfilled. Team dynamics and energy are assessed through the aforementioned platforms, while
technological performance is measured through SonarQube, New Relic, and Jenkins to ensure high stability and
effectiveness of engineering and automation efforts. This information is correlated with business impact by
monitoring strategic alignment and customer satisfaction through tools such as NPS systems, Mixpanel, and
Power BI, which effectively bridge the gap between micro-level tasks and macro-level business outcomes.

However, the benefits of HAEQ's holistic nature are balanced by the trade-offs that naturally exist within a larger
framework. One of HAEQO's main benefits is that it allows you to see how daily operational and tactical changes
are directly related to high-level KPIs through a self-regulating mechanism. However, the broad scope of the
HAEO framework makes it increasingly difficult to separate improvements stemming from Agile methodologies
from other organizational changes made concurrently with these changes. Additionally, because HAEO solutions
attempt to address all areas of an organization, there is significant complexity in the implementation process, and
they are considerably more expensive than other, more narrowly focused solutions.

3.2. Integrated Agile Performance Engine (IAPE)

We formally propose the implementation of the Integrated Agile Performance Engine (IAPE) framework. This
solution is designed to guarantee unified synchronization throughout the financial institution. The IAPE
framework establishes a direct nexus between high-level organizational strategy and practical operational
execution. This model significantly enhances decision-making by supplanting intuition with data-driven
precision, a feat accomplished through the rigorous alignment of Objectives and Key Results (OKRs) with Value
Stream Management. Consequently, the output generated by every team (squad) is ensured to contribute
unequivocally to the bank's core strategic pillars.

A principal benefit of IAPE resides in its function as a "single source of truth." This critical feature enables Isbank
to establish a direct correlation between internal metrics, such as team velocity and employee satisfaction, and
measurable financial outcomes. Consequently, this heightened transparency affords leadership a precise
understanding of the concrete effect of cultural health upon the institution's financial performance. The
implementation of the IAPE system is confronted by two central difficulties: technical integration and cultural
resistance.

The first challenge, Technical Integration, focuses on the "Engine," which constitutes the technical core of the
IAPE system. Integrating this novel core with Isbank's existing legacy infrastructure represents a substantial
undertaking. This effort necessitates considerable technical investment and carries the potential for protracted
implementation timelines, thereby demanding meticulous project management and resource allocation.

The second challenge is Cultural Resistance, epitomized by the "Purse,” the cultural component of IAPE. This
component introduces radical transparency, a concept likely to encounter significant internal opposition within a
highly regulated and traditionally conservative banking environment. Overcoming this resistance is critical and
is entirely dependent upon a robust organizational change management initiative. This initiative must be
strategically designed to effectively communicate the benefits and operational mechanics of the new framework,
ensuring its eventual acceptance across all organizational strata. Successful navigation of these dual challenges
will determine the ultimate viability of the IAPE system's deployment.
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The IAPE framework represents a pivotal investment for isbank, offering a transformative pathway to harmonize
strategic objectives with operational execution. Notwithstanding significant technical and cultural hurdles, its
capacity for achieving data-driven precision and unified synchronization is substantial. Through the adoption of
this synchronized, transparent performance paradigm and the transition beyond reliance on subjective intuition,
Isbank is positioned to fortify its status as an agile pioneer within the Turkish financial industry.

3.3. The Enhanced SCT Impact Index

The Enhanced SCT Impact Index is a comprehensive and structured measurement framework designed to evaluate
the structural, cultural, and technological effects of agile transformation in a holistic and objective manner. One
of isBank’s most significant challenges is its inability to clearly connect improvements in employee satisfaction
and agile maturity with tangible operational and financial outcomes. Current assessment practices rely heavily on
cultural surveys, while critical structural and technological dimensions such as decision-making flexibility,
workflow efficiency, automation levels, and technology adoption remain insufficiently measured. The Enhanced
SCT Impact Index directly addresses this gap by introducing a three-dimensional impact model consisting of a
Structural Agility Index, a Cultural Agility Index, and a Technological Agility Index.

Each dimension of the model is supported by measurable and data-driven KPIs, including decision cycle times,
psychological safety, cross-functional collaboration, deployment frequency, and automation ratios. By integrating
these indicators into a single weighted SCT Score, IsBank gains the ability to compare agile units, monitor
performance trends over time, and systematically identify underperforming dimensions. Most importantly, the
SCT Index translates traditionally qualitative concepts such as adaptability, collaboration, and organizational
culture into concrete numeric metrics, enabling the bank to demonstrate how agile transformation initiatives
directly contribute to accelerated delivery, improved customer satisfaction, and profit growth. To ensure effective
implementation, the model requires standardized data pipelines, the use of analytical tools, and the development
of agile coaches’ capabilities so that SCT results can be translated into actionable managerial decisions. Regular
quarterly evaluations further support continuous learning, accountability, and performance transparency.

Among the alternative solutions considered, the Enhanced SCT Impact Index stands out as the most rational and
suitable choice for isBank. While the Harmony Agile Ecosystem Optimizer offers an advanced ecosystem-level
approach, its high complexity, reliance on multiple tools, and significant cost make it difficult to implement
effectively. Similarly, the Integrated Agile Performance Ecosystem, although strategically sound, is overly
comprehensive and challenging to apply within a large and highly regulated banking environment. In contrast,
the Enhanced SCT Impact Index provides a practical, focused, and scalable solution that leverages existing
systems and balances qualitative insights with objective measurement. By moving beyond perception-based
assessments and enabling data-driven evaluation, the SCT Index allows IsBank to reliably link agile
transformation efforts to business outcomes while supporting strategic refinement, efficient resource allocation,
and long-term planning.

Conclusion

IsBank, founded in 1924 as the first private and national bank of the Republic of Turkey, is currently the country’s
largest private-sector bank, recruiting over 20,500 employees and serving about 25 million customers through
more than 1,000 branches (Tiirkiye Isbankasi, 2024). Flexibility and operational effectiveness are strategically
prominent for the bank. The significant problem of isBank’s agile transformation is measuring the real business
impact of structural, cultural, and technological changes. The current Harmony system mainly measures
qualitative and cultural indicators, while end-to-end ownership and slow decision-making are constrained by
legacy governance structures, limited team autonomy, role ambiguity, and insufficient feedback loops.
Customers, managers, and staff are all affected by this decreased process efficiency and delayed value delivery.
The Enhanced SCT Impact Index offers the best solution among the other two alternatives that were assessed.
The SCT Index provides a targeted, scalable, and data-driven method that unites structural, cultural, and

198



technological KPIs with a single quantifiable score, unlike alternative solutions, HAEO and IAPE, which are
more complex and expensive. In order to promote informed decision-making and long-term strategic alignment,
this solution enables Isbank to directly connect agile transformation activities with operational performance and
business objectives by converting qualitative agile outcomes into quantifiable measures.
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Karel Elektronik Sanayl ve Ticaret A.S., Strategy Problem

ISLETME FAKU JTE
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Proje Ekibi: The Five Forces

Grup Uyeleri: Emine Gézde Artar, Koray Karadag, Mohammad Saad Khan, Nasheet Ul Islam Ahmed, Suay
Durdu

Sirket Damismani: Isa Aksu, Arda Bas Akademik Damsman: Siiheyla Ozyildirim
Koordinator Danisman: Ceren Aydogmus
OZET

Karel Elektronik, 30 yili agkin tecriibesiyle savunma sanayii dahil bir¢cok sektorde ileri teknoloji ¢oziimleri
gelistiren kokli bir teknoloji sirketidir. Bu birikimin bir sonucu olarak, 2025 yilinda lansmani1 yapilan yeni nesil
genis bant haberlesme ¢oziimleri; dinamik askeri operasyonlarin ihtiyaclaria 6zel olarak tasarlanmis Askeri
Taktik Ozel 5G altyapisini hayata gecirmistir. Askeri Taktik Ozel 5G gibi yikici teknolojiler, yalnizca haberlesme
altyapilarin1 degil; bu teknolojilerin nasil konumlandirildig, fiyatlandirildig: ve pazara sunuldugu yaklasimlari
da dontistiirmektedir. Savunma sanayiinde bir¢ok firma i¢in ortak olan bu doniisiim siireci, yeni ve esnek ticari
modellere duyulan ihtiyaci artirmaktadir. Bu proje, Karel’in giiglii teknik yetkinliklerini; modiiler, seffaf ve
olceklenebilir bir pazar giris ve fiyatlandirma yaklasimiyla desteklemeyi amaglamakta ve Askeri Taktik Ozel 5G
¢Ozlimiiniin uzun vadeli, siirdiiriilebilir bir ihracat iiriinii olarak konumlandirilmasina odaklanmaktadir.

Anahtar Kelimeler: Ozel 5G Teknolojisi, Askeri Taktik Haberlesme Sistemleri, Uluslararas1 Savunma Pazarlari,
Pazar Giris Stratejisi, Modiiler Fiyatlandirma Modeli, Savunma Teknolojileri, Stratejik Fiyatlandirma, ihracat
Odakl1 Biiyiime, Rekabet¢i Konumlandirma

1. Company Background

201



Founded in 1986, Karel Elektronik Sanayi ve Ticaret A.S. is one of Tiirkiye’s leading technology and electronics
companies, operating across telecommunications, defense electronics, automotive systems, and enterprise
communication solutions. Since its establishment, Karel has steadily expanded its technological capabilities and
market presence, evolving from a domestic electronics manufacturer into a strategically important provider of
high-value, locally developed technology solutions. Through continuous investment in innovation and production
capacity, the company has become a key player in sectors that require high reliability, security, and regulatory
compliance.

Karel offers a broad portfolio of products and services, including enterprise communication systems (PBX and
cloud-based solutions), defense and military communication technologies, automotive electronics, and advanced
network infrastructure such as private 5G systems. The company places strong emphasis on research and
development, supported by certified R&D centers and in-house testing laboratories. This R&D-driven structure
enables Karel to design and manufacture complex electronic systems tailored to the needs of institutional,
industrial, and defense customers, while meeting international quality and safety standards.

Karel plays an important role in supporting Tiirkiye’s technological independence and industrial development. It
collaborates closely with government institutions, defense contractors, telecommunications operators, and major
OEMs, contributing to national technology programs and strategic projects. At the same time, the company
maintains a growing international footprint, exporting its products and solutions to markets in Europe, the Middle
East, and Asia, particularly to countries with strong demand for secure communication and defense technologies.

As of 2024, Karel employs 3,913 people, reflecting its large-scale operational capacity and diversified
organizational structure across engineering, manufacturing, project management, and corporate functions. The
company’s workforce is predominantly engineering-driven, enabling it to sustain high levels of productivity and
innovation in technology-intensive fields. Karel’s long-standing relationships with institutional clients and its
reputation for reliability support its competitive position in both domestic and international markets.

Publicly listed on Borsa Istanbul (BIST), Karel operates with a strong governance framework and a long-term
strategic orientation. The company prioritizes digital transformation, automation, and advanced communication
technologies as core elements of its growth strategy, particularly in response to rising demand for secure, high-
performance, and resilient network systems. In recent years, Karel has also increased its focus on sustainability,
integrating environmental and social considerations into its operations through energy efficiency initiatives,
responsible supply chain practices, and employee development programs.

2. Problem Description

Despite its strong engineering capabilities and long-standing presence in defense and telecommunications, Karel
operates in a market environment where the commercialization of disruptive technologies such as Military
Tactical Private 5G requires strategic frameworks that go beyond traditional defense procurement models. While
Private 5G represents a high-value and transformative capability, its introduction into international defense
markets naturally challenges established approaches to market entry, positioning, and pricing that have
historically been project- and tender-centric across the industry.

In highly regulated and heterogeneous defense markets, Private 5G deployments vary significantly in terms of
security requirements, coverage scale, certification processes, and system complexity. In the absence of modular
and transparent pricing and feasibility structures that systematically reflect these variations, even advanced
technological solutions across the sector may encounter challenges related to pricing consistency, scalability, and
long-term commercial sustainability. This dynamic is not specific to Karel, but rather reflects a broader structural
transition driven by disruptive communication technologies.

Early deployment experiences, including Karel’s initial Private 5G implementation in international markets,
underline the importance of systematically assessing market demand, competitive benchmarks, and long-term
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revenue potential prior to broader market entry. In defense ecosystems characterized by limited buyers and high
regulatory barriers, the lack of a formalized market introduction roadmap and scalable pricing architecture may
increase financial, operational, and strategic complexity. Addressing this need is therefore essential to enabling
Private 5G to evolve from a high-performance technical capability into a repeatable, competitive, and sustainable
export offering in global defense markets.

3. Recommended Solutions

The most effective solution to Karel’s market entry and pricing challenges is the development of a Private 5G
Market Introduction Roadmap supported by a Modular Pricing Model. This approach directly addresses the
structural gaps identified in the problem analysis by transforming Karel’s Military Tactical Private 5G offering
from a highly customized, project-based solution into a scalable, export-ready product with consistent pricing
logic and strategic market positioning.

The proposed roadmap provides a structured framework for entering new international defense markets. It
introduces a standardized feasibility assessment that evaluates regulatory requirements, defense procurement
processes, competitive dynamics, demand potential, geopolitical risk, and long-term scalability before market
entry decisions are made. By applying this framework consistently across target countries, Karel can reduce
uncertainty, prioritize high-potential markets, and allocate resources more efficiently. This disciplined approach
ensures that market entry decisions are driven by strategic fit and financial sustainability rather than solely by
short-term tender opportunities.

Complementing the market roadmap, the modular pricing model restructures Private 5G pricing around clearly
defined system components. Core elements, including network infrastructure, coverage area tiers, security and
encryption layers, system integration, and after-sales services, are priced as separate modules (see Appendix 1).
This structure enables transparent cost allocation, simplifies pricing decisions, and allows configurations to be
tailored to customer needs without excessive customization. As a result, Karel can protect margins, reduce the
risk of underbidding complex deployments, and improve consistency across international bids.

The modular pricing framework is strengthened by a hybrid logic applied within modules, using cost-based
pricing as a baseline and value-based pricing for mission-critical capabilities such as secure communications,
operational resilience, and sovereignty benefits. Additionally, long-term maintenance, software upgrades, and
system expansion options support recurring revenues and foster long-term customer relationships. Together, these
elements position Private 5G as a competitive, flexible, and commercially sustainable solution in international
defense markets.

Overall, the Private 5G Market Introduction Roadmap with a Modular Pricing Model enables Karel to improve
pricing discipline, enhance internal coordination across departments, and establish Military Tactical Private 5G
as a repeatable and scalable export offering. By aligning strategic market entry decisions with a transparent and
flexible pricing architecture, Karel can strengthen its competitiveness, ensure sustainable profitability, and
support long-term growth in global defense communications markets.

Conclusion

In summary, this project identified Karel’s need for a more structured market-entry framework and a scalable
pricing architecture as the key obstacles to the successful international commercialization of its Military Tactical
Private 5G solution. Despite strong technological capabilities and growing global demand for secure defense
communication systems, inconsistent pricing decisions, high levels of customization, and tender-driven market
entry may constrain Karel’s competitiveness and long-term profitability in international defense markets. Based
on stakeholder analysis and insights from the initial international market deployment, the need for a more
disciplined, repeatable, and export-oriented strategy was clearly established. Among the strategic alternatives
evaluated, Cost-Based Pricing, Value-Based Pricing, Partnership Pricing, Competitive Pricing, and the Private
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5G Market Introduction Roadmap with a Modular Pricing Model, the latter emerged as the most comprehensive
and sustainable solution, as it directly addresses scalability, pricing transparency, and strategic market selection.
While other approaches offer partial benefits in cost control or competitive positioning, they fall short of enabling
long-term, repeatable growth. The recommended solution combines a structured market-feasibility roadmap with
modular logic, translating technical complexity into clearly defined commercial components and enabling flexible
yet disciplined pricing across diverse defense markets. By implementing this approach, Karel can transform
Military Tactical Private 5G from a project-based offering into a scalable, export-ready product, strengthen
internal coordination, justify value-based premiums, and position itself as a reliable and strategically disciplined
technology partner, thereby establishing a solid foundation for long-term growth, profitability, and
competitiveness in the global defense communications ecosystem.
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Appendices

Appendix 1: This visual depicts Karel’s Private SG Mobile Network, a ruggedized and rapidly deployable
solution that enables secure, high-throughput real-time communication while integrating with both legacy and
modern systems and supporting a wide range of 5G-compatible mission-critical devices.
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LiV HOSPITAL, Operation Management Problem

Proje Ekibi: BETTER WAY
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Sirket Danismani: Cihan Aslan Akademik Danisman: Feray Tungalp
Koordinator Damisman: Ceren Aydogmus

OZET

Bu proje, Liv Hospital Ankara Kadin Hastaliklar1 ve Dogum (OB/GYN) Polikliniginde randevu planlama
sireglerini desteklemek ve hizmet siirekliligini giliclendirmek amaciyla yiiriitiillen bir operasyon yonetimi
caligmasini sunmaktadir. OB/GYN hizmetlerinin dogas1 geregi giin i¢inde ortaya ¢ikabilen klinik dncelikler ve
hastalarin bakim siirecini korumaya yonelik “kendi hekimiyle devam etme” tercihi, randevu planlamasinda planl
esneklik ihtiyacini artirabilmektedir. Calismanin odagi, hasta odakli yaklasimi koruyarak randevu akisinin daha
dengeli ve yonetilebilir bigimde olmasini saglayacak bir planlama gelistirmektir.

Bu dogrultuda, Newsvendor Modeli temel alinarak hekim bazli optimum buffer slotlar i¢eren bir randevu plant
tasarlanmistir. Onerilen yaklasim, operasyonel kararlari nicel bir zemine tasiyarak atil kapasite ile fazla mesai
maliyetleri arasinda denge kurmayir ve giin i¢i planlama sapmalarini sistematik bi¢cimde yonetmeyi
amaclamaktadir. Calisma kapsaminda simiilasyon temelli degerlendirmeler gergeklestirilmis ve farkl alternatifler
karsilagtirillmistir. Veri temelli yapisi, dlgeklenebilirligi ve uygulanabilirligi sayesinde buffer slot yaklagiminin
uygun bir planlama sec¢enegi oldugu goriilmiistiir. Bu yaklasimin, Liv Hospital Ankara’nin hizmet kalitesini ve
hasta deneyimini destekleyerek operasyonel siirdiiriilebilirlige katki saglamas1 hedeflenmektedir.

Anahtar Kelimeler: Saglik Operasyonlari, Randevu Planlama, Kapasite Y onetimi, Newsvendor Modeli, Planl
Esneklik (Buffer), Hasta Bekleme Siiresi
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1. Company Background

Liv Hospital Ankara is part of MLP Care Group, one of the leading private healthcare groups in Tirkiye. It is
the premium hospital brand of the group. The Liv Hospital name is linked to high-quality care, advanced medical
technology, and a strong focus on patients. Liv Hospital Ankara serves both local and international patients and
provides many medical services in one place.

The hospital offers care in many areas such as obstetrics and gynecology, surgery, oncology, internal medicine,
pediatrics, and emergency care. The Obstetrics and Gynecology (OB/GYN) department is especially important
because it has steady demand and needs close follow-up. Pregnancy check-ups, ultrasound exams, childbirth
services, and gynecological procedures require well-planned daily work and a reliable appointment system.

As part of MLP Care Group, Liv Hospital Ankara follows group quality standards and ethical healthcare
principles. The hospital also supports sustainability in daily operations, in line with national rules and group
policies. Liv Hospital Ankara continues to invest in medical technology, digital hospital systems and staff
development to protect service quality and operational performance in a competitive healthcare environment.

2. Problem Definition

Liv Hospital Ankara’s Obstetrics and Gynecology (OB/GYN) outpatient clinic operates within a high-quality,
patient-centered care environment and delivers specialized services under demanding conditions. Due to the
nature of obstetric care, however, emergency and unplanned cases occasionally disrupt the scheduled appointment
flow. Field observations, appointment-flow analyses, and stakeholder interviews indicate that while the existing
scheduling system functions effectively under routine conditions, it has limited built-in flexibility to absorb the
variability inherent in OB/GYN services. As a result, patient waiting times may fluctuate during peak periods,
and daily schedules can become less predictable.

A key contributing factor to this challenge is patient behavior that is typical and understandable within obstetric
care. Many OB/GYN patients, particularly pregnant women, strongly prefer continuity of care and therefore wish
to be examined by their own physician. This preference enhances trust and perceived care quality but also limits
the clinic’s ability to dynamically redistribute appointments when temporary congestion occurs. At the same time,
OB/GYN physicians may be required to leave the outpatient clinic for unplanned cesarean sections or urgent
medical interventions. These emergency procedures, which average around 70 minutes in duration and show
considerable variability, create short-term interruptions in outpatient services.

For the reason patient reassignment across physicians is limited, such interruptions can lead to localized delays
within individual appointment queues. These delays may gradually accumulate throughout the day, increasing
variability in waiting times. This effect is further influenced by structural characteristics of the current scheduling
system, including limited buffer capacity, natural variation in visit durations, and restricted real-time visibility of
physician availability during daily operations. Additionally, differences between scheduled demand and actual
patient arrivals particularly during morning hours can reduce the system’s ability to absorb temporary disruptions.

If not proactively managed, these dynamics may place additional pressure on outpatient operations. Increased
variability in waiting times can affect patient perceptions of service consistency, while accumulated delays may
contribute to higher physician workload and overtime. Addressing this challenge therefore does not reflect a
deficiency in service quality, but rather an opportunity for operational refinement. A capacity-planning approach
that introduces planned flexibility into the scheduling system can enhance resilience to emergency-related
interruptions and further strengthen the stability and predictability of outpatient service delivery at Liv Hospital
Ankara.
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3. Recommended Solutions

Following a comprehensive evaluation of the operational challenges, one best and two alternative solutions were
considered to address the waiting time problem in the OB/GYN outpatient clinic.

Alternative 1: Extending Appointment Slot Duration

This alternative proposes increasing the standard appointment duration from 20 minutes to 25—30 minutes in order
to absorb small delays caused by longer consultations.

Strengths

e May reduce minor scheduling overruns on routine days
e Simple to implement within the existing scheduling framework
Limitations

e Reduces daily patient capacity and may create appointment backlogs

e Fails to address long interruptions caused by emergency surgeries

e Does not resolve the core issue of emergency-driven variability
Alternative 2: Assigning a Daily Floater Physician

Under this approach, a dedicated backup physician would be assigned daily to cover outpatient visits when
another physician is called into an emergency.

Strengths

e Provides short-term operational flexibility
e Can partially mitigate waiting time spikes during emergencies

Limitations
e High opportunity cost due to reduced productive capacity
e Limited effectiveness because many patients refuse reassignment
¢ Difficult to scale and sustain over time

4. Alternative 3: Designing an Optimized Appointment Plan Using the Newsvendor Model (Best Solution)

This alternative proposes a structured redesign of the daily appointment schedule in Liv Hospital Ankara’s
Obstetrics and Gynecology (OB/GYN) outpatient clinic by introducing planned buffer capacity and determining
the optimal number and placement of buffer slots through the Newsvendor model. The approach addresses the
system’s limited ability to absorb emergency-related disruptions, particularly unplanned cesarean sections and
urgent obstetric interventions that temporarily remove physicians from outpatient services for extended periods.

Given OB/GYN patients’ strong preference for continuity of care with their own physician, demand cannot be
flexibly redistributed when such disruptions occur. Consequently, even a single emergency may trigger cascading
delays within individual appointment queues, increasing waiting times and physician overtime. Rather than
attempting to eliminate this variability, the proposed solution acknowledges emergency interventions as an
inherent feature of obstetric care and focuses on managing their impact in a systematic manner.The buffer slot
strategy treats emergency-related interruptions as a form of demand uncertainty. By intentionally reserving empty
appointment slots within the daily schedule, the system introduces controlled flexibility that limits the propagation
of delays across subsequent appointments. When disruptions occur, part of their impact is absorbed by these
planned buffer periods, stabilizing overall patient flow.
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To determine the optimal buffer level, the Newsvendor model balances two opposing cost components: underage
cost, associated with insufficient buffer capacity and reflected in overtime and patient dissatisfaction; and overage
cost, associated with excessive buffer capacity and reflected in idle physician time and lost appointment revenue.
Using the critical fractile approach and empirical data on emergency durations and arrival frequencies, the model
identifies physician-specific buffer allocations aligned with actual operational risk.

The effectiveness of this strategy is validated through discrete-event simulation, which demonstrates meaningful
reductions in patient waiting times, overtime hours, and overall system instability. Importantly, implementation
requires only minor adjustments to the existing appointment template, making the solution operationally feasible
without structural or staffing changes.

In conclusion, while all evaluated alternatives contribute to improving patient flow, the Newsvendor-based buffer
slot strategy emerges as the most well-aligned solution for Liv Hospital Ankara’s OB/GYN outpatient clinic. By
combining analytical rigor with practical feasibility, this approach strengthens operational resilience and supports
consistent, high-quality patient-centered care.

5. Conclusion

In this capstone project, we developed an operations management approach to support smoother patient flow and
a more balanced physician workload in the Obstetrics and Gynecology (OB/GYN) outpatient services at Liv
Hospital Ankara. Due to the nature of OB/GYN care, emergency medical priorities and occasional schedule
changes may require adjustments during the day. In addition, patients’ strong preference to continue care with
their own physicians’ limits appointment flexibility and increases the need for well-planned scheduling. Under
these conditions, small time shifts can accumulate and place additional pressure on daily operations.

Three planning approaches were evaluated in this study. Extending appointment durations can absorb minor
delays, but it reduces daily appointment capacity and is not effective for longer disruptions. Assigning a temporary
backup physician provides short-term flexibility; however, it involves high opportunity costs, is limited by patient
preferences and does not scale well when multiple disruptions occur. For this reason, a scheduling approach with
planned buffer capacity was designed, and the size of this buffer was determined using the Newsvendor Model.
Quantitative analysis and discrete-event simulation results show that the buffer-based schedule reduces waiting
time and physician overtime while supporting daily net profit. The redesigned appointment template, together
with system integration and regular performance monitoring, indicates that the solution is operationally feasible.

Overall, the Newsvendor-based buffer slot approach offers Liv Hospital Ankara a data-driven, flexible and
sustainable planning method that supports patient experience, strengthens operational stability and contributes to
long-term efficiency in OB/GYN outpatient services.
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Appendices

Figurel

Project Budget Summary - Buffer-Slot Implementation

Category ‘ Cost Item ‘ Description Estimated Cost (TL)

Human Resources

> Phys.ician Training Training OB/GYN physicians on buffer-based scheduling 35,000 &
sl . Workflow and patient-flow training for nursing staff 28,000 t
Nurse & Midwife Training ‘ Training on buffer-slot rules and appointment handling 15,000 &
Scheduling & Guest Project coordination and clinical supervison 20,000 t

Services Training

Subtotal - Human Resources + 98,000 TL

Technological Resources

HIS Software Customization Buffer-slot protection and override-permission setup 120,000 t

O System Testing & Debugging Prevention of double-booking and overcapacity errors 40,000 t
KPI Dashboard Development = Monitoring waiting times, overtime, and utilization 55,000
IT Support Services Technical support during pilot and rollout phases Subtotal - Technology = 240,000 TL
Financial Resources IR e

@ Staff Time Allocation Time costs for training, meetings, and evaluations 30,000 &
Short-term Revenue Impact = Temporary revenue loss due to protected buffer slots 60,000 t
Communication Materials Patient and staff communication tools 10,000 t

TOTAL PROJECT BUDGET 473,000 TL
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Figure2

Timeline & Milestones
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PASSO Digital Services Inc., Marketing Problem

Proje EKibi: nextstep
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Dogukan Sackan

Sirket Damsmanm: Ozge Kabas Akademik Damisman: Dr. Gozde Esen
Koordinatéor Damisman: Ceren Aydogmus
OZET

Bu proje, PASSO Digital Hizmetler A. S.’in dijital goriiniirlik ve marka konumlandirma problemini analiz
etmeyi ve bu probleme yonelik biitiinciil pazarlama ¢oztimleri gelistirmeyi amaglamaktadir. PASSO,
Tiirkiye’de futbol biletlemesinde yiiksek bilinirlige sahip olmasina ragmen, eglence ve kiiltiir etkinlikleri
alaninda diisiik etkilesim ve sinirli algi sorunlartyla kars: karstyadir. Yapilan tiiketici anketleri, platformun
belirli farkindaliga ragmen diigiik sosyal medya etkilesimi ve zayif marka bagliligina sahip oldugunu
gostermektedir. Bu calismada, PASSO’nun mevcut durumu sektdrel analizler, tiiketici davranisi verileri ve
dijital pazarlama cergeveleriyle degerlendirilmistir. Ardindan, kullanici deneyiminin iyilestirilmesi, marka
kimliginin yeniden konumlandirilmasi ve geng hedef kitleyle etkilesimi artirmaya yonelik stratejik ¢6ziim
onerileri sunulmustur. Onerilen stratejiler, PASSO’nun futbol odakli algisin1 asarak ¢ok yonlii bir eglence ve
kiiltiir platformu olarak konumlanmasin1 hedeflemektedir.

Anahtar Kelimeler: Dijital Biletleme, Marka Konumlandirma, Dijital Pazarlama, Kullanici Deneyimi, Eglence
Endustrisi
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Company Background

Digital ticketing and event management platform, PASSO Digital Services Inc. is headquartered in Istanbul,
Turkey, since 2014. The company started its operations by offering an electronic ticketing system to watch
football matches and subsequently extended its operation in 2019 to cover theatres, concerts, festivals, museums
and other cultural events. PASSO has registered a growth in the sale of football tickets, which has been
catalyzed by the fact that the company has been in a long-term partnership with the Turkish Football Federation.
PASSO’s main competitors are Biletix(Ticketmaster), Biletinial, Bubilet, Biletino; these firms operate in
cultural and entertainment events mainly.(Wikipedia Tirkiye, n.d.)

Passo provides its 100 percent locally developed software that provides the opportunity to sell tickets via its
online platform and mobile application, including innovative characteristics as QR code scanning, seat
reservation, and transfers. In 2025, PASSO has also presented the new campaign called “PASSO ile Hayat
Rutinden Cikti”, which adds new features that enhance and make the in-app experience of users more rewarding
and easier. (PASSO Turkey, n.d.)

Problem Description

The main issue that PASSO had was the need to create higher brand awareness on social media. Brand
awareness, after the "Consumer Analysis and Social Media Awareness Survey" (see Appendix 1) is
predominantly concentrated around the sport of football, and considering that awareness, there is a low digital
interaction on social media and brand loyalty. Primary reasons that led to this state of affairs may be
summarized as follows: First of all, PASSO is viewed as a football ticketing platform to a large extent; it
restricts the exposure of its entertainment and cultural events. Some of the problems of the user experience,
such as the option of choosing a city or filters and discovery processes of events, can also complicate navigation
and result in a higher exit rate. Lastly, although young adults and college students depend on social media and
short video products to discover events mostly, PASSO is not yet at its optimal capacity.

Recommended Solutions

The proposed solutions to the problems faced at PASSO are elements of a wide plan that takes into
consideration both the short-term and medium-term projects. These objectives are geared towards the
realization of high platform performance and strong brand positioning, and generate more user engagement and
allegiance in social media, according to Fishbone (see Appendix 2) and PASSO Content Consumption and
Digital Behavior Survey (refer to the details in Appendix 3.).

Enhancing User Experience and Platform Performance

One of the best priorities of PASSO is to enhance the experience of user. User friction can be minimized by
simplifying the search and filtering functions and offering better differentiation of cities, categories, and event
types as well as enhancing the stability of the mobile application. Such enhancements will help to reduce the
rate of bounces and contribute to the increased conversion rates. To maximize Ul/UX and platform stability,
PASSO will need to run a diagnostic audit to find out technical and usability problems, redesign category pages
and filtering systems, introduce A/B testing and roll out a stable and enhanced version of the platform.

Campus Engagement Program

Activations in Istanbul and Ankara will be done on campus, in order to transform high brand awareness among
students in these countries into active use. By using physical booths, advertising, and QR discounts and student
ambassadors, PASSO will be able to access a high-potential group within a short period of time. Nonetheless,
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the efforts need rigorous coordination and the impacts are likely to be short-lived unless there are powerful
product experience and retention strategies. To involve the campuses, the main universities will be chosen and
assisted by on-campus activations, promotions and cooperation with student ambassadors, and awareness and
conversion performance will be observed at the same time.

Sports Culture Two-ldentity Content Structure.

This is a solution to the football-centric perception of PASSO by bringing in a twin-tracked framework of
integrating sport and culture events. Cultural discoveries can be made apparent in the path of purchasing the
ticket through in-app banners and location recommendations. Although this method directly helps in the process
of repositioning, it relies on the production of content that is consistent, and a good working relationship with
the partners. The dual-identity approach of Sports x Culture integrity should be adopted with the incorporation
of the sports and cultural content by the use of in-app banners, geographic recommendations, and frequent
cross-promotional content loops.

Mood-Based Recommendations Emotional Engine.

Emotional Engine is supposed to be a personalized events discovery that enables users to choose moods like
With Friends or Me-Time. This solution will boost emotional sales and ticket purchasing by transforming the
generic browsing to intent-driven recommendation. Its success however, is pegged on proper tagging, quality of
the data and constant monitoring of performance. A recommendation engine with an emotional aspect can be
implemented by means of providing events with mood categories, introducing a visible Select Your Mood
option, and creating mood-based discovery by digital means and monitoring the results of conversion.

Creator Program and Reverse Marketing: Unseen Stories.

It is a project that uses the use of micro-creators and user-generated content to update the PASSO with the
current culture. Branded templates and short-form videos promote genuine storytelling and sharing on the social
front. Although this strategy is oriented to the preferences of the audience content, its results can be different
based on the performance of the content and should be moderated and controlled by the creators. The reverse
marketing team should be oriented at onboarding micro-creators, creating short-form content of the Unseen
Stories and motivating users to post using branded templates and track engagement rates.

Gamified Loyalty: Culture-Entertainment Passport.

The loyalty scheme will be structured to persuade a client to use it again with badges, points, challenges, and
partner rewards. It makes long-term engagement strong by transforming the one-time buyers into habitual users.
The program should however provide substantial rewards and easy user experience so that the program does not
appear hollow superficially. The gamified loyalty program is to be released to promote repetitive use with the
help of points, badges, challenges, and rewards with partners in form of interactive quizzes and leaderboards.

City Takeover Nights Every Month.

City Takeover Nights are designed to enhance the cultural identity of the local population by enhancing
different types of events with the same theme based on the city. This solution with the help of local influencers
and in-app maps increases visibility not only to separate events but also regions grow. It faces the greatest
difficulty in coordination at the venue and partners level. City Takeover Nights will be organized on monthly
city-themed event packages with the use of local partners and influencers, and in-app maps and
recommendations will improve the user experience.
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B2B Partner Network Growth

Growing the B2B partner base is in the area of giving more variety to events by enrolling new venues,
performers, and producers. Exclusive pre-selling can be useful to increase the value proposition of PASSO, as
well as to assist the repositioning with physical inventory. This solution is however associated with lengthy
sales cycles and it takes good relationship management to ensure quality. Lastly, the expansion of B2B partner
networks ought to be carried out in terms of selective outreach to venues and producers, along with the creation
of exclusive presales, co-marketing facilitation, and monitoring of the performance.

Combined Implementation of every Solution.

The best way is the combined application of all eight solutions. The difficulties faced by PASSO are multi-
dimensional, and they include experiences, brand perceptions, and engagement habits. The solution to these
problems will involve a unified approach where the short, medium, and long-term plans will support each other
as opposed to using them independently.

Conclusion

PASSO is a company in the expanding digital ticketing industry and enjoys good brand recognition, well-
developed infrastructure, and long-term partnerships. However, the company is experiencing difficulties
connected to the low level of digital interaction, football-centered brand recognition, and insufficient emotional
attachment to the users as well as younger audiences.

This paper demonstrates that the primary causes of these difficulties are user experience frictions and immature
digital communication, instead of the absence of demand. The solutions proposed are aimed at enhancing the
usability of the platform, rebranding PASSO as a culture and entertainment platform, and enhancing the digital
and campus-based engagement. Combined with the strategies, they can contribute to sustainable growth, user
loyalty, and the sustainability of the brand value of PASSO in the long-term entertainment ecosystem.
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Appendices

Appendix 1
Survey 1 Questions

©CoNoO~WNE

22,

23.
24,
25.
26.
27,
28.
29.
30.
31.
32.
33.
34.

35.
36.
37.

What is your age?

What is your gender?

What is your education level?

From which region are you filling out this survey?

What is your average monthly spending on ticketed events such as concerts and theatre?

Which social media platform(s) do you use the most?

On average, how many hours per day do you spend on social media?

When choosing an event (concert, theatre, match, festival, etc.), what do you pay the most attention to?
Do you share posts on social media during and/or after an event?

. On average, how many ticketed events (concerts, theatre, etc.) do you attend per year?

. Have you heard of the PASSO brand?

. Where did you first see or hear about PASSO?

. Which types of events do you associate PASSO with?

. Through which device do you use PASSO?

. What is the first word that comes to your mind when you think of PASSO?

. Which of the following ticketing platforms do you know?

. Which of the following ticketing platforms do you use the most?

. Compared to other ticket platforms, how would you rate PASSO overall on a scale of 1-5?

. Compared to other ticket platforms, how would you rate PASSO’s app interface (ease of use) on a scale

of 1-5?

. Compared to other ticket platforms, how would you rate PASSO’s pricing policy on a scale of 1-5?
. Compared to other ticket platforms, how would you rate PASSO’s campaigns and discounts on a scale

of 1-5?

Compared to other ticket platforms, how would you rate PASSO’s social media visibility on a scale of
1-5?

Compared to other ticket platforms, how would you rate PASSO’s customer service on a scale of 1-5?
Compared to other ticket platforms, how would you rate PASSQO’s reliability on a scale of 1-5?

When buying an event ticket, which method do you use the most?

If you have an account on a ticket website, how often do you log in?

If you have a PASSO account, how often do you log in?

When buying an event ticket, which of the following behaviors do you show?

When sharing after an event, which platform do you use?

Do you follow PASSO’s social media accounts?

How often do you see PASSO’s social media posts?

How do you find PASSO’s social media posts? (1-5: 1 = Not interesting, 5 = Creative and interesting)
What type of content would you like PASSO to share on social media?

How likely are you to recommend PASSO to your friends? (0-10: 0 = I would never recommend, 10 = |
would definitely recommend)

Compared to other ticket platforms, how innovative do you find PASSO? (5 = Very innovative)

Do you use TikTok?

On which platforms do you follow event pages?
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38. Which types of content do you see more often on social media? (Matches, concerts, campaigns, etc.)
39. What type of content would you like PASSO to share more on TikTok?
40. Do you have a PASSO account?

Appendix 2

Fishbone Diagram

Root Cause Analysis
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Appendix 3

Survey 2 Questions

1

2.

9.

. Yasiniz

Cinsiyetiniz

. Egitim durumunuz?

. Ankete nereden katiliyorsunuz?

. Konser, tiyatro gibi biletli etkinliklere ortalama aylik harcama diizeyiniz?
. Sosyal medyada giinde ortalama kag saat gegiriyorsunuz?

. Sosyal medyada en ¢ok kullandiginiz platform(lar):

. Sosyal medya platformlarinda en ¢ok tiikettiginiz igerik tiirleri nelerdir? (Coklu se¢im)

Sosyal medyada en ¢ok hangi igerik formatlarin tiiketirsiniz? (Coklu se¢im)

10. Sosyal medyada hangi igerik tiirlerini daha sik goriiyorsunuz?

11. Etkinlik (konser, mag, tiyatro, festival) duyurularin1 genelde nereden goriiyorsunuz/6greniyorsunuz?

12. Bir etkinlikten Once, etkinlik sirasinda veya sonrasinda sosyal medyada paylasim yapar misiniz?

13. Asagidaki biletleme platformalarindan hangilerini takip ediyorsunuz? (Coklu se¢im)

14.PASSO biletleme platformunu daha 6nce duydunuz mu?
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15. PASSO biletleme platformunu sosyal medyadan takip ediyor musunuz?

15A. PASSO’ ya ait kullandiginiz sosyal medya hesabina 1-10 arasinda puanlayacak olsaniz, kag¢ verirdiniz?
15B. PASSO’nun gelistirilmesini istediginiz en 6nemli 6zellik nedir? (Coklu se¢im)

16. PASSO’nun sosyal medya hesaplarinda hangi igerik tiirlerini daha fazla gérmek istersiniz?(Coklu se¢im)
17. Bir igerik i¢in, sizi PASSO gonderisine tiklamaya yonelten en 6nemli faktdr nedir?

18. PASSO gonderilerinde gérmekten en ¢ok hoslandiginiz tasarim stili nedir? (Coklu se¢im)

19. PASSO sosyal medya icerikleri sizce hangisine odaklanmali?

20. Influencer’larin PASSO etkinliklerini paylagmasi bilet satin alma davraniginiz etkiler mi?

21. PASSO’nun Reels/TikTok igerikleri sizce nasil olmali? (Coklu se¢im)

22. Bir PASSO postunun altina yorum birakmanizi saglayacak sey nedir? (Coklu se¢im)

23. PASSO size 0zel igerik 6nerse (Spotify gibi), kullanir misiniz?

24. PASSO’nun size 6zel icerikler sunmasini, sosyal medya disinda, aligveris ve etkinlik tercihlerinize gére hazirlanmig
kisisellestirilmis e-posta veya SMS bildirimleri alarak ilgilenebileceginiz etkinliklerden haberdar olmak ister misiniz?

25. Etkinlik bileti satin aldiktan sonra PASSO’nun size kisa bir "ilgi alan1 anketi" gondererek gelecekteki etkinlik
Onerilerini kisisellestirmesine nasil bakarsiniz?

Hayir ise sorulacak ek sorular:
14A. Diger biletleme platformlarinin sosyal medya hesaplarini takip ediyor musunuz?
14B. Bu platformlarda en ¢ok hangi igerik tlrlerini gortyorsunuz? (Coklu segim)
14C. Etkinlik duyurularini sosyal medyada nasil gérmekten hoslantyorsunuz?

14D. Biletlendirme platformunun postunun altina yorum birakmanizi saglayacak sey nedir? (Coklu se¢im)
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Proje Ekibi: TeamSA

Grup Uyeleri : Ali Mert Aslan, Funda Dilara Bolat, Gamze Dogan, Lara Taskan, Melis Damla Arslan, Utku
Durak, Yusuf Emir Yksel

Sirket Damismani: Lena Yang Akademik Danmisman: Betul Altunsu

Koordinator Danmisman: Ceren Aydogmus

OZET

Bu rapor, TEMSA’nin erken kariyer beyaz yaka calisanlar1 arasinda yasanan 0-5 yil arasinda goniillii devir orani
sorununa odaklanarak, ¢alisan bagliligini ve yetenek siirekliligini artirmaya yonelik biitiinciil bir ¢éziim ¢ergevesi
sunmaktadir. Calisma kapsaminda, calisan anketleri ve birebir goriismeler analiz edilerek mevcut durum
degerlendirilmistir. Bu bulgular dogrultusunda, kariyer gOriiniirligliniin artirilmasi, is deneyiminin
zenginlestirilmesi, rol yapismnin netlestirilmesi ve ¢aligan refahini giiglendirilmesi hedeflenmistir. Onerilen
¢oziimler; kilometre tagi bazli kariyer ilerleme sistemi, gorev cesitliligini destekleyen rotasyon ve proje
caligmalari, ara unvanlarin olusturulmasi ve calisma ortamima yonelik iyilestirmeleri kapsamaktadir.
Stirdiiriilebilirlik odakli onerilerle desteklenen bu yaklasim, TEMSA’nin ¢alisan memnuniyetini artirmayi,
kurumsal baglilig1 giiclendirmeyi ve uzun vadeli organizasyonel gelisimi desteklemeyi amaclamaktadir.

Anahtar Kelimeler: IK, Erken Kariyer Calisanlar, Calisan Devir Oram, Kariyer Gelisimi, Calisan Bagliligs,
Calisan Refahi, Kurumsal Siirdiiriilebilirlik

1- Company Background
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TEMSA is one of the leading companies in the global bus sector, concentrating on the development, production,
and export of buses and coaches. Established in 1968 in the city of Adana, in the country of Tirkiye, TEMSA
began as a domestic producer and developed into a globally recognized brand in Europe, North America, and the
other corners of the globe (TEMSA, n.d.-a). Currently, TEMSA is one of the well-known automobile exporters
in the country of Turkiye.

The products manufactured by this company encompass city buses, intercity coaches, and electric mobility
solutions. The company’s focus on innovation and sustainability can be understood from this diversified product
portfolio. In order to meet the demands of a sustainable means of transportation, TEMSA’s focus has been on
electric and low-emission vehicle technology to promote environmentally friendly transportation solutions for
urban mobility (TEM Saunders, n.d.-b).

TEMSA has a business model that is very export-oriented with a large percentage of what they produce being
shipped abroad. To survive in a competitive environment like Europe and America requires very strict regulatory
and engineering practices and innovative capabilities (TEMSA, n.d.-a). Such a competitive global environment
puts a great premium on the presence of competent white-collar workers in areas like engineering and strategic
roles in the organization, making human resources a vital resource for TEMSA.

In terms of organization, TEMSA is headquartered and has most of its manufacturing operations in Adana,
Turkiye, while it has operations in several other international markets. This particular structure enables it to have
manufacturing, engineering, design, and service in an integrated way, which necessitates coordination between
local and worldwide business units. In this way, this centralized manufacturing and engineering system of
TEMSA supports effectiveness and expertise in technology in addition to ensuring compliance with diverse
market demands and acceptable international standards (TEMSA, n.d.-a). This particular structure of TEMSA
clearly indicates that it is a globally operating manufacturing company with centralized manufacturing and
engineering capabilities.

2- Problem Definition

TEMSA’s problem is about the voluntary turnover rate of white-collar employees that have less than five years
of experience in their job, and this impacts on the stability of the workforce, retention of the knowledge and the
long-term organizational development. Both organizational and contextual elements are generating the root
causes of this problem. Potential repeated employee exits therefore may cause operational disruptions, raise the
expense of hiring and training new employees, and limit the development of institutional knowledge, all of which
create a strategic risk to TEMSA’s employer brand and long-term competitiveness.

3- Possible Solutions for the Problem
Solution 1: Milestone Progression System

By implementing a well-defined milestone progression system, young employees gain access to attainable goals,
understandable expectations, and encouraging signs of career growth. Upon reaching these consistent milestones
and being granted significant incentives, such as temporary rotational assignments, staff members observe
enhanced career pathways, increased enthusiasm, and an improved perception of future prospects at TEMSA (See
Appendix 1 & 2).

Solution 2:
Early-career workers might experience less monotony and a greater sense of purpose by increasing job

diversification through opportunities including short-term skill rotations, participation in high-impact projects,
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and social impact efforts. Providing a variety of experiences that are development-focused enhances learning,
boosts engagement, and promotes sustained dedication to TEMSA (See Appendix 3 & 4).

Solution 3: Adding Intermediate Job Titles

For early-career workers, the creation of extra intermediate job titles can offer a more transparent and achievable
career path. This structure lowers voluntary turnover among young white-collar employees, boosts motivation,
and promotes perceived advancement opportunities (See Appendix 5 & 6).

Solution 4: Enhancing Workplace Experience and Employee Well-Being

Employee satisfaction can be greatly increased by making the workplace lively, encouraging, and supporting
through enhancements to the physical office space and increased well-being incentives. Early-career employees
feel more motivated, appreciated, and connected to TEMSA when areas that promote relaxation and social contact
are provided, along with optional wellness services or limited travel funding (See Appendix 7 & 8).

4- Conclusion

The voluntary turnover rates observed among early career white collar employees at TEMSA highlight the
importance of addressing employee experience and talent retention through a structured and sustainable approach.
As complimentary components of an all-encompassing strategy, the suggested solutions address greater career
transparency, enhanced work experience, defined job structures, and better working circumstances. These efforts
have the ability to boost employee happiness and corporate engagement when they are supported by thorough
recommendations like a more defined strategic direction and greater uniformity in internal procedures across
departments. TEMSA can continue its competitiveness in a dynamic global competitive environment while
promoting sustainable human resource development by coordinating employee expectations with organizational
structures and long-term objectives.
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Appendices

Appendix 1: Financial Breakdown for Solution 1

Cost Item Estimated Annual Cost Description
Milestone Tracking System 40,000 - 80,000 TL HR portal or simple dashboard
Manager Training & Calibration 30,000 - 60,000 TL Short internal training sessions
Communication & Launch Materials 20,000 - 40,000 TL Guides, visuals, Q&A sessions

Temporary international assignments

Development-Based Rewards 60,000 -120,000 TL or

short-term rotations

Total Estimated Cost

150,000 - 290,000 TL

Appendix 2: Gantt Chart for Solution 1
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Milestone Progression System Timeline: 18-Month Gantt Chart

Timeline (Months)
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Appendix 3: Financial Breakdown for Solution 2

Phase 5: First Cycle Implementation (M7—12)

Phase 3: Training & Communication (M5)
[ Phase 5: First Cycle Implementation (M7-12) [ Phase 6: Evaluation & Impact Review (M12-18)

Cost Item Estimated Annual Cost

Description

Short-Term Rotation & Project 150,000 - 300,000 TL

Assignment Costs

Productivity loss and backfill costs
arising from rotating early-career
employees across functions or
projects

High-Impact Project Participation 100,000 - 200,000 TL

Costs

Incremental project costs associated
with involving junior employees in
strategic or cross-functional
initiatives

External Social Impact Program 50,000 - 100,000 TL

Participation

Fees or partnership costs for
participation in structured social
impact or community engagement
initiatives

Total Estimated Cost

300,000 - 600,000 TL

Appendix 4: Gantt Chart for Solution 2
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Solution 2: Employee Diversification Program Timeline & Milestones

Year 1 Year 2 (Part)
Timeline (Months) Month | Month | Month | Month | Month | Month | Month | Month | Month | Month | Month | Month | Month | Month | Month | Month | Month | Month
1 2 3 4 5 6 7 8 9 10 n 12 13 14 15 16 17 18

Phase 1: Program Design
& Opportunity Mapping

Phase 2: Framework
Finalization &
Communication Readiness

Phase 3: Official Launch

Design & Mapping
(HR, Manager
Nomination Procedure)

Framework Finalization &
Communication Readiness
(HR, Managers, Approval, Manuals,
Manager Training)

1S,

Phase 4: First Cycle

>
Appl

Official Launch

(

Bricfings,
mtlonsgs Open)

Implementation

Phase 5: Participation

First Cycle implementation
(Activities, Onm'r'&i:g(:hzcklins, Feedback)

Tracking &
Engagement Monitoring

Phase 6: Retention

Tracking & Monitoring
(Participation Rates, Engagement Surveys)

& Impact Evaluation

==

(Retention Stats, Total Effect Analysis, Future Recommendations)

Retention & Impact Evaluation

Appendix 5: Financial Breakdown for Solution 3

Cost Item

Estimated Annual Cost

Description

Titles

Salary Adjustments for Intermediate

180,000 - 350,000 TL

Mandatory base salary increases to
differentiate intermediate job titles
from existing roles

Benchmark

Market Alignment / Compensation

40,000 - 80,000 TL

External salary benchmarking to
ensure alignment between new job
titles and market pay levels

One-Time Title Transition Costs

20,000 - 40,000 TL

Administrative and contractual
costs related to updating employee
titles and employment records

Total Estimated Cost
240,000 - 470,000 TL

Appendix 6: Gantt Chart for Solution 3
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Solution 3: Job Titles

For early-career workers, the creation of extra intermediate job titles can offer a more transparent and achievable career path. This structure
lowers voluntary turnover among young white-collar employ 00sts motivation, and p perceived ad opportunities.

Year 1 Year 2 (Part)

Timgline(Momhs) Month 1 | Month2 | Month3 | Month 4 | Month S | Month 6 | Month7 | Month 9 | Month 10 | Month 11 | Month 12 | Month 13 | Month 14 | Month 15 | Month 16 | Month 17 | Month 18

3 Analysis, Job Descriptions,
Phase 1: Role Analysis & Competeney Expectations.

Structural Design (HP, Managers)

Phase 2: Framework Validation
& Financial Alignment

3 = Final Tities, Career M
Phase 3: Finalization & Career Rgvlsq: ﬁ;)idellnm

Map Development

Phase 4: Supervisor Training &
Communication Preparation

3 ;. Official Launch,
Phase 5: Official Launch & > Awareness Survey

Awareness Measurement (TEMSA, Empl

First Cycle Integration, Pulse Surveys, Adjustments.
(Supervisors, HK Employees)

Phase 6: First Promotion >
Cycle Integration

Phase 7: Retention Impact >
Review & Long-Term Evaluation

Appendix 7: Financial Breakdown for Solution 4

Workplace Enhancement & Well-Being Program Timeline: 18-Month Gantt Chart

Timeline (Months)
Q1 Q2 Q3 Q4 Q5 Q6
M| M2 | M3 | M4 | ms | Me | M7 | M8 | w9 | mio | M1t | w2 | mi3 | w4 | m15 | 16 | M17 | mi8

- Phase 1 Asses'sment &' Needs (M1 -2)

Phase 2: Design & Program (M3-4)

@': Phase 3: Prep & Communication (M5)

Phase 4: Implementation & Rollout (M6-7)

Phase 5: Trackihg & Mohitoring (M7-12)

) Phase 1: Assessment & Needs (M1-2) [ Phase 2: Design & Program (M3-4) Phase 3: Prep & Communication (M5)
[ Phase 4: Implementation & Rollout (M6-7) [l Phase 5: Tracking & Monitoring (M7-12) ([ Phase 6: Retention & Evaluation (M12-18)
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Appendix 8: Gantt Chart for Solution 4

Cost Item Estimated Annual Cost Description
Physical Office Environment 200,000 - 400,000 TL Basic refurbishment including
workspace layout, lighting, and
Improvements common areas
Employee Well-Being Benefits (Direct 120,000 - 250,000 TL Well-being benefits such as mental
Cost Items) health support services or fitness

partnerships

Common Area & Social Space 80,000 - 150,000 TL Improvements to shared spaces
Upgrades supporting collaboration and
informal interaction

Total Estimated Cost

400,000 - 800,000 TL
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TEPE HOME

&5 | Gelinebilecek (£
| enustyere U8

“Tepe”
denir.

Proje Ekibi: Seven Minds

Grup iiyeleri: Ayca Korkmaz, Buse Ulusoy, Derin ilbas, Ece Alp, Gok¢e Ebrar Murathan, Selen Karaca, Umut
Sayilikan

Sirket Danismani: Ceren Evcimen Akademik Danisman: Hanife Armut

Koordinator Damisman: Ceren Aydogmus

OZET

Bu proje, Tepe Home’un Tiirkiye mobilya pazarinda yogun rekabet ortami icerisinde, Ozellikle 25-35 yas
araligindaki tiiketiciler nezdindeki marka algisini ve dijital temas noktalarindaki konumunu incelemektedir. Tepe
Home, giiglii fiyat/performans dengesi ve genis iiriin gamina sahip olmasina ragmen, pazardaki biiyiik 6lcekli
rakiplere kiyasla daha siirli kalan pazarlama biit¢esi nedeniyle geng tiiketiciler arasinda yeterli diizeyde marka
hatirlanirligina ulasmakta zorlanmaktadir.

Ikincil arastirmalar ve 100 katilimci ile gerceklestirilen anket calismasi, hedef kitlenin mobilya markalarini
agirhikli olarak dijital iletisim kanallari, arama motorlar1 ve yapay zeka destekli arama aracglari iizerinden
kesfettigini gostermektedir. Bulgular, Tepe Home un dijital kanallar araciligiyla genis kitlelere erisim sagladigini,
ancak bu erisimin marka bilinirligi ve rakiplere kiyasla ilk akla gelen marka olma ag¢isindan daha sinirli kaldigini
ortaya koymaktadir.

Bu dogrultuda ¢alismada; SEO ve yapay zeka uyumlu igerik stratejileri, hedefli ve maliyet etkin kampanyalar,
secici pazar yeri kullanimi1 ve mikro-influencer is birliklerine dayali sosyal medya faaliyetleri onerilmektedir.
Onerilen ¢oziimler, yiiksek biitceli reklamlar yerine, odakli ve siirdiiriilebilir dijital stratejilerle Tepe Home’un
marka gorintrligiini artirmay1 amaglamaktadir.

227



1. Company Background

Tepe Home is a well-established Turkish furniture brand offering a wide range of home products, including living
room, bedroom, dining room, and decorative items. The company positions itself as a brand that combines modern
design, acceptable quality, and affordable pricing. Tepe Home primarily operates through physical retail stores
and its official website, targeting middle-income consumers seeking functional and aesthetic furniture solutions.

The Turkish furniture industry is characterized by intense competition, with both domestic and international
brands investing heavily in advertising, influencer marketing, and omnichannel retail strategies. Consumer
preferences in this market have increasingly shifted toward digital research, online inspiration, and social media
driven discovery. While Tepe Home maintains a strong product offering and significant digital reach, it faces
challenges in standing out against competitors that benefit from larger marketing budgets and stronger brand
storytelling capabilities.

Tepe Home’s main competitive advantage lies in its price/performance balance. However, this advantage is not
always clearly communicated to younger consumers, who tend to prioritize digital visibility, brand image, and
online discoverability during the early stages of their purchase journey.

2. Problem Description

The core issue addressed in this project is Tepe Home’s relatively low brand salience among the 25-35 age group
(see Appendix 1, Q1-Q2), despite the company’s competitive product offerings. In a market where brand visibility
is strongly influenced by digital marketing intensity, influencer collaborations, and search engine presence, Tepe
Home faces a disadvantage compared to large-scale competitors with higher marketing expenditures.

Primary research supports this problem definition. In the survey conducted with 100 respondents aged 25-35,
only 15 participants mentioned Tepe Home as a brand they recognized, while 62 respondents stated that they had
not encountered the brand before (see Appendix 1, Q1). In addition, most respondents indicated that they rely on
platforms such as Instagram, Google, and Al-supported search tools when researching furniture brands (see
Appendix 1, Q3). These findings suggest that although Tepe Home actively uses digital channels, its presence is
less dominant within consumers *awareness and consideration stages relative to key competitors.

The problem is therefore not related to product quality or value, but to the effectiveness and competitive strength
of Tepe Home’s digital visibility and brand communication within a crowded marketplace.

3. Recommended Solutions

Rather than proposing a single intervention, this project presents an integrated solution package consisting of four
complementary strategies. This approach is adopted because Tepe Home’s challenge spans multiple stages of the
consumer journey. The brand experiences relatively lower visibility at the awareness stage, limited prominence
during online information search, and constrained engagement opportunities due to competitive budget
conditions. Addressing these issues simultaneously allows for a more realistic and impactful improvement in
brand visibility among 25-35-year-old consumers.

3.1 SEO and Al-Driven Visibility

The first solution focuses on strengthening Tepe Home’s discoverability on search engines and Al-supported
platforms. Survey results indicate that consumers actively use Google and Al-based tools when researching
furniture brands (see Appendix 1, Q3). By optimizing website content, product descriptions, and keywords, and
by producing informative content such as buying guides and decoration tips, Tepe Home can enhance its visibility
during the information search stage. This strategy enables more efficient use of existing digital investments
without relying on large-scale advertising expenditures.
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3.2 Strategic Partnerships

The second solution involves establishing strategic partnerships with universities, corporate employee networks,
and alumni communities. These partnerships allow access to clearly defined and trust-based consumer groups
through targeted and cost-efficient channels. Survey findings show that discounts and promotional campaigns are
strong purchase motivators for the target group (see Appendix 1, Q5). Exclusive offers and co-branded initiatives
can therefore increase trial and awareness while maintaining budget efficiency.

3.3 Hybrid E-Commerce Strategy

The third solution proposes a hybrid e-commerce model that combines online marketplaces with Tepe Home’s
own digital platforms. Smaller and standardized products can be offered on popular marketplaces to benefit from
their high traffic and visibility, while larger or more customized items remain exclusive to Tepe Home’s own
channels. This approach balances reach with brand control and support gradual brand familiarization among new
consumers.

3.4 Social Media and Micro-Influencer Strategy

The final solution emphasizes strengthening social media engagement through collaborations with micro-
influencers. Survey results indicate that social media, particularly Instagram, plays a significant role in furniture
discovery among younger consumers (see Appendix 1, Q3). By working with niche lifestyle and home decoration
influencers, Tepe Home can create authentic and relatable content that fosters emotional connection while
remaining cost-efficient.

4. Conclusion

In conclusion, Tepe Home’s primary challenge lies in translating its product value and digital reach into stronger
brand salience within a highly competitive, digitally driven market. Younger consumers increasingly rely on
online discovery, social proof, and search accessibility when selecting furniture brands. The proposed solutions
address this challenge by focusing on targeted visibility enhancement, strategic partnerships, and efficient digital
marketing practices. Through these initiatives, Tepe Home can strengthen brand awareness and engagement
among younger consumers while remaining aligned with its competitive positioning and budgetary constraints.
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Appendices

1. SURVEY QUESTIONS

QL.

Mobilya denince akliniza gelen ilk (i marka hangisidir?

100 Responses

Data

ke
ikea tepe home enza

dogtag, kelebek, ikea

lazzoni, tepe home, istikbal

ikea, enza, lazzoni

TepeHome, Bauhaus, EnzaHome
Tepe home, Bellona, Merinos
vivensa, ikea, istikbal

Other entries

Note: 15 respondents mentioned Tepe Home in their answer.

Q2:

Tepe Home markasini daha énce duydunuz mu?

100 Responses

\Evut
38%

@ Hayir @ Evet
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Mobilya veya ev Y ligverigi y dan énce driinleri igin hangi dijital kaynaklari kullanirsiniz? (Birden fazla segenek
isaretleyebilirsiniz.)
239 Responses.

‘ChatGPT veya diger yapay zeka -rlg!;; ‘Google arama sonuglan
/

Instagram / TikTok icerikleri
o /v“ “_ Other entries
%
YouTube inceleme videolar \pintarest
% "%

Q4:

genellikle den satin

100 Responses

. I olana kadar magazada bakp onine spari veriyorum
Hem online hem magaza
34%

-
Online magaze

© Fiziksel magaza @ Hem online hem magaza @ Online magaza & lkna olana kadar bakup onli is veriy

Mobilya satin alma ihtimalinizi en gok artiracak faktér hangisi olurdu?
100 Responses

Indirim / kampanya
38%

Daha kaliteli malzeme
19% ~— ‘
‘_ Other entries
3%
Daha modern tasarmlar /-
18%

.. Daha uygun fiyatl Griin gruplar
7%

\ Influencer  sosyal medyaierileri
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VIVEKA, Innovation Problem

Proje Ekibi: IdeaBridge
Grup Uyeleri: ilhan Melih Ozbey, Ege Giileg, Baran Saldan, Ceren Topcuoglu

Sirket Damismani: Emin Okutan, Aysha Hasanova Akademik Damisman: Tolga Demir
Koordinator Damisman: Ceren Aydogmus

OZET

Bu bitirme projesi, agirlikli olarak enerji sektoriinde faaliyet gdsteren butik bir inovasyon danismanlik sirketi olan
Viveka ve biiyiik enerji sirketlerinde inovasyonun nasil etkili bir sekilde organize edilebilecegi hakkindadir.
Calisma, inovasyon desteginin iki kavramini karsilastirarak, i¢ ve dig inovasyon desteginin giiglii ve zayif
yonlerini ortaya koymaktadir. Bu analiz sonucunda proje, en iyi ¢ziim olarak Ortak Gelistirme Hibrit Inovasyon
Modelini ortaya koymaktadir. Bu modelde, Viveka tarafindan saglanan koordineli ortaklik yoluyla, sirket ici
uzmanlik, dis girisimcilik ¢evikligi ile birlestirilir. Onerilen strateji, 6l¢iilebilir is sonuclar1 elde etmeyi, kurumsal
ogrenmeyi giiclendirmeyi ve uzun vadeli yenilik¢iligi saglamayr miimkiin kilar; bu da enerji sirketlerinin hizla
degisen ve yiiksek diizeyde diizenlemeye tabi bir ortamda rekabetci kalabilmelerini saglar.

Anahtar Kelimeler: Hybrid Innovation Model, Energy Sector, Corporate Innovation, Co-

Development,Innovation Management, Open Innovation, Organizational Learning, Sustainability, Innovation
Consultancy
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1. Company Background

Viveka is a Turkish-based innovation consultancy firm that was established in 2009 in the city of Ankara, Turkiye.
Ever since its inception, the company has aimed at assisting organizations in transforming the innovation into a
tangible and working ability, as opposed to an abstract strategic concept. In contrast to the conventional consulting
management firms that focus primarily on providing analytical information and strategic advice, Viveka focuses
on action, trial and error, and outcome-based solution.

In the course of its operation, which is over fifteen years, Viveka has developed and executed more than 250
innovation-oriented programs in Turkiye, Caucasus, Middle East, and Eastern Europe. Such programs can be
innovation needs analyses, intrapreneurship, open innovation challenges, accelerator programs and proof-of-
concept implementations. The vast experience of projects that the company has worked with, has enabled it to
have a broad knowledge on how the innovation processes work in large organizations.

One of the notable features in the portfolio of the projects of Viveka is that the portfolio is highly concentrated in
the energy sector. The clients of the firm are mainly energy companies, then comes the projects of the materials
technology, automobiles, and foods and beverages sectors. The sectoral focus has helped Viveka to gain in-depth
contextual understanding of sectors that are highly capital intensive, have rigorous regulatory regimes and have
long investment cycles.

Viveka has a lean and lean organization. The company consists of a small cabin of full-time consultants that
coordinate with and design projects as well as the strategy. This support core team is complemented by a large
external network of mentors, industry professionals, startup founders and academics. That way of structure
enables Viveka to achieve expertise scaling project-by-project and retain agility and cost efficiency.

As another important point of the business model, one can identify the methodological rigor of Viveka. The
innovation projects are designed in terms of well-articulated stages, management approaches, and performance
metrics. Viveka uses innovation maturity checks, stakeholder mapping and proof-of-concept frameworks to keep
in line with corporate strategy and operational limitations. In this way, innovation is a process that is controlled
and can be replicated as opposed to an experiment.

The energy industry is undergoing fast and extensive transformation due to environmental, technological and
regulation forces. The decarbonization policies would force companies to cut their emissions and invest in
renewable sources of energy. The use of smart grids, predictive maintenance, and data analytics are changing the
nature of energy generation, distribution, and consumption using digital technologies. Decentralization contests
the conventional energy systems that use centralized energy systems where generation is centrally controlled and
customers are passive consumers.

Energy companies have opportunities and threats due to these trends. On one side, innovation may result into new
sources of revenue, efficiency and sustainability performance. Conversely, lack of innovations puts firms at risk
of regulatory fines, competitive limitations, and reputational risks. This has seen innovation cease to be a
periphery activity but a strategy.

Nonetheless, the nature of the energy industry is such that innovation work is complicated. The energy companies
have critical infrastructure that should be reliable and safe at all times. There is no bargain on regulatory
compliance and even failure can lead to extreme outcomes in society. These limitations form organizational
cultures that are more stability-oriented and risk-averse at the cost of experimentation and learning.
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1.2 Industry Background:

The environmental, technological, and regulatory forces influencing the energy industry are changing the industry
rapidly and in many ways. During the decarbonization process, the companies will be asked to minimize the
emissions and implement renewable energy sources. Smart grids, predictive maintenance and data analytics are
changing how energy is produced, distributed, and used using digital technologies. Decentralization is an issue
that confronts traditional centralized energy systems, allowing the distributed generation as well as active
consumer involvement.

Energy companies have a chance as well as threats of these trends. The innovation may bring new sources of
income, efficiency, and sustainability performance on the one hand. Conversely, lack of innovations puts firms
at risk of regulatory fines, competition, and reputational risks. This has led to the shift of innovation as an activity
in the periphery to a strategic issue.

The nature of the energy sector however makes innovation efforts complicated in form of its structure. The energy
companies have essential infrastructure whose reliability and safety should be maintained at any given time. Non
compliance with regulations is not negotiable and breaches may have dire ramifications to society. Such
restrictions determine superior organizational cultures, which focus on stability and avoidance of risks, usually to
the detriment of experimentation and learning.

2. Problem Definition

The key issue that is the focus of this project is that large energy corporations have a challenge when it comes to
producing sustainable and scalable innovation. Organizational barriers and obstacles in the way of innovation
Internal innovation is limited by strict organizational structures, decision-making processes, cultural aversion to
risk, etc. The innovation units usually do not have power, resources and are not integrated with the major business
processes.

Meanwhile, external innovation methods, like collaborating with startups, pose problems of integration,
governance and long-term capability development. Although external solutions are created faster, they are not
always connected with internal systems and are not scalable.

This presents a strategic quandary: the innovation inside the organization is slow and limited, whereas the
innovation outside is rapid and could be unsustainable. To overcome this dilemma, models of innovation are
needed that are well balanced, control, speed, learning, and long-term competitiveness.

2.1 Stakeholder Analysis

The energy industry is a field of innovation that entails a variety of stakeholders whose interests differ. At the
top, the direction is managed by senior executives, as well as allocation of resources. The innovation managers
are interested in encouraging experimentation but might not be in a position to give orders. The operative teams
are concerned with reliability and compliance and tend to be recalcitrant to disruptive change.

On the outside, startups want to have access to infrastructure and markets, regulators want to ensure that the
system is stable, and the public institutions facilitate sustainability. Intermediaries of innovation like Viveka are
very important in ensuring these interests are aligned and that they can work together.
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3- Possible Solutions

The innovation dilemmas outlined in the Turkish energy industry need to be structured and designed in a manner
that balances both the internal nature of large energy companies and external forces of innovation environments.
In this section, three alternative innovation strategies that are widely used in large organizations are assessed
namely, internal innovation, external innovation support, and a co-development hybrid innovation model. Each
of the approaches is discussed in the context of its logic, benefits, and constraints, and its applicability to the
companies of the energy sector. Among this comparative analysis, the co-development hybrid innovation model
is defined as the most efficient and sustainable solution to Viveka and its client companies.

Alternative 1: The Internal Innovation Approach

The internal innovation strategy is made on the assumption that innovation must be developed and be managed
within the firm boundaries. Under this model, energy firms invest in the internal research and development
division, innovation divisions and employee-led ideation programs. The aim is to generate innovation
competencies that the organization has full control over to enable firms to maintain ownership rights over
intellectual property, data, and strategy decision-making processes.

Internal innovation has a significant fit with the organizational strategy and operational realities which is one of
its strengths. In-house units are well versed with the structure of the firm, legal requirement, safety standards as
well as the current procedures. It is this contextual understanding that can be used to develop solutions that are
technically possible and compatible with the current systems. This correspondence is especially essential in the
energy sector, where regulatory conditions are strictly followed and one can incur severe financial and
reputational losses, in case of slight contravention with the regulatory rules.

Long-term capability building is also facilitated by internal innovation. The firms can learn to think innovatively
by instilling innovation skills in the organization, and make it a part of the organizational culture. Intrapreneurship
programs, employee-led innovations programs and internal idea platforms are usually created to motivate
participation at all levels of the hierarchy and functional department. In the long run, the implementation of such
initiatives can help to build a common innovation culture and mitigate the opposition to change.

In spite of such benefits, internal innovation has high constraints within the realm of large energy companies.
Organizational rigidity is one of the most important challenges. Hierarchy in governance, complicated approval
process, and high risk minimisation are typical features of energy companies. The nature of innovation projects,
of uncertainty and experimentation, tends to find it difficult to compete with activities that are part of the core.
Consequently, internal innovation projects are likely to advance gradually and can fizzle with time.

The other significant weakness of internal innovation is the incrementalism tendency. Internal teams are also
likely to be guided by routines, prevailing technological paradigms and agreed-upon performance measures. This
path dependency restricts the freedom of the organization to experiment with radically new technologies or
business models. The energy industry is one sector where vulnerabilities to internal innovation are more often
applied to capitalizing on the inherent value of current assets than to considering disruptive options.

Finally, financial limitations decrease internal innovation performance. Creating and sustaining the high-level of
R&D demands the heavy investment in the specialized talent, computer infrastructure, testing facilities and
training courses. Some energy companies that are subjected to price controls by regulators or are under pressure
to stop using most of their profits on risky innovation projects find it hard to invest in them. Consequently, there
might be a lack of investment or the necessary mandate in internal innovation units to initiate a significant change.
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Moreover, internal innovation processes are usually culturally resisted. Failure is a stigmatized concept that may
cause employees to be unwilling to embark on innovation activities, as well as when the consequences of
innovation are not explicitly connected to career progression and performance appraisals. Devoid of robust
leadership augmentation and incentive harmonization, internal innovation programs may be seen as mere
figurative than radical. These constraints imply that internal innovation is essential in the establishment of long
term capability but it does not stand on its own to meet the complex innovation energy sector challenges.

Alternative 2: External Innovation Support

External innovation support represents an alternative approach in which firms source innovative ideas,
technologies, and solutions from outside their organizational boundaries. This approach typically involves
collaboration with startups, technology providers, research institutions, and innovation intermediaries. The
underlying logic is that external actors, particularly startups, operate with greater agility, lower bureaucratic
constraints, and a higher tolerance for risk, enabling faster experimentation and access to cutting-edge
technologies.

One of the primary advantages of external innovation support is speed. Startups and technology providers are
often able to develop and test solutions much more rapidly than large corporations. For energy companies facing
urgent challenges related to digitalization, sustainability, and operational efficiency, external innovation offers a
way to respond quickly to changing market and regulatory conditions. External partnerships also allow firms to
access specialized expertise that may not exist internally, reducing the need for costly capability development.

External innovation support can also reduce financial risk. Rather than investing heavily in internal R&D
infrastructure, firms can engage external partners on a project-by-project basis. This flexibility enables energy
companies to experiment with multiple solutions simultaneously and terminate unsuccessful initiatives without
incurring substantial sunk costs. From a managerial perspective, this approach increases optionality and reduces
commitment under uncertainty.

However, despite these advantages, external innovation support presents significant challenges, particularly when
pursued in isolation. One of the most critical limitations is the lack of internal learning. When innovation is
primarily sourced externally, knowledge creation and problem-solving capabilities remain outside the
organization. Over time, this can lead to dependency on external partners and weaken the firm’s ability to innovate
independently. In the long run, such dependency undermines strategic autonomy and competitive advantage.

Integration challenges further limit the effectiveness of external innovation. Solutions developed by external
actors may not align with the firm’s existing infrastructure, data systems, or regulatory obligations. In the energy
sector, where safety and compliance are paramount, integrating externally developed technologies can be complex
and time-consuming. Without close collaboration between internal teams and external partners, promising
innovations may fail during implementation.

External innovation initiatives may also encounter resistance from internal stakeholders. Employees may perceive
externally sourced solutions as threats to their expertise or job security, leading to low adoption rates. Without
deliberate change management and internal engagement, externally developed innovations often remain isolated
pilot projects that fail to scale across the organization. These challenges indicate that while external innovation
support offers valuable speed and flexibility, it is insufficient as a standalone approach for sustainable innovation
in the energy sector.
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Alternative 3: Co-Development Hybrid Innovation Model

The co-development hybrid innovation model integrates internal and external innovation approaches into a single,
structured framework. Rather than treating internal and external innovation as mutually exclusive alternatives,
this model combines the strengths of both while mitigating their respective weaknesses. Under the co-
development approach, internal corporate teams and external innovation actors collaborate throughout the
innovation process, from problem definition to solution development, testing, and scaling.

A central feature of the hybrid model is shared ownership of the innovation process. Internal teams contribute
deep sector knowledge, operational expertise, and strategic priorities, while external partners such as startups
provide technological innovation, agility, and entrepreneurial mindset. This collaboration enables solutions that
are both novel and feasible within the constraints of the energy sector. By involving internal stakeholders from
the outset, the model increases alignment and reduces resistance during implementation.

The co-development model is typically operationalized through structured programs that include innovation needs
analysis, partner selection, proof-of-concept development, and pilot testing. Viveka plays a critical role in
designing and managing these programs. As an innovation intermediary, Viveka translates corporate challenges
into clearly defined problem statements, identifies suitable external partners, and establishes governance
mechanisms that balance experimentation with control. This structured facilitation reduces coordination costs and
increases the likelihood of successful outcomes.

One of the most significant advantages of the hybrid model is its contribution to organizational learning. By
engaging internal teams directly in collaborative innovation projects, firms develop absorptive capacity—the
ability to recognize, assimilate, and apply external knowledge. This learning-by-doing process strengthens
internal innovation capabilities and reduces dependency on external actors over time. As organizations participate
in multiple co-development cycles, innovation becomes increasingly embedded in their routines and culture.

The hybrid model also supports risk management. Rather than committing large resources upfront, energy
companies can test innovative solutions through proof-of-concept and pilot projects. These controlled
experiments generate data on technical feasibility, regulatory compliance, and business impact. Successful pilots
can then be scaled, while unsuccessful ones provide valuable learning at relatively low cost. This approach aligns
well with the risk-sensitive nature of the energy sector.

From Viveka’s perspective, the co-development hybrid innovation model reinforces its strategic positioning as a
long-term innovation partner rather than a short-term service provider. By embedding itself within the client’s
innovation processes, Viveka contributes not only to immediate project outcomes but also to long-term capability
development. This deep integration increases switching costs and strengthens client relationships, creating
sustained value for both parties.

In summary, the co-development hybrid innovation model offers a balanced and sustainable solution to the
innovation challenges faced by large energy corporations. By integrating internal capabilities with external
innovation sources through structured collaboration, the model addresses the limitations of purely internal or
external approaches. For Viveka and its clients, this approach provides a scalable pathway to generate innovation
while maintaining operational stability, regulatory compliance, and strategic autonomy.

4. Conclusion

The transformation pressures confronting the energy sector increasingly require innovation models that can
reconcile operational stability with experimentation, learning, and long-term strategic renewal. As demonstrated
throughout this capstone project, neither purely internal innovation approaches nor fully external innovation
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strategies are sufficient to address the structural, cultural, and regulatory constraints faced by large energy
corporations. Internal innovation efforts tend to be slowed by rigid governance structures, risk-averse
organizational cultures, and high resource requirements, while external innovation initiatives often remain
fragmented and fail to contribute to sustainable capability development when pursued in isolation.

This project has shown that the Co-Development Hybrid Innovation Model offers a more robust and balanced
solution to these challenges. By integrating internal corporate expertise with external entrepreneurial agility, the
hybrid model enables energy companies to engage in controlled experimentation while preserving strategic
alignment and regulatory compliance. Through structured collaboration mechanisms such as proof-of-concept
development and pilot testing, firms can reduce uncertainty, generate measurable outcomes, and gradually embed
innovation practices within their organizational routines.

From Viveka’s perspective, the proposed model reinforces the firm’s positioning as a long-term strategic partner
rather than a short-term service provider. By facilitating collaboration across corporate, entrepreneurial, and
institutional boundaries, Viveka contributes not only to immediate project success but also to the development of
enduring innovation capabilities within client organizations. This intermediary role is particularly valuable in the
energy sector, where coordination complexity and institutional constraints often hinder innovation performance.

For energy companies, the findings of this study highlight the importance of viewing innovation as a systemic
capability rather than a series of isolated initiatives. Investing in hybrid innovation models allows firms to balance
short-term performance demands with long-term competitiveness and sustainability objectives. Ultimately, the
Co-Development Hybrid Innovation Model provides a scalable and adaptable framework for managing
innovation under uncertainty, positioning both Viveka and its client organizations to navigate the ongoing
transformation of the energy sector effectively.
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