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ABSTRACT

EMPOWERING KNOWLEDGE DRIVEN TURKISH START-UPS: A
PRACTICAL RULE-BASED DECISION SUPPORT SYSTEM
INTEGRATED WITH BUSINESS MODEL CANVAS
NABAVI, Seyed Hesamoddin
Master of Business Administration
Supervisor: Assoc. Prof. Dr. M. Sinan Goniil

Co-Supervisor: Assoc. Prof. Dr. Adil Oran

September 2015, 127 pages

Entrepreneurship is the core engine of economy and value creation (Baumol, 1968)
where the Turkish entrepreneurship has recently become a center of interest, both for
policy makers and academicians. Empowering entrepreneurs, above all the
knowledge driven entrepreneurs who transform knowledge into value (Stam et al.,
2007), by strategic decision making tools, especially those tools utilized to formulate
business models would help the ventures to develop faster and with minimum step
backs possible. Tools such as Business Model Canvas by Osterwalder (2009) have
become popular and useful methods of strategic decision making for entrepreneurs
across the world. Business Model Canvas’ utilization in Turkey can be taken under
careful analysis in order to understand the challenges and difficulties faced by
knowledge driven Turkish entrepreneurs when crafting their business models. Such
analysis can have valuable insights that lead to construction of a decision support
system, helping entrepreneurs formulate their business models based on Business
Model Canvas. This thesis finds these challenges by quantitative and qualitative
research methods, where a major problem observed is the product market mis-fit and
then a construction of a decision support system addressing product market fit is
undertaken accordingly. Implications and further research opportunities are
discussed consequently, where it is hoped that this support system can help Turkish

entrepreneurs improve their businesses.

Keywords: Business Model, Business Model Canvas, Entrepreneurship, Rule-Based

Decision Support Systems
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BILGIYE DAYALI TURK GIRISIMCILERINI DESTEKLEYECI iS MODELI
KANVASINA ENTEGRE PRATIK KURALLARA DAYALI KARAR DESTEK
SISTEMI
NABAVI, Seyed Hesamoddin
Yiiksek Lisans, Isletme Boliimii
Tez Yoneticisi: Dog¢. Dr. M. Sinan Goniil
Tez Yardimer Yonetici: Dog. Dr. Adil Oran

Eyliil 2015, 127 sayfa

Girisimcilik, Tiirk girisimciliginin son donemde hem politika belirleyiciler hem de
akademisyenler i¢in bir ilgi alan1 olmaya bagladig1 temel ekonomi ve deger yaratma
motorudur (Baumol, 1968). Girisimcileri, 6zellikle de is modellerini formiile etmek
icin kullanilan araglar olmak iizere stratejik karar verme araglar1 aracilifiyla bilgiyi
degere doniistiiren bilgiye dayali girisimcileri giiglendirmek (Stam et al., 2007),
girisimin daha hizli ve miimkiin olan minimum geri adimla gelismesini saglar.
Osterwaler’in Is Modeli Kanvas1 (2009) gibi araglar, diinya ¢apinda girisimciler icin
stratejik karar verme agisindan popiiler ve faydali yontemler haline gelmistir. Kanvas
Is Modelinin Tiirkiye’de kullanimi, bilgiye dayali Tiirk girisimcilerin kendi is
modellerini olustururken karsilastiklar1 zorluklar1 ve tehditleri anlamak amaciyla
dikkatli bir incelemeden gegirilebilir. Bu inceleme, bir karar destek sisteminin
olusturulmasina yol acacak degerli 6ngoriiler sunabilir ve bu sekilde, girisimcilerin
Is Modeli Kanvasma dayanarak kendi is modellerini formiile etmelerine yardimci
olur. Bu tez, bu zorluklar1 niteliksel arastirma yontemleri yoluyla bulur; bu
yontemlerde gozlemlenen Onemli bir problem, iirlin piyasa uyumsuzlugudur;
sonrasinda iiriin piyasa uyumunu ele alan bir karar destek sisteminin olusturulmasi
uygun sekilde ele alinir. Cikarimlar ve diger arastirma imkanlar1 da dolayisiyla
tartisilir; burada, bu destek sisteminin Tiirk girisimcilerine yardim edecegi limit

edilmektedir.

Anahtar Kelimeler: Girisimcilik, Is Modeli, Kanvas Is Modeli, Kurala Dayal1 karar

Destek Sistemleri
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CHAPTER 1

INTRODUCTION

1.1 Entrepreneurship and Knowledge Driven Turkish Entrepreneurs

Entrepreneurship has been and is a field of interest and discussion in many areas
such as academia, politics and economics. Entrepreneurship and its role in the
economy have roots in old school economics theories (Baumol, 1968) where
discussions, definitions and approaches towards entrepreneurship show variety of
ideas and perspectives. Authors of different backgrounds or schools of thought tend
to define entrepreneurship in very different manners and ways (Baumol, 1968 &
Hebert, 1989). Some define an economic process of creating value (Baumol, 1968),
while other focus on cognitive abilities and characteristics which result in
entrepreneurship (Baron, 1998). Some few dramatically criticize the approaches of
the others and focus on mythicizing of entrepreneurship in very philosophy of the
concept (Ogbor, 2000), but nevertheless, they all agree of its importance. Regardless
of the efforts made, still many disagree on the real definition of the entrepreneurship
and even its applications, but many have serious efforts to create a framework for a
formal covering definition (Shane et al. 2000). Not only the importance of
entrepreneurship is stressed in policies and economic constructs of countries, but also
it is a field of promise for academia, especially for those whom study business
administration (Shane et al., 2000).

The concept itself has been, especially, very popular and popularized in 2000s’ with
the growth of high technology entrepreneurs in Silicon Valley and has spread around
the World (Shane et al. 2000), mainly in the countries which has experienced
significant economic growth, where one of these countries is Turkey.
Entrepreneurship is not only a hot topic today in Turkish academia, but also in
Turkish economy and politics. Turkish entrepreneurship can be said to experience its

golden age, by having many ideas and attention directed towards the topic itself.
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With government expenditures and direct attention rising, the number of
entrepreneurs, especially in knowledge driven areas, has risen significantly.
However, this does not mean that the Turkish entrepreneurs enjoy the very best of all
conditions and supports, where some criticize heavily the government’s funding and
programs which underutilize the youth and women (Cetindamar, 2005). Authors and
researchers, in the mean time, define types and sub-types of entrepreneurship, such
as knowledge driven entrepreneurship. The disagreements about definition of
entrepreneurship carry on to the sub-titles of the topic, as well as the meaning and
definition of knowledge driven entrepreneurship. Many agree that the knowledge is
not information and knowledge driven goods are non-rival (Andersson et al., 2010).
The transmission of knowledge into products and later into the whole economy will
result in a knowledge driven economy with huge competitive advantages, and
accordingly those who utilize knowledge in such process to create value are
knowledge driven entrepreneurs (Andersson et al., 2010).

As indicated explicitly, importance and significance of entrepreneurship cannot be
underestimated, while the global economy becomes more dependent on knowledge
and innovation. Stam and Garnsey explicitly argue that “fuel of today’s economy is
knowledge” (Stam et al., 2007, pp. 1) where many other researchers believe the same
such as Andersson and Bascavusoglu (2010 & 2007). Such important two concepts,
entrepreneurship and knowledge, that go together and seem to create more value than
ever, when come together, do not necessarily create value automatically. Until, they
are put in a system that helps entrepreneurs to realize their knowledge and innovation
into value, and that is the proposal of this research to assist the Turkish knowledge
driven entrepreneurs to develop their strategies and business models better with a

decision support system.

1.2  Strategic Decision Making in Entrepreneurship, Business Model Canvas

and Turkish Entrepreneurs

Strategy is the essence of entrepreneurship as it is the essence of any business and
enterprise. Strategy is the flexibility in response to a changing and dynamic

environment and is essential to superior performance (Porter, 1996). Those critical
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decisions given when the enterprise starts its activities, or even before it literally
begins its operations, are the most important of all decision to come in future as they
all shape the company and its future, especially the business model of the enterprise.
There is no doubt that strategy matters significantly, specifically for those enterprises
just starting their activities (Whittington, 2001). Deciding on the strategy, business
model and their elements is a process that needs significant expertise, as all business
education reminds and stresses. As Porter indicates “strategy is about the firm
creating for itself a ‘market position’ whereby it can defend itself from competitive
forces” (Porter, 1996, pp.66). However, many entrepreneurs lack a formal business
education, since most of them are engineers, technical background holders or even
without any formal education. It can be said without exaggeration that corporations
spend billions of dollars creating, adopting and implementing their strategies which
are supposed to be fit to their capabilities, resources, environment and goals. The
whole process of such strategy creation is a procedure of decision making, which is
complex, costly and hard to do, in reality. If huge corporations fail despite all their
expertise and significant resources allocated to define their strategic decisions, it will
be a little harsh to expect from entrepreneurs to become successful easily with very
limited resources they have in hand, besides considering the dynamic environment of

the process of competition and environment (Porter, 1991).

Lack of expertise and education in terms of business strategy and strategic decision
making ends up mostly in dramatic strategic changes, pivots or mostly failures. It can
be discussed and concluded that the essence of strategy creation is linked with the
initial entrepreneurial business model (Osterwalder et al., 2009). Many entrepreneurs
focus only on the product development until the point they understand what they
have developed is not what the market wants. It cannot be denied that a venture only
focused on product development will become unsuccessful, as this irony has been a
grave topic for many authors and case studies where it can be found the product
market fit problem, such as case studies by Canetta and Winn (2002) and Tompson
(2003) regarding companies like Colorado Creative Music and Zandigner confirm
existence of such trouble. For entrepreneurs who carry significant technical
knowledge and expertise, there must be a solution to ease their process of designing

and implementing their strategy and business models. There are significant efforts
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such as Business Model Canvas, which has been a very successful method in
showing the entrepreneurs how must their business model be designed and created.
Business Model Canvas (please refer to literature review chapter for more details)
can be said to be a major strong tool being used today, almost in every
entrepreneurial consultancy program or course (Osterwalder et al., 2009). However,
it seems obviously that having a good method is not going to result in having the
same tool being applied perfectly or even correctly. During the interviews conducted
for this research, the author has seen clearly that despite of almost all subjects
knowing Business Model Canvas, applying it to their business in reality was hard,
time consuming and mostly faced by failures. Business models of Turkish
knowledge driven entrepreneurs were iterated over time, but with consideration of
lots of pivots resulting from mistakes done in the first place (Please refer to analysis
chapter of this thesis for further details). Many other reasons such as ease of use and
misunderstanding because of lack of education background are the sources of such
failures. That is exactly why, the author has decided to develop and decision support
system that is based on Business Model Canvas and can address difficulties of
Turkish entrepreneurs while creating their strategy and business model. This thesis
has discovered that the strategic decision making and planning of Turkish
entrepreneurs both are under-developed and lack of expertise, especially in sales and
marketing (Please refer to analysis section of this thesis for further details), result in a
need for a support tool which can help these entrepreneurs develop their strategic
decisions better and accurately, especially their business model.

1.3 Necessity of Decision Support Systems for Turkish Entrepreneurs

As mentioned earlier, the entrepreneurs, especially knowledge driven entrepreneurs
in Turkey, lack managerial/entrepreneurial education and expertise. The literature
review of this thesis suggest that there is a gap and need for a decision support
system that is easy to be used to formulate strategic decisions such as formulation of
business models. Decision support systems are popular tools of helping enterprises
make more accurate and faster decisions in a structured fashion (Keen 1987).
Decision support systems are used in many areas, as well as management, but still

there is not a specific example of such systems to be applied to business model
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generation (Houben et al., 1999). While a decision support system may seem a
convenient way of helping entrepreneurs to make their most important strategic
decisions, a complicated system for those whom already have trouble adopting their
mind set towards a new way of thinking will not be of any help. For such reason the
proposed decision support system must be very simple to use and able to be iterated
frequently whenever needed. In order to create such system, one of the best methods
seems to be a rule-based decision support system that is integrated with Business
Model Canvas to empower and help knowledge driven Turkish entrepreneurs create
their business model and strategy as soon and as effective as possible. Rule-based
decision making and support systems are easy to be used and are well structured
without anu need for prior familiarity where they all follow simple linguistic logic,

resulting them to be ideal for the propose of this thesis (Schauer, 1991).

The necessity of such system is justified by Mulders (2012) and his work which
shows that entrepreneurs and academicians present different results for business
models of the same enterprise, because of biases entrepreneurs have. When
considering Turkish entrepreneurs, and because of relatively weaker education and
infrastructure of Turkey compared to developed countries, these biases are expected
to be more and stronger considering the entrepreneurial education in Turkey still is
significantly behind form developed countries (Cetindamar, 2005). This thesis and its
findings also support the fact that Turkish entrepreneurs suffer from lack of business
and management knowledge, especially the knowledge driven entrepreneurs.
Evidences found show that all Turkish entrepreneurs who have been interviewed
knew the concept of business model and most knew about Business Model Canvas,
yet experienced huge troubles formulating their strategy, because they have failed to
understand the concepts in the Business Model Canvas. The evidence also
demonstrates that most of Turkish entrepreneurs, before starting their venture, have
almost no idea about business models and the concept of strategy in the meaning the
concepts must have been used, and after establishment of their firm they have
learned the importance of these concepts. These evidences convinced us that there is
a need for development of a rule-based decision support system to help the Turkish
entrepreneurs formulate their business model, based on Business Model Canvas.

Such a system cannot replace the need for conferences and entrepreneurial education
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or courses that participants asked for, but a support system could help entrepreneurs
get accurate business models and a solid ground with least time required.

1.4 Organization and Goals of This Thesis

As it will be clarified in more details later, this thesis is an attempt to explore the
problems and difficulties knowledge driven Turkish entrepreneurs experience in
strategic decision making, especially in terms of formulating business model. Then
this research will construct a decision support system based on those areas the
entrepreneurs find most difficult and challenging based on Business Model Canvas.
This research intends not to solve all the problems Turkish entrepreneurs’
experience, but those which are most critical and need more attention. The thesis
constructs its premises upon the fact that entrepreneurs, especially Turkish
entrepreneurs, need a system that helps them save time and resource and in the mean
time make decisions regarding their business model easily. It is important to notice
that this research is consisted of two parts, the first part is an exploratory effort to
understand the knowledge driven Turkish entrepreneurs’ quandaries and challenges
faced during formulation of business model, where the second part is an effort to
craft a system that helps them develop their business model accurately. The second

part is where the decision support system is proposed and constructed.

First, the research will evaluate the literature and analyze the works, researches and
studies done before on entrepreneurship, strategic decision making, decision support
systems, Business Model Caanvas and rule-based decision support systems. As
presented later in this research, there are not any similar studies or models as the
theme of this thesis suggests, yet there are decision support systems which are rule-
based and are used in entrepreneurship, but not to define the general business model
of the firm. Also this research has discovered that these efforts and crafting rule-
based decision support systems are recent works and studies, done in the field of
entrepreneurship. It is believed a significant gap exists in literature in terms of

studies offering what this thesis is promising.



The research will later present its method of data collection, its interview design,
sample structure and methodological approach. The sampling is judgmental, while it
fits with the exploratory nature of this thesis and the interview questions are designed
accordingly to help the author get as much as information from the entrepreneurs as
possible. It is important to notice that to recognize, in depth, the problems and
challenges of entrepreneurs during formulation of the business model using Business
Model Canvas, thematic analysis is used to investigate the insight from the in depth
interviews done by 12 technology and knowledge driven entrepreneurial firms in
Ankara. As it will be explained later in detail in the analysis chapter of this research,
it is discovered that there are four main themes under which the challenges of
entrepreneurs are categorized. Form these four, two of themes are structural
problems that are experienced because of Turkish entrepreneurial ecosystem and
macroeconomic factors and other two are business related. From those two business
related themes, one (value and value delivery) addresses a problem from literature,
which is the product market fit problem. Accordingly, the thesis focuses on that
theme and later proposes a rule base decision support system to help solve the issue
and lighten the challenges. In the mean time, the analysis also considers the requests
of entrepreneurs in order to build a useful decision support system accordingly.

As the second part of this research, based on the analysis provided, a decision
support system is proposed and constructed to resolve the product market fit
dilemma, including three separate rule-based decision support systems, which are
customer segmentation decision support system (DSS), value proposition DSS and
channel/customer relationships DSS. These support systems are separated, but are
part of a whole system that allows the entrepreneurs to develop their business model
faster and more accurately compared to using Business Model Canvas directly.
Finally, the thesis concludes that there is a contribution to the literature under two
major topics, one is exploring and discovering Turkish knowledge driven
entrepreneurs’ challenges of formulating business models using Business Model
Canvas and second is a decision support system which actually can be applied in
firm level by entrepreneurs to form a solid business model with a product market fit.
The thesis also concludes that this effort must be tested empirically and must be

experienced in the field and later the results can provide valuable information on
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development of a further sophisticated even software based decision support system.
The limitations of this research besides the further research opportunities are also
discussed and it is hoped that this research will both open a new perspective towards
entrepreneurial research and also provide a ground for further applications that would

help Turkish entrepreneurs to become more competitive and more successful.



CHAPTER 2

LITERATURE REVIEW

2.1 Entrepreneurship and Turkish Entrepreneurs

2.1.1 Entrepreneurship and Knowledge Driven Entrepreneurship

As discussed earlier, defining entrepreneurship in different disciplines result in
different differentials, and still there exists disagreements. Baumol investigates the
entrepreneurship concept in economic theory while comparing and contrasting
different economic school theories and their views on entrepreneurship (Baumol,
1968). Regardless of the differences, he finds a critical similarity which indicates
creation of value resulting in economic growth and development and its significance.
Others, such as Hebert and Link define entrepreneurs as “someone who specializes in
taking responsibility for and making judgmental decisions that affect location, the
form, and the use of goods, resources, or institutions” (Hebert et al., 1989, pp.39).
This definition emphasizes the decision making process by the entrepreneurs. Some
other authors like Baron tries to find the cognitive differences between entrepreneurs
and others, and based on differences in the process they define entrepreneurship as a
process of cognition (Baron, 1998). Some authors like Sarah Dodd and Sarasvathy,
however, see entrepreneurship as a social process of creating value. Sarah
Drakopoulou Dodd indicates “to conceive the entrepreneur as an atomistic and
isolated agent of change is to ignore the milieu that supports, drives, produces and
receives the entrepreneurial process” (Dodd et al., 2007, pp.341). Sarasvathy tries a
different perspective that considers entrepreneurship as a social process, but not only
relying on primitives such as market and product, and also the human factor in social
context and his imagination that “shifts the economic inevitability to entrepreneurial
contingency” (Sarasvathy, 2001, pp.244). More popular works focus on
characteristics of entrepreneurs and tries to profile the entrepreneurs where authors

like Audia and Rider encounter the myths of entrepreneurial characteristics and
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especially the “garage” concept, but still such authors only redefine the
characteristics of entrepreneurs and investigate some key success factors (Audio et
al., 2005). From all those who try to define entrepreneurship, there are some who
critically deconstruct the concept such as Ogbor. Ogbor says “It is shown that the
concept of entrepreneurship is discriminatory, gender-biased, ethnocentrically
determined and idiotically controlled, sustaining not only prevailing social biases,
but serving as a tapestry for unexamined and contradictory assumptions and
knowledge about the reality of entrepreneurs” (Ogbor, 2000, pp.605). However,
despite of all disagreements in the philosophical discussions or definitions, most
authors agree with the importance and implications.

Knowledge driven entrepreneurship can be said to be a type of entrepreneurship that
Is based on knowledge creation and knowledge resulting in creating value. Mostly
these concepts are used when analyzing the knowledge based economy and they are
used interchangeably (Andersson et al. 2010). Some authors take knowledge as
seriously as an engine of today’s economy, such that Stam and Garnsey say “If the
industrial economy ran on coal and iron ore, the fuel of today’s economy is
knowledge” (Stam et al., 2007, pp.1). Accordingly, those entrepreneurs that create
value from knowledge and transform it into a significant product or service can be
called knowledge driven entrepreneurs (Armstrong, 2001). It is remarkable that
knowledge and technology were always there for economies to develop, but recently,
especially in current decades, the importance of knowledge has been stressed even
more (Stam et al., 2007). Regarding to all that is indicated, the importance of
knowledge driven economies, especially those with rapid economic growth such as
Turkey, cannot be neglected, and as came before to be noticed, no neglect can be

directed towards knowledge driven entrepreneurship.

2.1.2 Turkish Entrepreneurship

Popularity of entrepreneurial activities in Turkey, with no doubt, has risen almost
from zero to a very significant interest level especially in the last decade. Indeed, the
interest may be raised rapidly towards the topic, but existence of Turkish

entrepreneurial activities goes back almost to 50s’ and 60s’ (Alexander, 1960).
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Relative rapid growth of industry compared to Ottoman era, and also starting years
of Turkish Republic introduced industrial entrepreneurs where government policies
also had significant influence (Alexander, 1960). The rapid growth and government
policies however were not enough though since state owned firms hold most of
Turkish economy output (Kozan et al., 2006). But still, when looked in more detail
99 percent of Turkish companies in manufacturing, in terms of number counting, are
SMEs and it results in 76.7 percent of total employment in this sector (KOSGEB,
2005). Besides, SMEs own 38 percent of total value added created in Turkey
(KOSGEB, 2005). While SMEs are indicated, Yetim and Yetim say “The
entrepreneur, being a founder, a transformer, a producer, and a reproducer of the
organization with its norms and values, is a central and vital factor of SMEs” (Yetim
and Yetim, 2006, pp.257), which indicates SMEs and entrepreneurship move
together in Turkey.

Development of Turkish entrepreneurship has later been transformed into more value
creation and on technical knowledge dependent, especially in the last decade and
half. Some researchers argue that the Turkish economy still lacks significant support
to entrepreneurs as Cetindamar explicitly indicates “Turkey underutilizes youth and
women entrepreneurial resources” (Cetindamar, 2005, pp.187). It is not something
unexpected as the infrastructure for Turkish entrepreneurship has been establishing
recently including government funds, incubators, angel investors and even venture
capital firms. Ozdemir also indicates that “early-stage entrepreneurial activity in
Turkey is much lower than in developing countries, whereas, established business
entrepreneurship activities are relatively high” (Ozdemir et al., 2009, pp.40) and she
also concludes that the government support is mostly favoring the large firms than
small enterprises (Ozdemir et al., 2009). Not only the government support, funds and
infrastructures are not enough, but also there are evidences showing that the
education system is not providing enough knowledge and background for potential
entrepreneurs in Turkey. Askuna and Yildirim indicate that “Research findings
showed that entrepreneurship courses in public universities in Turkey are not
sufficient to provide skills or mindsets that are required for creating entrepreneurs
that can contribute to economic growth and employment for students.” (Askun et al.,

2011, pp.663). In contrary to these findings, international researchers and authors
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such as Baker indicate that “In developing countries’ national settings, potential
entrepreneurs may not be able to choose from several attractive options, therefore, in
poorer countries, the only option will be to pursue an entrepreneurial venture”
(Baker, et al., 2005, pp. 492), where some researches focused on Turkey also
mentions the same motives as Kara says “According to the factor analysis, small and
medium-sized enterprises owners are driven more by income rewards than intrinsic
rewards.” (Kara et al., 2008, pp.63). But there is no doubt that Turkey needs more to
do in many aspects to empower its entrepreneurs, not only in terms of policies or
funding, but also in terms of education, mentoring and supporting the

entrepreneurship to reach developed countries’ status.

2.1.3 Knowledge Driven Turkish Entrepreneurship

The research about Turkish entrepreneurship just like the interest towards the
concept has grown drastically, however it is harder to find detailed research
regarding the knowledge based entrepreneurship than entrepreneurship itself in
Turkey. Some researchers suggest that innovation and knowledge driven
entrepreneurship are bounded and entrepreneurship is a mechanism to convert
knowledge into growth (Bascavusoglu-Moreau, 2007). Bascavusoglu indicates such
mechanism to work properly requires “well connected and interacting institutions”
such that a “National System of Innovation” framework would be constituted which
was addressed by Freeman (1987) (Bascavusoglu-Moreau, 2007, pp.2).
Bascavusoglu concludes that there is a weakness in Turkish national innovation
system and accordingly firms’ entrepreneurial behavior (Bascavusoglu-Moreau,
2007). According to Global Entrepreneurship and Development Index (GEDI)
Rankings published in March 2010 Turkey ranks 43™ with score of 0.27 where
Denmark ranks the first by 0.76 (Acs et al., 2010), as quality of the human resource,
innovation and new technology play a significant role in this index. Knowledge
driven economies and countries rank much higher than Turkey according to this
index. Such can bring a serious critical view towards how sophisticated the Turkish
knowledge driven entrepreneurship is and how well it is developed. Another
comparative study, however, reveals some interesting insights of comparing Turkish

knowledge driven IT firm clusters with a clusters in Finland (Akpinar et al., 2013).
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The results show that R&D intensity and knowledge dynamics are the most
influential dimensions to drive entrepreneurial activity in clusters such as
Technopolises, however the study also includes the fact that clusters themselves are
not enough and there must exists an ecosystem of dynamic innovation and
knowledge (Akpmar et al., 2013). From all studies above, one can conclude that the
importance of knowledge and innovation could not be neglected, and knowledge
driven entrepreneurship still needs support and development in Turkey, where

significant system of innovation and knowledge creation and transfer are all required.
2.2 Decision Making in Entrepreneurship
2.2.1 Decision Making

Decision making and its process of realization has long been an interesting subject
for the scholars and the academicians. The history of decision making goes back to
quite old times, sometime around 6" century BC. Regardless of decision making
history, its importance in daily life of human kind since he began his journey on this
earth cannot be undermined. In general there are two major approaches towards
decision making. One is a deterministic, mathematical approach, and the other is
more human dependent, heuristic based decision making. Also one can divide
decisions as if they are taken by individuals or by groups. All these categories can be
summed in another fashion, as did by Ivanova and Gibcus. In their study, and many
others, the decision theory in general is divided into Classical Rationality, Bounded
Rationality and Neoclassical Rationality (lvanova et al., 2003). This approach is a
historic development approach, but can precisely divide the decisions theories.
Accordingly, the Classical Rationality “suggests that people are driven in their
economic actions by pure rationality, hence are able in every given situation to rank
with almost mathematical precision their preferences and to pursuit the optimal
outcome” (Ivanova et al., 2003, pp.7) and the economic agents try to maximize their
utility. On the other side, stands the Bounded Rationality which tries to explain the
abnormalities that cannot be explained by the Classical Rationality theory, which
mean “economic agents do seek to maximize utility, but within limits posed by

incompleteness and uncertainty of the information available” which Ivanova recalls
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from Simon (1986) (Ivanova et al., 2003, pp.8). Finally, there is a view of Neoclassic
Rationality and is quite recent compared to other theories. As Ivanova mentions
works of Tversky and Kahneman’s (1983 & 1986) and their prospect theory is the
most famous of its models. The theories of Neoclassic Rationality take into
consideration the environmental factors affecting the decision process. Tools used in
strategic decision making such as SWOT analysis and cost benefit analysis can be

said to be associated with this theory (Ivanova et al., 2003).

Of course, in the context of this research one can ask for specific place of the
entrepreneur in the development of decision theories. As mentioned earlier,
entrepreneurship was part of classic economic school concepts (Baumol, 1968). And
so the concept was developed by development of decision theories. It is known fact
that rational classical theory agent considers entrepreneur to be rational and all other
agents to be rational too. But as described earlier in the literature review of this
thesis, especially in the part regarding entrepreneurship the human factor cannot be
neglected as entrepreneurship is for sure both social and cognitive process. Ivanova
mentions that in classical view, there is no room for innovation as all agents have
same access to information, but if true then entrepreneurs are only mathematical
agents calculating the decision making process (lvanova et al., 2003). So that most
researchers such as lvanova suggest that prospect theory considers more rational
place for the entrepreneurs, considering human factor and also environmental factors

and elements.

2.2.2 Strategic Decision Making

Strategic decision making plays a very significant role for entrepreneurs starting their
venture with very limited resource. Decision making itself would not serve enough if
not done strategically and for strategy itself. As of goal of this research to
concentrate on developing a decision support system that helps the entrepreneurs to
create their business models and make their strategic decision, strategic decision
making and its perspective must be considered and studied. Strategic management
has been increasingly in the center of management discussions since work of Miles
and Snow (1978) and then by Porter’s detailed framework (1980), and as Zbaracki
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mentions that central among strategic process issues is strategic decision making. It
Is crucial because it involves those fundamental decisions which shape the course of
a firm and then he concludes “strategic decision makers are bloodedly rational”
(Zbaracki et al., 1992, pp. 18). Such studies illustrate that research towards strategy
and strategic decision making has similar aspects to the decision making itself. As an
example, Schwenk, organizes his research as it “includes strategic decision models
and characteristics, biases in decision making, individual and organizational minds,
and upper echelons” which are all themes of decision making process analysis

(Schwenk, 1995, pp.471).

Strategic decision making mostly takes place in top level management, needs to be
fast and future oriented. Such requirements result in many outcomes, where the most
important is the cognitive behavior of the decision makers in the strategic context.
Schwenk, in another study, takes a deeper look at the simplification processes
coming from cognition in the strategic decision making (Schwenk, 1984). He
indicates that strategic decision making is “a special kind of decision making under
uncertainty” and he concludes that because of the nature of the context there are
cognitive simplifications in the process that can result in errors (Schwenk, 1984, pp.
471). Nevertheless, in his earlier works and studies, he emphasizes on the cognitive
aspect of strategic decision making and its importance (Schwenk, 1988). Some other

studies take deeper look at the process of strategic decision making.

Eisenhardt and Bourgeois investigated the effects of politics on strategic decision
making process (Eisenhardt et al., 1988) and they have found results showing
“politics within top management teams are associated with poor firm performance”
which can be said to be an outcome of wrong strategic decisions (Eisenhardt et al.,
1988, pp.25). Other researchers have tried to evaluate the process or strategic
decision making and its effectiveness. Dean Jr. and Sharfman looked at “whether
strategic decision-making processes are related to decision effectiveness” (Dean Jr. et
al.,, 1996, pp.368) where they have gather evidence which illustrates “decision-
making processes are indeed related to decision success” (Dean Jr. et al., 1996,

pp.368). Such extensive research efforts show that the process of strategic decision
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making is important and such importance even gain more significance when

entrepreneurs are the decision makers.

2.2.3 Strategic Decision Making and Business Models in Entrepreneurship

As described earlier, strategic decision making is very central for the firms and
enterprises for the future success. The importance of strategic decision making can
be claimed to be even more for the entrepreneurs. The first set of strategic decision
made by the entrepreneurs should be their business model. Such model shapes
business’s basic strategy towards the environment and its future. But first, one needs
to understand the importance of strategic decision making for entrepreneurs. Thomas
Wheelen and Hunger in their book, write that there is lack of strategic decision
making in SMEs and entrepreneurial ventures, because of lack of time and resources
and also informality (Wheelen et al., 1983). In the same book, the authors indicate
that there are several levels and aspects of strategic decision making in
entrepreneurial firms such as internal and external assessment, develop basis
business idea, analyze strategic factors and then decide what strategy to peruse
(Wheelen et al., 1983). In the mean time, the book emphasizes that all of such are of
great importance and crucial for the business to succeed. Another study by lvanova
and Gibcusgathers up all literature regarding the decision making process of
entrepreneurs (lvanova et. al., 2003). In this study, the decision making processes
frameworks and methodologies that are assessed to be used by entrepreneurs to be
used in their strategic decision making process are illustrated (Ivanova et. al., 2003),
and impacts of decision making in entrepreneurship is investigated. The major
theme, however, states that entrepreneurs face more of uncertainty than established
firms and that is why the process of decision making in such ventures are different
and such difference brings another significant level of importance (lvanova et. al.,
2003).

Other studies such as the one done by Uru, goes backwards and looks at the
entrepreneurial characteristics in the strategic decision making, such that in this
reverse attempt, the authors define a set of characteristics by entrepreneurs that

actually shapes the strategic decision making (Uru et al., 2011). Another study by
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Busenitz, and Barney investigates “Differences between entrepreneurs and managers
in large organization” and those biases and heuristic difference in strategic decision
making, where the findings show “that entrepreneurs are more susceptible to the use
decision-making biases and heuristics than are managers in large organizations”
(Busenitz et al., 1997, pp.9). Such reverse approach shows how two concepts of
strategic decision making and entrepreneurship are bounded together and are crucial.

Strategic decision making in entrepreneurship has an impotent aspect in opportunity
recognition process, where this process is defined as a process of set of decisions.
Maine explains “the role of entrepreneurial decision-making in opportunity creation
and recognition” is very noticeable and actually drives a model of entrepreneurial
decision making process (Maine et al., 2015, pp.53). Opportunity, as a major
discussion in entrepreneurship, drives more attention though, where many other
researchers also try to explain or describe the strategic decision making process
behind it, such as Eckhardt and Shane (2003) (Maine et al., 2015). As a part of whole
entrepreneurial process, especially in the beginning, the opportunity recognition

decision making process and business models come next to each other.

The reason why business models play a key role in entrepreneurship and strategic
decision making of them is, as Daganova explains, “the business model is a narrative
and calculative device that allows entrepreneurs to explore a market and plays a
performative role by contributing to the construction of the techno-economic
network of an innovation” (Daganova et al., 2009, pp.1559). The same study
concludes that “models are not pure abstractions” and “they enable manipulation and
experimentation” (Daganova et al., 2009, pp.1559). The importance of business
models and its place in the strategic decision making process of entrepreneurs is
elaborated, however differently by Magretta, saying “business modeling is the
managerial equivalent of the scientific method” (Magretta, 2002, pp.90), but he
explicitly mentions that business model is not the same thing as strategy, but the two
words have been used interchangeably (Magretta, 2002). He defines the business
model as a tool used in developing strategy and strategic decisions, while the model
has many other uses such as “a good tool to tell a good story” (Magretta, 2002,

pp.89). Authors may have different views regarding whether business models are
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tools for strategy or they come both in hand, however they all agree the fact that
business models are part of a great strategic decision making process and those
strategies that work for entrepreneurs have a model elaborating, expressing and

planning the future of the enterprise.

2.2.4 Tools of Strategic Decision Making in Entrepreneurship

2.2.4.1 Business Model Canvas

Despite of the fact that some authors may disagree on the concept of business model
and its relationship with strategy, it is obvious that the business models are good
tools in at least developing firm strategy and crucial for the entrepreneurs (Daganova
et al., 2009) either to formulate a system or to tell a good story that is possible to be
implemented and experimented (Magretta, 2002). Thus, in this section a review over
major business model tool which is also this thesis base for development of a

decision support system will be done.

Business Model Canvas was developed by Osterwalder (2009) base on previous
work of his Business Model Ontology. The Business Model Canvas is a strategic and
entrepreneurial tool (Osterwalder et al., 2009) that helps the start-up and existing
firms to develop a business model. It is a popular, powerful tool that has been
adopted and delivered in many entrepreneurship courses and also formal education
courses. With being centralized and constructed on the concept of value proposition,
the canvas helps the users define what the most strategic elements in their business
are. Figure 1 is the illustration of Business Model Canvas. The canvas is actually a
visual realization of all strategy fit concept, which is simplified and prepared such
that the users can easily fill the template and address their strategic decision making
(Osterwalder et al., 2009). As it can be seen, there is left and right side of the canvas.
The left side is about the supply, production and creation of the value, where the

right side is about delivery of that value to the customers.
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The Business Model Canvas
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Figure 1 - Business Model Canvas (Adapted from “Business Model Generation”
by Osterwalder, A, & Pigenur, Y. (2009), USA: John Wiley & Sons. Limited)

Each box given must be filled after the value is designed and proposed. Below, there
are two boxes regarding the revenue model and the cost composition of the good or
service provided. The book itself explains how each box must be filled (Osterwalder
et al., 2009). The canvas, despite being just recently developed, has also experienced
development. The value proposition is central to the canvas, and it seemed that there
were hardships defining the value concept so another canvas called value proposition

canvas was just recently introduced, which is illustrated in figure 2.

The value proposition canvas, as a part of the original canvas helps the users and
start-ups to design their product and service better based on the value they propose to
their customer (Osterwalder et al., 2015). This tool is the core base of this thesis,
since the whole construction of this research to provide a decision support system is
going to be integrated with the canvas. The value proposition canvas is based on the
concept of business model fit, resulting from product market fit that is created from
problem solution fit. If no fit is achieved at any level, then the product or service

offered is not going to satisfy the market. Product market fit problem is one of the
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major reasons why entrepreneurs fail in their business models as they propose a
solution for a problem that either market does not care about or a wrong problem is

solve by a wrong solution.

The Value Proposition Canvas
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Figure 2 - Value Proposition Design and Canvas (Adapted from “Value
Proposition Design” by Osterwalder, A, Pigenur, Y., Bernarda, G., & Smith, A.
(2015), USA: John Wiley & Sons. Limited)

Despite of being a popular and widely used tool, there are criticisms towards the
Business Model Canvas. According to Ching (2013), BMC has several problems
where these are competition being missed in the model, distinguishing of customers
and partners, the revenue structure not being comprehensive enough. Ching (2013)
takes under consideration the fact that BMC is a good tool, but must be filled with
some substitutes that have emerged such as “The lean business model canvas” by
Maurya (2010), or “Advances Business Model Canvas” by King (2010). Other such
as Kraaijenbrink (2012) claim there are three shortcomings of BMC which are
excluding an organization’s strategic purpose, notion of competition and mixing
levels of abstraction in different items. Level of abstraction is one of the reasons that

knowledge driven entrepreneurs with no entrepreneurial education cannot understand
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the concepts well. Items like value are too abstract, where cost and revenue structures
are totally mathematical. Such can create a good level of confusion that can result in
bad formulation of business models based on Business Model Canvas. Coes (2014),
in his thesis, assesses the strengths and limitations of BMC too, where he finds that
BMC excludes the external forces to a business model, such as competition, market
factors and other external forces, and the narrowness of the value proposition. Of
course, the narrowness of value proposition has later been taken care of by
Osterwalder (2015) value proposition design and canvas. Accordingly, all critics
agree on the fact that BMC does not consider the external factors in the industry and
environment, especially the competition, and also the business model not being the
“perfect” tool and it needs to be followed by other tools to make sure that there is no
point forgotten or missed. Also almost all criticism indicate the relationship and the
mechanisms between items to be hard and very abstract to be understood.
Limitations of BMC, in the mean time, do not make a bad tool, yet these limitations
must be understood and analyzed so that the business models constructed would be
fit.

2.2.4.2 Other Tools

Business Model Canvas is not the only tool to be used in strategic decision making
by entrepreneurs. There are other tools driven from the decision theories that have
been applied to help the businesses and entrepreneurs to develop their decision
making accuracy and assessment. In terms of strategic decision making, there are
studies that integrated AHP (Analytic Hierarchy Process) and strategic decision
making. A book by Bhushan and Rai (2004) is dedicated to analysis of AHP and its
use in strategic decision making. The authors first define the decision making process
and the decisions that are strategic, where decisions involve existence of choice and
strategy involves the concept of the fit (Bhushan et al., 2004). Later the book shows
real outputs achieved by applying AHP in business, defense and governance. The
book presents a significant explanation of the method, and it proves that as a tool,
AHP can be used in order to make strategic decisions (Bhushan et al., 2004).
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In another study by Yurdakul (2004), that is related to production strategies. The
author applies “AHP as a strategic decision making tool to justify machine toll
selection” in which AHP is shown to provide significant accuracy, time saving and
ease of use to strategically select machining tools which are themselves very
strategic decisions in production (Yurdakul, 2004, pp.365). Apart from AHP as a
tool, there are studies to use other methods. Wainfan (2010) introduces “principles,
methods and tools” to be used in Multi-perspective Strategic Decision Making. The
author defines multi-perspective strategic decision making as “Multi-perspective
strategic decision making is the process of making long-term decisions that shape the
course of an organization, while taking into account diverse perspectives” (Wainfan,
2010, pp.3), and the research defines tools that can help the group to converge to a
strategy rather than diverging because of different perspectives of group members.
There are other studies introducing tools to help the decision maker achieve accurate
results in their decisions, but mostly these studies focus on specific problems rather

than the whole concept of strategic decision making.

2.3 Rule-Based Decision Making

2.3.1 Rule-Based Decision Making in General

Rule-based decision making or fuzzy logic decision making is “A set of user-
supplied human language rules, used in solving inventive problems, can be better
handled by fuzzy logic (FL), specifically, by a fuzzy inference system (FIS). A FIS
can consist of a number of conditional “IF-THEN” rules” (Malinin, 2014, pp.458). A
st of rules that are logically and consequently connected that help the decision maker
to get accurate output based on required information by the system can be another
definition of rule-based decision making. Schauer (1991), in his book, indicates that
rule-based decision making is easy to use, helps to make decisions like experts and is
very structured. The rules in the system shape the flow of information during the
decision process, and the rules are only working well if the information and
input/output sequence is right (Schauer, 1991). In the same work, the author indicates
that such systems of decision making are reactive and not flexible as the rules are

very well defined. However, this does not mean that rule-based decision making is
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inaccurate, but it needs modifications when situation and environment change
(Schauer, 1991). Some other advantages of rule based decision making is that the
systems are documented and very suitable to be recorded and no special skill is
needed to be used by the decision makers (Schauer, 1991). An earlier work by Hayes
(1985) that “Rule-based systems are automated problem-solving and know-how
systems that provide a means for capturing and refining human expertise, and are
proving to be commercially viable” (Hayes, 1985, pp.922). The simplicity and ease
of use make these decision methods and system suitable tools for those decision
makers who have no or very limited background information on the context that the
decision is going to be made. This does not necessarily mean that rule-based decision
systems are perfect tools of helping people make perfect decisions. The limitations of
such systems sometimes make the system redundant. A study by Clancey (1983),
takes into consideration a specific rule-base decision system used in medical problem
solving and he finds that it is very hard and confusing for the users to adopt and
change the rules which are originally put in the system, and this reduces the chance
of adopting the system into changes occurred in the environment (Clancey, 1983).
When the decision outputs are very technical changing rules can become a serious

problem.

2.3.2 Rule-Based Decision Making in Entrepreneurship

Rule-based decision making seems to have found its place in entrepreneurship
literature specifically in terms of one subject which is opportunity evaluation. There
are quite some researches showing that the process of opportunity evaluation is a
rule-based process. Corbett and Katz (2012), in their book show a collection of
studies and works providing evidence that such rule-base process exists. They claim
the rules become part of individuals’ knowledge structure within which a system of
rule-based decision system is developed (Corbett, 2012) as discussed in the work and
study by Sloman (1996) and Smith and Sloman (1994). The rule-based decision
system in recognition and identification of opportunity is actually a cognitive process
that characterizes the entrepreneurs’ cognitive process facing uncertainty and
ambiguity (Corbett, 2012). The entrepreneurship studies and research has shown the

importance of opportunity evaluation and how significant it is in the entrepreneurial
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process (Choi et al., 2004 & Cardozo et al., 2003). Finally, Corbett mentions that
“from a theoretical standpoint, the emphasis on rule-based cognitive process is
directly consistent with the notion that opportunity-ideas are ex ante uncertain”
(Corbett, 2012, pp.25). Wood and Williams (2014), in a recent study, draw “from
cognitive science literature on rule-based thinking to develop and empirically test a
theoretical framework of entrepreneurial opportunity evaluation” (Wood et al., 2014,
pp.573). The authors argue that entrepreneurs use a set of socially constructed rules
to evaluate opportunities and they find out that “entrepreneurs' use of rules regarding
opportunity novelty, resource efficiency, and worst-case scenario significantly
influences entrepreneurs' evaluations of opportunities and that individual differences
in opportunity market and technology knowledge augment the effect of the rules on
opportunity attractiveness” (Wood et al., 2014, pp.573). All these studies suggest the
same point which a rule-based system of decision making that is also cognitive and
social exists in entrepreneurial evaluation and identification of opportunities. In
another work by Gustafsson (2006), the author indicates that there are several major
differences between corporate decision making techniques and those used by the
entrepreneurs. She finds rule-based decision making based on cognition as one of the
main differences (Gustafsson, 2006). The study claims the heuristics even differ
significantly, even the same problem and same rule-based decision system is taken
into consideration. Gustafsson also refers to another study by Sarsvathy (1999)
saying that in non-existing markets it is no surprise to see entrepreneurs utilize
effectuation and rule-based decision making rather than analytic systems of decisions
(Gustafsson, 2006). Form all studies reviewed above, one can easily drive the fact
that rule-based decision making in entrepreneurship is a topic of interest and has

been studied specially in opportunity evaluation process.

2.4 Decision Support Systems

2.4.1 Decision Support Systems as in General Perspective

Decision support systems are relatively new concepts in the field of management and

have been part of interest after the extensive entrance and usage of computers and

information systems. Keen (1987) says that in 70s’ decision support systems were
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new tools which was a radical concept of empowering decision making, where in
80s’ it has already become part of the mainstream (Keen 1987). He remarks that DSS
(decision support system) “meshes human judgment and the power of computer
technology in ways that can improve the effectiveness of decision makers, without
intruding on their autonomy” (Keen 1987, pp.233). In a more recent study, Power,
Sharda and Burstein define decision support systems as a class of computerized
information system that supports decision-making activities. Decision support
systems are designed artifacts that have specific functionality (Power, 2014). The
same book categorizes the DSS into five main categories, i) communications-driven,
i) data-driven, iii) document-driven, iv) knowledge-driven, and v) model-driven
systems (Power, 2014), where “Communications technologies are central to
communications-driven DSS for supporting decision-making. Data-driven DSS
provide access to large data stores and analytics to create information. Document-
driven DSS use documents to provide information for decision making. Knowledge-
driven DSS are sometimes generically called expert systems or recommender
systems. Model-driven DSS use quantitative models for functionality and have been
called model-oriented DSS and computationally oriented DSS” (Power, 2014, pp.
26&27).

Other books such as Salvendy and Sage (2007) book have the same approach and
categorization of DSS. From the categories above, model based decision support
systems have been more studied and researched, since they use mathematical models
to help the decision makers, and actually they were one of the first DSS to appear.
Studies such as Power and Sharda’s (2007) research suggest that “model-driven DSS
use algebraic, decision analytic, financial, simulation, and optimization models to
provide decision support” (Power, 2007, pp.1044) and the article rises many fields of
potential research because of current development in technology and web-based
advances. Further studies have shown specifically that the decision support systems
can become actually part of the management process by becoming management
support systems. Turban (1990) in his book, despite of being almost 25 years old, has
a comprehensive treatment of decision support theory and how it is applied (Turban,
1990). The book created a framework for further up-to-date coverage’s of DSS to be

used in management directly. Decision support systems not only focused on
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individuals’ decision outputs or processes, but also has been developed to help the
group decisions too. Gray (1987) in his work mentions “Whereas conventional
Decision Support Systems (DSS) help individual decision makers, GDSS are
designed to help groups of senior management and professional groups reach
consensus” (Gray, 1987, pp. 233). Back then, he mentions viability of GDSS (group
decision support systems) is not proven but shows potential in future.

A study just few years after, by Benbasat and Nault (1990) suggests that there are
empirical results showing GDSS actually helps group decisions to improve its
accuracy. The same study not only focuses on GDSS but on expert systems and MSS
(managerial support systems) and suggests empirical evidence that they actually help
the decision makers in the process, but raising more research questions (Benbasat et
al.,, 1990). Despite all these studies promising results, another study critically
approaches DSS and aims to understand the future trends and problems which are by
Er (1988). But still, the current studies show that DSS have been developed through
time and still shows future potential. A study by March and Hevner (2007) indicates
“successfully supporting managerial decision-making is critically dependent upon
the availability of integrated, high quality information organized and presented in a
timely and easily understood manner” (March et al., 2007, pp.1031) and it suggest
that integrated DSS can help the firms make much better decisions. From the trends
existing today, DSS applications and implementation has gone much far than
expected and is expected to be utilized even more in any aspect of business.

2.4.2 Decision Support Systems in Entrepreneurship

Utilization of decision support systems, in many forms, in the business to help
managers to make accurate decisions has been discussed in the previous section.
However, using DSS in entrepreneurship does not to be as popular as in established
corporations. But still, there are studies and worked which have either instigated to
designed such systems for entrepreneurs or entrepreneurial proposes. From these
studies, one is tackles a very critical point. A study by Houben, Lenie and Vanhoof
(1999) describes “the development of a knowledge-based system is described that

can assist managers of small and medium sized companies in performing a SWOT-
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analysis” (Houben et al., 1999, pp.125) with concentration on identification of
internal strengths and weaknesses. The authors mention that despite of the
importance of SWOT analysis, many SMEs have not a clear idea about the concepts,

and accordingly they need a system to conduct this analysis as a DSS.

An older study, if not directly designed for entrepreneurs but still focused on small
firms, by Wedley (1984) focuses on how DSS and computer systems can be used to
track financial health of a company, especially for the small businesses. The study
mentions that with use of DSS and computers a fast, accurate and cost effectives way
appear to help monitoring the financial status of companies (Wedley et al., 1984).
Some more recent studies focus on more detailed issues that can be addressed by
DSS especially for entrepreneurs. Kengpol and O'Brien (2001) construct “a decision
support tool to assess the value of investing in Time Compression Technologies
(TCTs) to achieve rapid product development” (Kengpol et al., 2001, pp.177). They
claim that in a competitive markets product design strategies can change rapidly and
rapid product development is a major challenge. The study proposes a model AHP
and cost/benefit analysis, and develops a DSS that can be utilized easily (Kengpol et
al., 2001). The system can be both used for entrepreneurs or start-up and for
established firms, and the authors do not make any distinguishing remarks, however

the utilization of such DSS of entrepreneurs seems possible.

A study Wen, Chen and Chen (2008) which presents knowledge based decision
support system for measuring enterprise performance is one of the studies that can
also be addressed to entrepreneurs, but with consideration that start-ups may not have
enough information as inputs for the DSS and the firms are newly established and
lack of information is very natural. As indicated before, the number of studies
specifically done to help entrepreneurs with DSS is very limited and mostly the focus
is on the established firms, but in some studies the outcome and models can be used

in entrepreneurship with some modifications.
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2.5 Rule-Based Decision Support Systems

2.5.1 Rule-Based Decision Support Systems in General

As described in Rule-Based Decision Making section of literature review, the
definition and application of rule-based decision making has been discussed. When
rule-based decision making is used as a decision support system, many different
applications in many different areas can be found. Such support systems utilize the
same approach in fundamental sense, but based on the field of use, the rules and
technical approaches may change. A study by Deng and Wibowo (2008) uses rule-
based decision making in a DSS aimed in “facilitating the adoption of the most
appropriate multicriteria analysis (MA) method in solving information systems (IS)
project evaluation and selection problems” (Deng et al., 2008, pp. 1). This study is an
example of direct use of rule-based decision making DSS in a real management
context. The study proposes this model and then tests the model in a real life
example to show its applicability and it provides evidence that using this DSS helps
reduce time and increase accuracy (Deng et al., 2008). Some other studies also exist
that shows application of rule-based DSS that help solving managerial problems as
one study already mentioned by Malinin (2014) that proposes an “application of
Fuzzy Logic to Decisions Making in Solving Inventive Problems” and the study uses
the IF-THEN linguistic rules to create a support system to handle “handle all
linguistic derivations that allow “IF-THEN” formulation by applying Fuzzy Logic”
(Malinin, 2014, pp.458). Applications of ruled-based DSS extend to far beyond
management, as indicated before. A study by Prapinpongsanone (2011) shows
application of such systems in civil engineering. The author proposes a “rule-based
decision support system for sensor deployment in drinking water networks” that can
help the engineers find the best places to place sensors that can test the venerability
of water quality and possible contaminations (Prapinpongsanone, 2011, pp.4). This
study is very similar to this thesis in the sense that the support system is designed to
help engineers, in a different field, to solve a complicated process and decision faster

and with least complexity possible.
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Another field that used rule-based decision support systems in very extensive manner
Is medical science, especially in terms of clinical assessment. The same problem with
entrepreneurs exist with the nurses in clinics as their expertise in seeing and
concluding the symptoms are very limited, so a decision support system that is easy
to be used in required in many cases, even for less experienced doctors. A study by
Kuo and Fuh (2009) constructs a rule-based clinical decision model to support
interpretation of multiple data in health examinations (Kuo et al., 2009). More
detailed studies on more specific areas of medicine also exist using rule-based DSS
such as “rule based clinical decision support system for hematological disorder” by
Chen, Y.Y., Goh, K.N. and Chong, K. (2013, pp43). One can find many of these
systems in medicine and clinical field. The relevance in importance of time and ease
of use in medicine overlaps with our purpose in this research for entrepreneurs and it
makes the author of this thesis more confident that such utilization has already been
done in many other fields.

2.5.2 Rule-Based Decision Support Systems in Entrepreneurship

Despite the fact that use of rule-based decision support systems in management and
other fields is quite popular, there are very few studies that utilize this approach in
entrepreneurship. As discussed before, there are works that show decision making
process, rule-based decision making and even support systems in entrepreneurship.
Some of these researches are focusing on decision making process itself in
entrepreneurship but not many woks present a decision support system using rule-
based approach to provide decision making results for specific problems in
entrepreneurship field. It must be remembered that business model is also a strategic
decision to be made and then one can see almost no work close to the subject of this
thesis, which is proposal of a rule-based DSS for business model as a strategic
decision. From those few works a study by Fakhry (2010) seems a close study to
ours. He proposes “a fuzzy logic based decision support system for business situation
assessment and e-business models selection” where the author claims “The proposed
system solves important challenges such as the use of linguistic terms to capture the
executives’ assessments of the key business measures” (Fakhry, 2010, pp.61). He

defines the variety of e-business models, and then based on fuzzy logic approach he
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makes the selection based on the inputs. The system is claimed by the author to be
tested and empirical results to be collected for further studies (Fakhry, 2010). Still,
this study is a close subject to the theme of this thesis. Another study, which also
considers a strategic decision to be used either by entrepreneurs of established firms,
proposes “a decision support system for business location based on open gis
technology and data” by Ghita (2014, pp.101). The location decision is quite
strategic and can be one of the first decisions to be given by entrepreneurs, also by
established firms too. The system asks the users relevant information and inputs then
they “are returned two sets of results: one based on own options, and another one
aggregate for the industry they operate in” (Ghita, 2014, pp.101). Such rule-based
DSS provides some advantages for both entrepreneurs and managers reducing search
time, site assessment and quantifying users’ needs (Ghitd, 2014). These two studies
show that rule-based DSS can be used for specific proposes and goals to help
entrepreneurs with their very strategic decisions and accordingly there are strong

evidences of existence and development of such systems.

2.6 Rule-Based Decision Support Systems Based on Business Model Canvas

The most relevant study to the subject and theme of this thesis is a work by Mulders
(2012), a recent study that aims to see how different the evaluation of entrepreneurs
and researchers is according to business model and strategic decisions made by the
entrepreneurs. The paper aims to “to clarify how managers are able to take business
decisions more objective and based on facts rather than on gut feeling” (Mulders,
2012, pp.18) and empirically the paper shows a gap between researcher and
entrepreneurs strategic decision making. The paper uses Business Model Canvas as a
medium for entrepreneurs and researchers to formulate a business model, and is used
as a shared language for both sides (Mulders, 2012). The author says “The Business
Model Generation is realized by people who strive to defy outmoded business
models. They are visionaries, game changers, and challengers who want to design
tomorrow’s enterprises” (Mulders, 2012, pp.8). The paper finds interesting results of
how and why there is a gap between business models generated by researchers and
entrepreneurs. The work explains there are three main biases causing such

differences, input bias, output bias and operational bias. The author remarks that the
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entrepreneurs, even using the same tools as the researchers, use heuristics and are
biased when formulating their business model by the help of Business Model Canvas
(Mulders, 2012).

This work may not seem to be as relevant as those studies mentioned in the previous
section of the literature review; however it is the only study that includes Business
Model Canvas and its role in strategic decision making, while having no
consideration of rule-based decision making or any decision support system
implementation. The most important fact that one can extract from this study, is that
entrepreneurs, when formulating business models from tool like business canvas,
make mistakes and biases based on their heuristics. This study and those discussed
before, can make a conclusion as such that, Business Model Canvas alone may result
is errors in strategic decisions, and a rule-based decision support system can help
entrepreneurs, as it helped entrepreneurs in some other areas, to craft an accurate
business model that can guarantee future success. The whole literature review shows
that there is a gap and need of a decision support system, providing ease of use and
accuracy for entrepreneurs to formulate their business model, a very strategic
decision to be made.
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CHAPTER 3

DATA COLLECTION, SAMPLING AND METHODOLOGY

3.1 Methodology

This thesis is an explanatory research that aims to explain the difficulties and
challenges of knowledge driven Turkish entrepreneurs when deciding on making
strategic decisions regarding their business model based on Business Model Canvas.
This research considers the challenges as the main interest, and then transforms the
knowledge and insights gathered to construct a decision support system which is
rule-based and also is integrated with Business Model Canvas. The first half of the
thesis is mainly focused on the exploring and discovery of the problems which
Turkish entrepreneurs face, while the second part utilizes the explanations to
construct a proposed solution as a decision support system. When exploring the
hardships and challenges the entrepreneurs face, this research use both quantitative
and qualitative research methods to find out in depth the reality of the problems in
strategic decision making specially regarding the business model. It must be
reminded that since most of the firms which were interviewed here develop High-
Tech products and work with Defense industry, their information and names are kept
confidential and each firm is given a hypothetical name as of their representative

staff who has been interviewed.

The analysis of this research is thematic and categorizes the answers given by the
subjects who later are systematically analyzed in a deeper manner by discovering the
patterns creating sub-themes and themes. To obtain themes and sub-themes,
hierarchical axial coding was used, where a relationship tree is constructed as can be
seen in figure 3 and 4. The content analysis is a quantitative research approach by
considering the frequency of occurrence of each theme and sub-theme, where later
those themes which occurred the most will be undertaken under interpretation by
qualitative approach since that specific theme presents an important problem in line
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with the literature (product market fit will later be stressed and analyzed deeply).
Throughout the analysis section of the thesis where the qualitative analysis attempts
to understand this themes in depth, direct examples and quotations are provided form
the interviews to help the reader in terms of subject statements and understanding of
the discovered results. Interpretations of the findings and their meanings are

explicitly discussed accordingly.

During the data collection, almost 17 hours of interviews took place, where these
interviews were transformed into transcripts of more than 495 pages. All the
recordings from interviews were put into transcripts such that axial coding could be
done carefully. When the subjects were answering the wrong question title or were
confused, the interview was cut and the questions were asked again or explained in
detail. Also the author has decided to cut the interviews, when the subjects were
disturbed by other factors, and in some cases he interview took place in different
days and dates. The answers which were not clear for the author were asked again
during the interviews, where in transcripts, if an answer was unclear, the subject was
contacted again in order to clarify the answer given. Also the author has studied all
of the interviews prior to coding where any suspicious or incomplete answer was
referred back to the subjects. All these helped to increase the reliability of this thesis.
In the mean time, peer evaluations took place by the supervisor and co-supervisor of
this thesis in order to have more credible results, where some answers were found
either meaningless or biased such that those answers were traced back to the subjects
for re-answering. Some more visits took place, besides those needed for clarification
to make sure that the collected data from the subjects is still valid in their
perspective. Such helps the dependability of the research to be kept on solid grounds.
As the interview design section of this chapter would explain, the author believes
that good interview techniques were used, such that the integrity of the answers and
gathered data is sufficient. The author has tried to direct more questions whenever it
was sensed that the subject is avoiding answering a question, and the author tried to
dig as much as possible by breaking down the questions into smaller pieces for the
subjects whenever the subjects were confused. Also trust between author and
subjects was built, since all the firms which were visited had a strong reference of the

author for the interviews from another entrepreneur.
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Following the analysis, three decision support systems will be proposed to help the
Turkish knowledge driven entrepreneurs in order to develop their business models.
These three decision support system are later explained in more detail and are based
on the exploration and discovery of the problems of the subjects whom had been
interviewed. It is noticeable that this is the second part of the research which is the
implication of the discoveries of the results from the first part of this thesis.

3.2 Sampling

Sampling for this research is judgmental sampling based on the expertise of the
author and advisors of this thesis. Accordingly, as it was expected, since Ankara is a
major entrepreneurial center for Turkey especially because of existence of
Technopolis’, it would be quite representative to select 12 firms from 3 different
Technoparks here from Ankara, which are Bilkent, ODTU and Hacettepe
Technoparks. The sample of 12 firms was then selected by filtering Knowledge
Driven firms which are developing any products or services other than games. It was
decided to not include games as it is hard to underline if gaming sector is knowledge
driven or not. The companies which were interviewed must had a product or service,
which transforms human knowledge into a solution for customers. Mostly the first
which do direct R&D process or propose brand new products (nationally or globally)
were selected and interviewed. It is noticeable that all the firms interviewed are
heavy dependent on knowhow and transformation of this knowhow, which can be
concluded as knowledge intensive firms. Of course, no one can claim that this
sample is statistically representative because the study is a qualitative research based
on content analysis; however, in further research section of this thesis, more
comprehensive study conditions will be discussed. Finally, when the sample is
considered, one can see that the selection was such that it would cover almost all of
the firm types available in terms of knowledge driven entrepreneurship in Ankara

and Turkey.
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3.2.1 Sample Characteristics

The table below is designed to summarize the sample characteristics.

Table 1 - Description of the firms which were interviewed by the age of the
company, the sector it operates and who was interviewed in the firm.

Sector Firm Age Firm Major Activity The Interviewee
Below 12 Nano sensor for defense Ali, Co-founder and Manager
months industry
Below 12 Nano coating for defense Murat,  Co-founder  and
months industry Manager
Between 12-24 Image processing for Serhat,  Co-founder and
o) months helicopters (defense industry) Manager
% Above 24 Airborne or ground drones for Numan, Co-founder and
months defense industry Manager
Between 12-24 New generation medical Pelin, Co-founder
months implant (Medical industry)
Above 24 Infant diagnose tools (medical Kerim, Co-founder and
months industry) Manager
Below 12 New generation door lock and Onur, Co -founder and
n months security system (consumer Manager
g electronics)
%’ Between 12-24 New generation smart home Ersan, Co-founder and
= months systems (consumer electronics)  Manager
; o Between 12-24 Customer counting systems Nurcan, Co-founder
g § months (Retail Electr.)
g § Below 12 Olympiads question creator Mirag, Co-founder  and
_Lc) months platform (Education industry) Manager
E Above 24 Academic evaluation software Mert, Co-founder and
-g, months Manager
I Between 12-24 Quality control software for Mehmet, Co-founder
months clinical evaluations

From the 12 firms selected to be interviewed, 4 were founded 6 or less than 12

months ago, other 4 were 12 to 24 months from their foundation and the also 4 where

above 24 month from the foundation date. Six of these firms are doing R&D

activities, where 4 are in defense industry and other 2 in High-Tech Medical
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industry. Other 6 firms are in High-Tech consumer products, where 3 have
developed/developing consumer or B to B electronics goods and other 3 are in web
based consumer software business. Such selection helps this research to cover almost

all types of knowledge driven Turkish entrepreneur business categories.

The main reason to select different companies with different ages was to make sure

that not only the primary decision inputs and outputs are captured, but also to ensure
the iteration of this decision making process and capture insights regarding
applicability of our proposed support system to be used in time after foundation too.
Also this helped a lot to capture the mistakes firms make generally and how they
treat these mistakes and how they change their strategies and decision making
process through time. The firms interviewed, had mainly funded by government
programs, yet five were funded first by equity and 3 of them later had obtained
government funding. Only one of the firms had co-founders with previous
entrepreneurial experience (serial entrepreneur), who had an unsuccessful venture for

2 years, the rest of interviewees experienced their first venture.

It must also be noticed that from 12 subjects 11 knew the Business Model Canvas,
where 10 has already used the Canvas in their business model generation. From those
11, six learned the process from educational conferences or courses, where four had
learned the model from fellow entrepreneurs. All ten has used experience and
iteration to fill their business models, where only 2 knew the concept because of their

background in university they have attended.

3.3 Data Collection

The unit of analysis for this thesis is the knowledge driven entrepreneurial firms
located in Ankara, Turkey. However, there must be subject to answer to our
questions, and in order to capture maximum insights it was decided to interview
either the co-founders of these companies or manager who is the co-founder who has
been a shareholder and has been in the firm from the start. The author has tried to

show flexibility and provided the subjects with information regarding this research
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whenever necessary to make sure that the subject answer the right question. More on

interview design and question categories is explained in the next section.

3.3.1 Interview Questions and Design

During the design of the question for the interviews, it was decided to put semi-
structured open-ended questions as much as possible to capture subjects’ insights and
information as much as possible. There was a partial pre-planning yet the flexibility
was achieved by semi-structured interviews, and it was made sure that whenever
necessary the interview was interrupted to give more information to the subjects if
they misunderstand the question. Whenever the subjects needed more information
and lacked the information to answer the question or misinterpreted the question the
author also intervened. It must also be reminded that the author gave a brief
introduction of his research to the subject to make sure that they understand the
context and for some time the subject and the author worked together to make sure
that the questions are understood well. For the sake of confidentiality, even if the
subject gave mistakenly information which must be disclosed, the author has taken
out these parts out of the analysis.

The design of the interview questions was such that the subject would start from the
general information regarding the firm and it product or service and later, the subject
was directed to answer more detailed questions about the planning process of the
business, its business model and plan. The subjects were explicitly asked if they had
prior knowledge towards BMC and if not what other tolls they have utilized. All
subjects were also asked about their major daily challenges and those challenges
faced during formulation of strategy and business plan. At the end the subjects were
free to add more personal comments regarding their experience about business
model, challenges and advices. The questions can be found in the Appendix A of this
thesis. The structure of the interview questions is such that there are 4 sections; the
first part is the general information of the firm, its structure and its products. The
second part is consisted of questions that aim to understand if the company has
developed a business model and plan, before and after establishment, and how this

process has gone through, where the knowledge of subjects towards BMC and its

37



utilization is questioned. The third section is about personal experiences of
entrepreneurs regarding Business Model Canvas and personal experiences towards
this tool. Finally, the fourth part is about comments of entrepreneurs regarding their
ideas of a system to help them construct a method helping them develop better
business models. These sections are not linearly put in the interviews, but rather such
classification is for the sake of this research to gather adequate in depth information.
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CHAPTER 4

ANALYSIS AND RESULTS

4.1 Thematic Analysis Structure

As discussed in the methodology chapter, the research has utilized a hybrid of
quantitative and qualitative research approach with thematic analysis. The content
analysis resulted from coding and constructing the themes, is actually a quantitative
approach considering occurrences, however, as later it would be explained, the theme
that has occurred the most and addresses an important problem from literature is
analyzed in more detail by qualitative approach. Before making details of these
themes and findings, some more fundamental issue must be discussed in advance. As
the title of this thesis suggests and the first part of this research is about, the research
question can be translated as “what are the problems and challenges faced by
knowledge driven Turkish entrepreneurs while conducting their business models
based on Business Model Canvas?”, where such research question’s results can leads
to proposal of a decision support system helping entrepreneurs based on the explored
challenges. Initial scanning of the interviews showed that there are significant
patterns regarding the problems faced and shared by all 12 subjects which were
interviewed. The design of questions allowed the author to have deeper insights that
could show the reasons and categories these challenges fall into. Axial coding
allowed the author to make categories, and sub-themes leading to main themes which
helped to separate the BMC areas from each other. Multiple interconnections were
found between themes and such leaded the author to discover that the Turkish
knowledge driven entrepreneurs suffer massively from lack of strategic decision
making skills and skills leading to formulate a sound business model. It was only
after such deeper analysis that it was realized what major troubles must be addressed
the most and what the reasons were behind these challenges. It was also revealed that
the interconnections of themes is natural to the process of entrepreneurship, since

crafting business models requires intellectual and educational background backed by
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availability of resources. Isolating the concept of business model is neither possible,
nor sensible, since business model, in nature, is a product of coexistence of many
factors. These factors not only formulate the business model, but also create the
company and design its strategies, whether conscious or unconscious. Following is a

figure illustrating the major themes found and the connections between themes and
the research question.

Resourc
Value

Creation

Challenges and
Problems When
Formulating
Business Model

Faulty
Approach and
Mentality

Delivery and
Value

Figure 3 - Illustration of themes found based on patterns in interviews and their
interconnections.

As illustrated in both figure 3 and 4, it can be seen the sub-themes of faulty approach
and resource scarcity are affecting the value, value delivery and value creation. Table
2 is a detailed table describing themes, sub-themes and content categories used
during the construction of theoretical framework of this study. A more detailed
figure, figure 4, with sub-themes is presented in the next page, where the sub-themes
of each theme is illustrated element by element. This may seem to be confusing and
complex when there are interrelationships between themes. However, this can be
explained and justified. Lacks of resources and faulty approach or mentality are
structural problems in Turkey. As Turkish national education system does not
provide adequate education and support, it can be driven that faulty approach and

mentality results in business model formulation problems (Bige Askuna et al., 2011).
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Figure 4 - lllustration of themes and sub-themes found based on patterns in
interviews and their interconnections.

Faulty approach and mentality have sub-themes of product focus and
underestimating strategic planning implications, where these two sub-themes are also
education related at certain level and also cultural (Bige Askuna et al., 2011). Despite
for the fact that most knowledge driven entrepreneurs are engineers, it has just very
recently been started to give proper business model and strategic planning courses to
those entrepreneurs getting funds. Such lack of knowledge resulted from education
results in miss-leaded thoughts about the strategic decisions such as business model
of a firm. Mentality towards business models is mostly a personal issue of
entrepreneurs in Turkey which has its own roots with further macro policies and
institutes, so still it is a structural problem. Accordingly, as the goal of this research
is not to advice policy or craft an optimal policy, this theme is only considered based
on its affects and influences towards the other themes, value delivery and value
creation, where these two themes are basically a business related issue and their

implications are related to this study.
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Table 2 - Detailed illustration of themes, sub-themes and content categories, the
numbers in brackets are the number of each content's occurrence in interviews.

Value Proposition (61)

Customer Segmentation (60)

Customer Relationships (48)

Channels (52)

Cost Structure (15)

Key Resources (42)

Time (36)

Human Resources (31)

Funding (25)

Experience (50)

Mentoring & Consulting (37)

Educational Background(42)

Product Focus (47)

Underestimating Strategic
Decision Making(28)

What meets customer needs (12)

What problems is solved for the customer (11)
What jobs are being done (11)

What benefits/gains were provided for customers (10)
What was the offering for each customer set defined (8)
What pains are resolved for customers (9)
Who to sell the product to (13)

What needs customers have (11)

What characteristics customers have (7)
Assumption about the customers (11)
Customers’ behaviors (5)

Customer wants (9)

Customers differentiation (4)

How to get the customers (10)

How to keep customers (9)

How to grow customers (7)

After sales solutions (8)

Customer loyalty (6)

Customer satisfaction (10)

How to reach to customers (12)

Where to sell the products (12)

How to sell the products (10)

Customer interaction (10)

Reaching out to customers (8)

Going over budget (12)

Cost control (3)

What resources create difference in product (9)

Recourses that product is dependent to (8)

Resources needed for success of venture (12)

Resources needed for transformation of knowledge to product (13)
Having many things to do and not being able to (15)

Time management (11)

Passing deadlines (10)

Not having enough staff (13)

Not having expert staff (9)

Only having one type of staff with one expertise (9)

Being funded by government (11)

Not having internal funds (6)

Not being able to find external funds (investors) (8)

Not being a manager or entrepreneur before (12)

Being the first venture to be started (12)

Not experienced in product development (7)

Not being able to foresee future (9)

Lack of experience resulting in decision making failures (10)
Not being able to hear from successful entrepreneurs (19)
Not being able to be consulted by experienced entrepreneurs(10)
Not having a formal/informal mentor (8)

Being an engineer (14)

Not having a business major partner (8)

Not having adequate entrepreneurial education (10)

Not having formal/informal education courses or conferences regarding
entrepreneurship (10)

Overestimating the power of product (15)

Feature oriented mind set (12)

Features are needs mind set (11)

Product is the value mind set (9)

Not being able to foresee future of the venture (9)

Lack of forecasting skills (6)

Lack of understanding of strategy (7)

Lack of knowledge of strategic tools (6)

The same analysis and approach is also valid for resources scarcity and this concept
and theme must not be confused with the concept of key resources in Business
Model Canvas. The resource scarcity, a structural national problem, has its roots in
government support, funding and national policies. It was already discussed, in the

literature chapter that Turkish funding policies of entrepreneurs still is very focused
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on the large enterprises (Ozdemir et al., 2009). Also underutilization of youth and
support regarding the youth and their entrepreneurial activities result in misallocation
of resources by government and many other institutes in the country (Dilek
Cetindamar, 2005). Resource scarcity is not only caused by macroeconomic policies,
but also at some level it is personal deficiency of the entrepreneurs. Resources may
exist, but still entrepreneurs may fail to find and utilize them. This whole concept can
be related to the faulty mentality theme and education too. This approach shows that

there is another connection, actually between these two structural themes themselves.

But still, it would be of no interest to create a decision support system helping
entrepreneurs in terms of these two themes, as it would be both irrelevant to the
nature of this study and out of the interest of this thesis. Policy and culture related
researchers can focus on these two structural challenges in more detail. It would be
totally out of scope of analysis of this research to consider these two themes, as this
thesis focuses on the business related implications and crafting a decision support
system for policy and macro level related concepts is almost impossible and does not
make any sense. In the mean time, as illustrated and explained, there are
interconnections between the structural themes and business model related themes.
The figure below demonstrates what sub-themes of structural issues affect and
influence the themes related to business model and the business. This figure will be
referred frequently later, when the business related themes are analyzed and

structural issues’ influences on these themes are discussed.

Figure 5 shows the interconnections between the themes which are structural and
those themes related to the business level and business model. The interactions were
shown in more general way in figure 3 and 4, where figure 5 shows interactions and
influences directly between individual sub-themes. It was discovered that occurrence
of concept of value and value delivery in the interviews was followed with another

pattern of occurrence in structural themes, same for value creation.
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Such consequential occurrence let the author to try making relevant patterns between
themes and sub-themes, where results presented in the figure 5 have been obtained.
This was not a coincidence especially from theoretical framework perspective, where
product focus can result is mistaken definition of value, value delivery and value
creation (Osterwalder et al., 2015). Same is valid for educational background,
experience and all sub-themes demonstrated. The occurrences of each sub-theme
together are also presented in the figure, and such influential relationship cannot be
neglected. Further steps of analysis will take these relationships into more serious

consideration.
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Two related themes of value and value delivery, besides value creation are then left
to be analyzed and later to be used as inputs for a decision support system. Analysis
based on generated sub-themes and categories confirms the intensive pattern in value
and value delivery theme and sub- themes, as the value sub-theme has been indicated
in the interviews by 61 times, segmentation by 60, customer relationships by 46 and
channels by 52. These are the highest occurrence of all sub-themes which were
observed compared to other sub-themes of any major theme, which indicates the
major challenge for entrepreneurs in business model formulation is under the theme
of value and value delivery. It must be reminded that the value, value delivery and
value creation are part of the Business Model Canvas directly, where each were
discussed in the literature chapter. Also, since the questions of interviews were
designed to capture the concepts regarding the Business Model Canvas’ sub-items, it
is quite natural to see the same concepts and items to show up in the analysis as
themes. The first general finding that shapes the upcoming structure and roadmap for
this thesis is the fact that the concept of value and those sub-concepts of value
delivery are brought together almost always by the entrepreneurs. This reminds a
crucial notion which is the product market fit issue. Product market fit can be defined
to be the fit between the offering and value provided and the market requirements
created by the needs of customers, and this fit creates the first step in formulating a
successful business model (Andreessen, 2007). This is exactly why, after introducing
Business Model Canvas, the value proposition canvas was crafted by Osterwalder
(2015). The whole idea behind value proposition canvas is to achieve a fit between
customer needs, pains, gains and jobs with the value provided by the enterprise.
Having a fit does not necessarily mean success as if this fitted value cannot be
delivered to the customers in a right manner; it effectively does not have any
implications (Osterwalder et al., 2015). Value delivery would be the channels used
and customer relationships established, so that one can remember the Business
Model Canvas’ right side. The product market fit problem exists and creates a major
challenge for Turkish entrepreneurs as this thesis will illustrate according to the
analysis done in the next section exclusively. Accordingly, one can see that there are
major challenges under this theme and the thesis will focus on creating a decision
support system than can help entrepreneurs develop a better and effective value and

value delivery. This is in line with the initial claim of this research that there is a
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need for a support system during formulation of business models. For each sub-
theme of value and value delivery, this thesis will make detailed analysis in the
following sections, so that more comprehensive insights would be provided and a

sound decision support system can be crafted.

In the mean time, one may also ask about the value creation theme and concept. This
would be a valid and relevant question; however, the theme and its sub-themes show
much less pattern and number of observations, where compared to the value and
value delivery theme. Key resources occurred 42 times where cost structure was
occurred only 15 times, which both are much less than the occurrence of sub-themes
for value and value delivery theme. Where all sub-themes of value and value
delivery are from BMC and are presented strongly in the interviews, only two sub-
themes are observed from value creation section of BMC and one of these sub-
themes is actually stated by entrepreneurs “to occur naturally” and that is the cost
structure. The entrepreneurs’ interviews explicitly mention that problems occurred
regarding the cost structure is actually confronted by entrepreneurs as natural. As an
example, Serhat indicates “in every project, the projected costs are always wrong and
the forecasts never match the reality, it was the same when | used to work in a big
defense company too”. Most entrepreneurs see this as a deal of daily operations and a
challenge faced by everyone, which effectively makes it not a necessarily part of this
analysis which must be directly related to the Business Model Canvas and value

creation.

The other sub-theme for value creation theme is, however, found relevantly more
occurring in the text interviews (by 42 times), but still finding product/market fit
problem and focusing on that issue would be the concern of this thesis. The concept
of fit is already very complex and sophisticated; besides all internal items and factors
related to this problem are in line with each other based on the theoretical
framework, making it more sensible to create a decision support system for. As a
result, it would be out of scope of this research and it will create a lot more
complexity to add a decision support system only for key activities, and this will
damage the focus and convergence of final proposed decision support system as an

implication of this thesis. Accordingly, only the product market fit problem, themes
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and sub-themes of value and value delivery will be analyzed in detail, but before,
some general insights and findings will be presented in the following section.

4.2 Additional Findings

In the light of the themes, sub-themes and categories identified so far, approaching
from general perspective, this research has findings that confirm closely that the
thesis has expected correctly about existence of a need for a decision support system
empowering knowledge driven entrepreneurs in terms of business model and
strategic decision making. This section of analysis is only concerned with additional
patterns which are not related to themes found, but can help readers better understand

the general attitudes and behaviors of the entrepreneurs.

From all the firm managers or partners being interviewed, eleven knew Business
Model Canvas where only one has never heard of the tool. From those eleven, ten
has used Business Model Canvas somehow, before or after establishment of their
company. The interviewee who did not, used other tools such as SWOT, business
plan and PESTEL analysis, but in the same time the same subject, Onur, claimed
“BMC is a great tool to be used, I simply forgot about it, since I learned in
university, but I believe it must be used”. However, there are entrepreneurs who have
used Business Model Canvas with other tools like SWOT and PESTEL. The matter
of fact is that entrepreneurs appreciate the applications and usefulness of Business

Model Canvas.

First of all, there is convergence from all 12 subjects, mostly explicit; that planning
before starting the company plays a great role in terms of success. Explicitly
mentioned, the entrepreneurs have realized that planning and tools to do so are
crucial for success, but mostly this was realized after the establishment of the
company and the concept is indicated with regret of entrepreneurs. As an example,
Murat says “I wished I had known more about business plan canvas or strategy
before starting our company, we were not so careful, and we thought that just
planning the technical part would be enough, but now 1 see that if we had better

planning and more business oriented perspective we would be achieving our goals
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much better and faster”. Mert, another co-founder, says “me and my friends, we have
not actually planned anything, I mean in the sense now I know what planning is” and
Pelin indicates “it is liking go to a trip, you plan before going, you plan better you
will have a better trip otherwise you will be confused, so planning ahead is not only
crucial but also necessary”. A subject, Mehmet, manager and co-founder, indicates a
different perspective but still implicitly he agrees with the importance of planning, he
said “plans are to be changed, plans are never what you follow in reality, strategy
changes, plans change everything change, but it does not mean you should go blind”.
One can find all such indications in interviews, illustrating that despite of previous
and pre-establishment perception towards planning, companies of different age from
different sectors stress over the importance of planning, and strategic planning. In the
same time, most these entrepreneurs can be said to be under the same condition
stating that because of their lack of planning, they have committed mistakes that
could have been prevented and these had reflections on strategic decision making of
the company. Ersan, co-founder, explicitly indicates “we have changed our strategy 3
times from establishment which is about a year and half, and this is because we have
not planned and we have not thought about it before carefully, this was a big

mistakes”.

Another finding that has fascinating insights, especially in the next section of this
research, is the fact that most of entrepreneurs interviewed all agrees, mostly
explicitly, that they have focused typically on the product rather than asking from the
customer what they really need. This topic is a sub-theme for one of the structural
themes already discussed which is faulty approach and mentality. Despite of the fact
that it is out of the scope of this thesis to discuss it, it has multiple implications in
product market fit problem, accordingly, the subject and findings will be presented
here as a general finding. Nine co-founders or managers have all indicated explicitly
that they have worked out very hard on product features and technology behind the
final product and they have spent most of their time on product development, where
the remaining interviewed firms implicitly indicated that their major time consuming
item was product development. This can seem natural because of the fact the
products are generally high-tech which requires the development process to be long

and exhaustive, however this must not confuse the entrepreneurs to underestimate the
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importance of business related issues which also need care. As example, co-founder
Ali says “we had an idea about how to develop the technology behind our product,
we planned for it we had time lines and many other things, but frankly we did not do
10% of the same effort on the marketing or sales planning or even organizational
planning”. Another entreprencur, Nurcan says “well we simply though that a good
product with good characteristics would sell and people will buy it because it is a
good product, but that is not what happened”. Change in the strategies of these
entrepreneurs can also be claimed to be caused by not only lack of planning, but also
from sole focus on product development. Seeing the mistakes and misplaced
assumptions, entrepreneurs change their strategies, which are the same case here as
the study shows, however the intensity of mistakes is the matter. It is important to be
noticed that even those firms with some entrepreneurs having official business
education also failed somehow in predicting customer needs and wants. Onur, co-
founder and a business manger said “despite my educational background, we were so
into product development, that we have answered the wrong questions, for example
in terms of our customer segments, this caused a serious time loss and also loss of
revenue”. This clearly shows that it is about the mentality and approach towards
technology based products which cause the entrepreneurs to be blinded. Not only this
finding is important in terms of product market fit, but also it leads the research to
find out that entrepreneurs are convinced that they must develop a product which is
“perfect” without considering what the customers actually want. The reason behind
this could be educational background and the environmental factors. Being mostly
engineers, even if there is business major co-founder or partner, the focus shift
unconsciously towards the product. A co-founder, Numan, says “we are engineers,
we want a perfect working product, we want it to be the best, someone needs to tell
us it is not the case, we thought like this for too long, but with progress of the work
we figured we cannot sell such perfect product!”. Similar quotes are observed in the
interviews, which also established the thesis claim to be stronger which implies there

is a need for support system that would help entrepreneurs.

One other finding shows that there is a misunderstanding regarding the concepts of
strategy, business model and business plan in some of the subject we have

interviewed. Turkish entrepreneurs mostly know about the concept of business plans
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as they also mostly know about the concept of business model. However, some of the
subjects interviewed do not seem to be able to distinguish exclusively the
differences. One of co-founders, Mirag says “we had business plan prepared and later
we tried to create our business model” were business models are more general and
business plans must be prepared after. The entrepreneurs whom were interviewed
also have used concept of strategy and goal interchangeably, causing the author to
believe that there is confusion about the concepts that can also lead to
misunderstanding and formulation of mistaken business model. A subject, manager
and co-founder, Kerim indicates “our strategy is to be the market leader in our
sector” where another subject, co-founder Pelin says, “we had developed another
product compared to what we thought at the first place, and our strategy of becoming
everybody’s choice in the market also changed”. Examples like these exist in the
interviews; however it is believed that such confusions are natural, as no business
major co-founder has made such a mistake, only those who had engineering

backgrounds made such confusions.

Last but not the least of additional findings is the fact that, most ideas of
entrepreneurs come from their previous jobs or academic projects they have done
before. There are many studies in the literature confirming this finding. Scott Shane
(2000) indicates that the technological innovations have their roots, in terms of idea,
in entrepreneurs experience and background (Shane, 2000), where Amar Bhide
(1994) indicates by data that 71% of ideas of entrepreneurs come from previous
employment. This thesis has the same findings, as nine entrepreneurs whom were
interviewed said they had their ideas from their previous employment, from those
three indicate they had the idea from their academic research and two had seen the
idea somehow and modified it for use of Turkish market and customers, the rest ha
dthe idea directly from previous employment. An example would be what Numan
said “I was working in a defense company and I saw an opportunity, my managers
did not take it, but I did”, where another subject, Murat, says “I have worked on the
same idea when | was doing my masters and then | said why not create a product
based on the technology I was working on”. The evidence suggests strongly that the
process of knowledge driven entrepreneurship is an iterative process of knowledge

transformation from experience.
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Finally, one other fascinating and dramatic finding that concerns this thesis very
closely is the fact that the entrepreneurs indicate they know the importance of the
business models. Most entrepreneurs express their idea regarding the concept of
business model as an evolutionary process. Entrepreneurs, first and before
establishing their ventures, did not even know mostly about the concept of business
model, however, after the establishment, it seems the entrepreneurial environment
and ecosystem has helped them understand the importance of this concept. Besides,
the difficulties and challenges they faced made them understand the importance of
such strategic tools. Literature suggests that business models with no doubt are
crucial. Magretta (2002) says a business needs a good story to be told and it is a
business model that tells the story, besides it has managerial insights provided for the
entrepreneurs. On the other hand Doganova and Eyquem-Renault (2009) suggest
business models are devices providing many helps for technology entrepreneurs.
Many entrepreneurs, after being exposed to challenges and information from the
ecosystem around them, understand that such a tool can actually help them
understand their business better than what they have thought of it. Kerim, Co-
founder, says “we did not have a business model in the first place, then a friend who
had MBA told us we need it, we did not believe him in the first place, but later when
we started struggling then we went back and said teach us what it is” where another
subject, Nurcan, gives a more interesting story “we came to Technopark got settled
and started visiting our neighbors, one of our friends had this huge paper on the wall
full of writings and papers on it, | asked what it is, he said this is what is going to
make you rich and he smiled, that is when we were introduced to the business
model”. These insights demonstrate that concept of business model is not generally a
concept that entrepreneurs know and this can be a crucial item for those who plan on
educating entrepreneurs. Also, almost all of entrepreneurs we have been interviewed
stress on the fact that Business Model Canvas is an important tool that can help
entrepreneurs developing their venture. This is a confirmation of our approach
towards a strategic decision making tool and a need to create decision support system

helping entrepreneurs use Business Model Canvas.
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4.3 Product Market Fit Problems

As discussed before in the previous section of analysis chapter, knowledge driven
Turkish entrepreneurs clearly put more effort on product or service development
rather than planning or focusing on the business side of the whole picture covering
their ventures. This can be observed in the occurrence of the sub-theme related to
product focus that was observed by 47 times in the interviews. Focus on
development of “perfect” product causes the entrepreneurs to lose track of the market
requirements. Entrepreneurs are so much focused on the product and its features,
they almost forget about the value of the product and the customers they must serve
(Osterwalder et al., 2009). As an example, Onur says “we thought our product can be
sold to customers who need more security at their houses, however this is was not
enough since the customers asked us what difference we had from normal security
systems provided by bigger firms, we got it all wrong from the beginning” where
Mirag, co-founder and manager, says “we could not define who will buy our
products, we knew who will buy but when trying to identify them to reach them it
turned out to be a hard job to do, as we had to think it before finishing the product
development”. Almost all of the subjects interviewed, except firm 6, have all agreed
that they have focused on the product so much that they had not enough time or
resources to focus on the concepts such as value, marketing, segmentation or even
basic budget planning. Even some of the firms such as Onur and Mehmet’s
companies have done a good job creating business plans, also indicate the fact that
their business plans were far from the reality they have faced later. This can be seen
as one of the reasons that product market fit problem can occur. It was defined earlier
in this chapter when the themes were introduced what product market fit is, but yet it
can be explained in more details as one needs to understand the underlying causes of
the problem.

Product market fit is defined as “Product market fit means being in a good market
with a product that can satisfy that market” by Marc Andreessen (2007). As the
writer and author of Business Model Canvas, Osterwalder has published another
book, as indicated before, which is the Value Proposition Design, including value

proposition canvas that was discussed earlier in literature section (Osterwalder et al.,
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2015). In the book the author indicates three types of fit, in regard to business model
concept, which are problem solution fit, product market fit and business plan fit
(Osterwalder et al., 2015). Problem solution fit is actually existence of a problem by
customers and entrepreneurs solution to it, but yet this fit is only conceptual and does
not provide any proof of general fit of your proposed value to the customers
(Osterwalder et al., 2015). This alone is useless for customers, until entrepreneurs
achieve product market fit which is the evidence of providing value meeting
customer needs, and then the whole business model must have a fit, meaning value,
value delivery and value creation must be fit (Osterwalder et al., 2015). The
important issue to be discussed is that concept of value and segmentation is the
market fit issue, and value delivery factors in between must also be fit so that product
market fit could be achieved. Based on arguments and discussions in 4.1 Thematic
Analysis Structure section, it was claimed that the main themes suggest there are
challenges in defining value and value delivery faced by entrepreneurs during
formulation of business plans using Business Model Canvas, followed by product
focus problem, resource scarcity and educational background issue, which leads to
product market problem. The total of occurrence of value and value creation theme is
higher than any occurrence in the themes, leading to the evidence that product
market fit problem is obvious. Here, the evidences for such theme which was
observed and underlying causes were explored in detail to support the claim of this
thesis, the product market fit is where the focus will be in order to create a helpful
decision support system (if needed refer to section 4.1 to see the reason why product

market fit and related theme is selected).

Asking from the entrepreneurs their major challenges and problems while
formulation of business plan, has provided valuable insights as the interview
questions were designed such. When looking at the responses, ten firms gave almost
the same response of defining value right side components of Business Model
Canvas besides the concept of value itself. From these ten firms, 9 saw concept of
value challenging, 8 saw segmentation as a major challenge, where 5 indicated
channels to be challenging and 6 customer relationships. From the two other firms,
coding of the interviews showed, they saw right side challenging but yet not as

crucial as the other 10, where the nature of their business which was B to B could
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have affected their judgment. Still one of these two firms confirmed that they had
struggles with customer segment definition. As an example of interviews showing
these findings, a company co-founder, Ersan, explains “marketing and selling the
product is hard for us, and was also hard even during planning to do so, we have a
wide range of customers, reaching to them making promotions even defining their
characteristics took a long time and of course we made several mistakes”. Another
subject, Pelin, indicates “we read Business Model Canvas and we try to write down
customer needs, but simply we do not know the needs and at first, to be honest, we
did not even know what need means in core, so all the things following were
designed wrong”. It can be claimed that the concepts are hard for entrepreneurs,
especially those without management degree, which is the majority of subjects we

interviewed.

Not only based on Business Model Canvas, but also based on the daily operations
and challenges faced by entrepreneurs, same results presented above were found.
When the entrepreneurs tried to apply their business models, under different
conditions, many have agreed that what they have planned, especially regarding the
product, was later rejected by the customers. A subject, Ersan, presented “while our
product was introduced, everything seemed fine, but in a very short time requests of
more customization of security systems has started, then almost in a month nobody
was buying our product as they wanted it customized and we have not thought about
this in our business plan” confirming the statement made and there are 4 other
explicit examples in the same manner. Not only the product, but also how the
entrepreneurs decided to deliver the product also changed. The channels were
actually a serious problem here as 6 of interviewed firms confirmed they have
changed their methods of reaching to the customers in reality because, either
channels were not reaching their customers, or these channels were actually the
wrong channels to reach the customers. “First we believed that customers want to
buy our product from internet, but our attempt of selling from internet turned out to
be disaster, information e have confirmed that they will buy from internet, but they
actually wanted to test the product and we found this later” says a subject, Kerim, in

confirmation of the point presented.
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The evidence clearly shows that there exist a serious concern and challenge
regarding the right side of the BMC which indeed is the product market fit issue. As
pointed out before, the theme of value and value delivery is actually the product
market fit issue, and accordingly as this theme needs to be analyzed in more detail,
following sections will consider all sub-themes of this theme, where the sub-themes
occurred the most compared to the other sub-themes under three different issues
stated. It is crucial and remarkable that showing existence of challenge as product
market fit requires this research to analyze the components of product market fit
concept in more detail, which is why the next 3 sections will focus on the sub-themes

of value and value delivery.

4.3.1 Value Proposition

Value proposition is one sub-theme and concept that creates a lot of challenges for
the entrepreneurs. When it was asked what part of business plan canvas was
challenging and the asked the real life daily operational challenges, lots of same in
meaning answers from subjects were seen. Sub-theme of value was counted to occur
the most in the interviews (61 times) and it shows a great need for evaluation and
analysis. Value and its definition is where most people start the BMC and that is
where if the assumptions and definition of product or service is considered unrelated
or inappropriate then the whole business model fit will be under questions, as the
product market fit would be. It must also be remembered that product market fit
requires matching of value with the customers. The value proposition is consisted
theoretically, by the perspective of BMC, of solving problems of customers, creating
gains and benefits, reliving pains and getting the jobs done, but all these concepts are
naturally connected to the needs of the customers (Osterwalder et al., 2015). When
asked from the subjects, about formulation of business model and challenges, in the
first step, they seemed to all had difficulties, even those entrepreneurs and firms with
longer history, having still trouble defining their value. This can also be referred in
literature as being subjective towards the venture and being overconfident regarding
the assumptions made (Mulders, 2012). The analysis yet shows that all content
categories of this sub-theme are occurring very similar to the concepts introduced by

BMC itself. It is strange that the entrepreneurs have assumptions regarding customer
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needs, for example, co-founder Numan says “we worked with our customers to
understand what they need, and we developed our product accordingly, but actually
after what we developed as our prototype in the first place” and this is an indication
of knowing the concepts, but not being able to put them together. When needs are to
be matched with the value then it seems to be the hardest part for the entrepreneurs.
Serhat says “I have worked for years with the same customers in a different
company, | knew their needs, but when my product was launched they said this is not
what they really wanted”, which clearly shows that the value defined from the
customer needs was not properly defined. The difficulty does not end here, since
according to Osterwalder (2009 & 2015) the identification of needs is not adequate
and entrepreneurs must understand what pain they relief, what gains they create and
what jobs are being done, which will lead to the bundle of the product that later will
be offered to the customer segments which have been identified. Most entrepreneurs
who have been interviewed start from problems the customer face, and later they
develop the product without thinking about the product value, gains, pains and jobs.
This is again related to the approach and mentality caused by product focus which
was explained in previous sections. A subject, Murat, says “we started by the fact
that our customers, Turkish air force, needed a coating material to reduce radar
contact and we started working on our product, later we tested our product and
showed the results to authorities, but it was not enough, they said they had a product
from U.S that was certified” which shows the fact that the company has missed the
fact that it needs the job to be done by certain certifications. Another co-founder ,
Kerim, mentions “our device is the only device that can diagnose the infants’ major
disease, but people still want to see a doctor to make sure, making our product a bit
useless!”, where it is clear that the entrepreneur has missed the importance of how to
relief the pain of the customers. There are various other examples showing that the
concept of value and needs is not accompanied with the sub-concepts introduced

above.

It is finally important to remark that value proposition, as the core of BMC, needs to
be done while the customer segments are being identified so that there would be no
conflict between the value proposed and value delivered to the customers. Such

conflicts can be observed in the interviews where the entrepreneurs have a value that
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does not match the customer set defined. This does not mean the value is not what
customers need, it means a right value is defined but the customer set targeted is
wrong. Co-founder and manager, Ersan, says “we had designed our product and its
implications of how it will meet customers’ needs, but unfortunately a very small
mistake caused lots of damage. We thought that our customers were people who
want their houses to be smart, but actually our customers were the big construction
corporations”. There are many other evidences of the same pattern that indicate the
concept of value is complex, hard to imply and apply where the knowledge driven
entrepreneurs with product focus perception face the challenge even more. As a sub-
theme of the theme being the major focus point for this thesis, it can be concluded,
there is need for a support system that will help the knowledge driven Turkish
entrepreneurs define and design their value. This claim is again based on the

discussion that value proposition is a crucial part of product market fit problem.

4.3.2 Customer Segmentation/Segments

As a sub-theme of value delivery and value, customer segmentation and segments
play a crucial role in product market fit. If the value is defined right, but wrong set of
customers are targeted, then this will directly result in product market fit failure and
essentially causing serious challenges in formulating business models and their
implementation. To define customer segments, entrepreneurs need to have
assumptions with relatively a simple market research that can show them the needs
and characteristics of customers. The same information is also needed to define a
proper value, as discussed earlier (Osterwalder et al., 2009). Besides, as claimed by
this research, the structural themes presented in section 4.1 can have significant
influence over the sub-theme of segmentation. As illustrated in figure 5, the product
focus, lack of experience and educational background are connected to the
segmentation just like they are influencing the value proposition. It is also important
to notice, that customer segmentation and segments is the second most occurred sub-
theme in the interviews, which can actually be explained by the fact that if there is a
product market fit problem, it is natural to observe such a pattern together with value

proposition’s significant occurrence level.
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Looking into the concept as a major challenge in formulation business models and
considering the product market fit, as the literature suggests the view of customers
and their needs is essential to understand the product development process (Blank,
2006) and a product development process without presence of customers is not going
to serve a purpose. This problem is observed in this thesis, where the entrepreneurs
start their product development; stay focused on the product without asking the
customers, resulting essentially in customer segment needs fulfillment. A subject,
Mirag, indicates “when I had my thoughts about the product we developed I have
asked my friends and those near me about this product, which is a platform of exam
questions, my mistake was that those close to me already had the problem of
obtaining Olympiad exam questions, but yet others who really were my customers, |
have never reached them”. What this co-founder mentions is the main reason that the
product development failed as the true customers were not asked, and the true
customers were not segmented either. A different co-founder and partner, Mert,
mentions a different story that can have different implications, she says “it was a
great challenge to see what customer wants, as there are many customers and
actually all of them want different things, this is where things get tricky, as we have
used Business Model Canvas but we could not segment our customers, we could not
put them in a cluster!”. This case shows a different reason for customer segmentation
to be a challenge for the entrepreneurs and it is an application related issue.
Understanding the concept of needs and customer segments may not lead
immediately to the right customer segmentation in reality. Since, most of these
entrepreneurs, almost all of them, had not applied customer segmentation in a real
life case; it can be frustrating to apply the concept. This can also be looked from this
thesis’ perspective that claim of the research for the need of a decision support

system is necessary and important to be noticed.

As mentioned in the value propositions section of the analysis, the value proposition
is generally the first place that entrepreneurs start their formulation of their business
plan, but it must be remembered that the assumptions of the entrepreneurs is based
on the customers and the segments they want to serve. In fact, some authors claim
that it is better to have the segmentation filled in the BMC before value proposition.

The assumptions regarding the customers, if wrong can also have reverse effect on
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the value proposition, such that the proposed value will not make sense. An evidence
to such case is actually observed in the interviews, where Pelin, a co-founder, states
“we had prepared all the requirements for our product and we have defined finally
(after using BMC) our product’s value, but we have missed the fact that the
customers we were thinking to capture and serve were very different in their nature, I
mean we had segments in our mind but the reality was that there were too many of
them to serve, and eventually, we had to look back again and find the most promising
customer segment and this resulted in change of definition of our value and
features”. Such cases exist in the research of this thesis, as 4 more entrepreneurs
indicate explicitly that when the customer segmentation was going to be formulated
the entrepreneurs had to go back to value proposition as they faced either mistaken
assumptions about the customer or they had to redefine their value proposition
especially because their customers were much different from each other in the
segments. Realizing this important insight, has very important implications for this
research as a need for a decision support system seems essential, but when designing
it must be remembered that if the entrepreneurs face such problem, it is better the
system starts form the segmentation rather the value proposition to make sure that
entrepreneurs will not face conflicts later. This will be discussed in more detail in the

next chapter of this research where the decision support systems are introduced.

Finally, there is another insight and finding that can be addressed. The segmentation
process does seem to be complex, confusing and time consuming as much as the
value proposition module of BMC. Having been observed just a bit less than the sub-
theme of value proposition, it made the author wonder how challenging the
segmentation in its nature is. When asked form the entrepreneurs about their
challenges and their daily challenges besides the business model formulations, those
with consumer products have all implied that in the reality the segmentation which
had been done does not work properly in the real venture. This can be claimed to be
natural by some, where this thesis finds it interesting and sees the concept worth
analyzing. A manager and co-founder, Mirag, says “we have designed everything, we
thought everything was ready to go, and then, customers were asking weird
questions, just like they did not know they needed this product, we were pretty sure

they needed it as it solved lots of problems, but still the segmentation we did was
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mistaken apparently, it was surprising and disappointing”. This is not the only
entrepreneur stating such a problem, six more entrepreneurs have claimed that the
characteristics, needs and differentiations they have provided based on their
segmentation actually did not work when applied. This can be seen as also a lack of
experience and operational problems, yet it shows there exist a challenge of
implication and it can be explained based on the fact that BMC is a tool of
formulation and it is not a tool for application. This finding is in line with the
purpose of the thesis, besides it reminds that a decision support system to solve
product market fit problem cannot only consider the theoretical framework of BMC
but it must also consider the applicability of the results, especially for a concept such
as segmentation that has direct implications and applications and is not as abstract as

value proposition.

4.3.3 Customer Relationship and Channels

Customer relationships and channels are the concepts connecting the value
proposition to customer segments, sustaining the product market fit (Osterwalder
2009 & 2015). These two concepts are separated in the Business Model Canvas, yet,
there are reasons why they will be analyzed under the same section. There are
basically two reasons, one is regarding the analysis and the other is regarding the
structure of the decision support system to be proposed in the next chapter. For the
second reason, please refer to customer relationship and channel DSS section in the
next chapter. However, when the analysis is concerned, it must be discussed under

this section.

Customer relationships and channels have been observed to be occurring in the
interviews together most of the times. As the practical framework suggests (which
will be discussed in the next chapter), the concepts are interrelated and entrepreneurs
apparently like to use the concepts together. In the interviews, it was revealed that
the sub-theme of channels and customer relationships are observed 52 and 48 times
respectively in total according to the total of content categories, where 29 times they
have occurred together in order. As an example Ali said “we had to rethink the way

we must reach to our customers and then try to keep them as our customer, in our
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sector it is really important to get into the buyers (defense companies such as TAI or
ASELSAN) and keeping them happy is the only way to prevent them buying from
foreign suppliers”. “Reaching to our customers” and ‘“keeping them happy” are
clearly followed each other, showing the relationship between channels and customer
relationships. In another passage, Pelin indicates, “implants are not easy to be sold,
as you need represents going around the doctors, convincing them that the product
you are selling is better than the other brands, the same sellers must also go
frequently to doctors visit them on frequent bases”. Examples as such repetition are
many, showing actually that there is a connection between the two concepts. It is
indeed understandable and predictable, since the concepts are theoretically close and
related, besides separating these concepts by entrepreneurs in a professional manner
is not possible with lack of expertise and also knowledge. These two sub-theme
value and value delivery are the value delivery concepts in Business Model Canvas,
and the author here sees no reason to keep them separate from each other,

considering the insights explored above.

More detailed analysis, shows that where the main challenges lie. It was revealed that
entrepreneurs have changed their initial idea of channels. Eight firms confirmed that
they had to change their channels as the primary idea of reaching customers was
actually not working. Serhat indicates, as an example, “we thought that we can go
into the door of companies like TAI and sell them our product, we were not wrong,
they liked our product, they wanted our product, but since we never had any contract
with a defense company before, and we never have sold anything in the records, we
were not qualified to enter to the auction, and we never actually thought it would be a
problem as we are the only ones producing this product in Turkey and we thought
they shall show some flexibility, and they did not, so we had to find a bigger defense
contractor to sell the product for us”. Kerim, as an entrepreneur producing consumer
electronics in medical industry, said “we wanted to sell from internet, it seemed easy
and practical. Then we faced the problem, no one buys a medical product that is
supposed to protect their child”. Both examples illustrate clearly that the
entrepreneurs had wrong assumptions regarding their customers that resulted in
wrong channel selection. The assumptions regarding customers are already discussed

in the segmentation section of analysis, yet one can see if the assumptions are wrong,
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what can happen in reality and application. The channel selection process was and is
a dilemma for the entrepreneurs and seems to be in need of a support system.

When looking at the customer relationships, the results were same as what was
observed and found in terms of channels. Customer relationships, like channels,
seem to iterate quite, especially when the entrepreneurs start launching their product
to market. This has two implications, one, the entrepreneurs do not think about
customer relationships until they have to, and two is the fact that even if they have
planned, they have not planned the customer relationships as they must have. Ersan
says “we thought that we had enough modular systems to provide our customers lots
of combinations with their smart home systems, but since our major customers
actually ere the big construction companies, the story has changed. For a single
customer, he or she can customize the system, let’s say from internet, but these
corporations were different, to keep them happy and satisfied, we had to give a basic
system then when the final customer comes and buys the home we must add new
modules as the house owner wants”. This example clearly shows that entrepreneurs
such as Ersan are confused as the concept of customer relationship is very actually
complex and needs specialists only to deal with it. Another example is from Mirag
saying “two different customer sets, one is the colleges who buy questions from our
system and then the normal individual users who are the students; there is conflict of
interest between these two, colleges want as much as questions as possible where
individual users want few but relevant questions to where they have weakness, how
can you make both happy?”. As channels have iterated and developed over time,
customer relationships do too, but it is already too late starting to design both

channels and customer relationships, when the product is ready.

More examples around channels and customer relationships can be provided, yet the
topic is actually more complex than expected. The author expected the value and
segmentation to be the most challenging parts of entrepreneurs’ problems, and the
evidence supports this expectation as the sub-themes of value and segmentation have
occurred more. Yet, since channels and customer relationships are actually the
applied parts of the Business Model Canvas; the challenges faced can also be harder

to be resolved. When said they are more complex, it is not only because of the
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application of each concept, but also because of the nature of concept to be deeper
and more detailed than abstract concepts such as value proposition.

According to the finding presented above, it is believed that the entrepreneurs need a
ground base to construct their channel and customer relationship upon. This can be
provided by a decision support system, yet it is hard to have the system cover these
two concepts which are each more complex and vast than segmentation and value
combined. A decision support system can provide a general perspective, where the
entrepreneurs can later add and develop their customer relationships and channels
according to this initial general plan. More about this will be discussed in the next

chapter of this thesis.

4.4 Turkish Entrepreneurs’ Requests Based on Business Model Canvas

It was already discussed that the author has put a specific question asking what
entrepreneurs expect the business model to offer them and another question asking
the general perspective of the subjects about what they think is the most important
form of support for entrepreneurs. Also it was asked if the entrepreneurs prefer a
person to help formulate their business plan or a guideline like system. These
questions have provided the thesis with valuable information of what the potential
users of the product of this thesis would expect from it. First of all, interviewed
knowledge driven Turkish entrepreneurs seem to all agree on the fact that Business
Model Canvas is a valuable tool for strategic decision making purposes (this was
already discussed in the general finding section of this chapter), only one
entrepreneur, Mehmet, stated that “BMC is just a tool, entrepreneurs must not trust it,
it is just a guideline, it will not make miracles and it will only help us to see a bit
clear”. But other subjects have different views such as Ali saying “BMC is a great
tool, I did not know it in the first place, and | learned it later and I think it was one of
the things that help us succeed, it is great tool” where another subject, Ersan, says “I
have used it in my previous employment, not directly but I was in the middle of all
people using it, and I think and believe, it is a single tool that gathers all of what my
company needed to start its work, it is not detailed and it does not need to be, it is an

umbrella.” As most subjects agree that BMC is a good tool, then an integrated

63



decision support system with the tool will be a “to the point” effort and it is proper to
accept the BMC as a sound ground for development of a decision support system

solving product market fit problem.

Secondly, it was shocking that most of the subjects agreed on a single fact that
experience of other entrepreneurs is the most important support item that can help
them in terms of their business operations and product development. The frequency
and intensity of statements of subjects was so high that the author has considered this
an important perspective that can help the thesis develop better decision support
system. A subject, co-founder, Murat states “I wish, instead of frequent asking of
successful entrepreneurs who have already been sold out or acquired to come for
conferences, they bring people who have failed and are in the same situation as us, |
mean early stages, then a knowledge platform is created as we can all share”. The
entrepreneurs with more experience on the interview list, have the same approach as
the young companies and entrepreneurs, Numan says “my company is almost 3 years
old, and yet | feel that | need experience of others, you know the old saying that
when I fell down from the tree do not bring the doctor, bring who has fallen too”.
Then it can be concluded, there is a definite need for experience mentoring and
consultancy, and it would be unrealistic to claim that a decision support system can
help as much as the experience of other entrepreneurs. Yet, a decision support system
can consider the major advices of other entrepreneurs while crafting its system. A
sophisticated system can embed these advices for more flexibility and more expertise
on special cases, however, in the case of this thesis and scope of this research, it is
not possible, as the number of firms interviewed is very limited and there is a need to
create a a data base and a powerful software. But still, this can be taken as a further

implication for development of a more sophisticated decision support system.

It is interesting that half of the subjects see a person to be better to advise them when
formulating their business models; while other half thinks that a guideline would be a
better choice. From those 6 who believe a person is a better choice, 2 have business
major partners or co-founders, while other 4 are all companies less than 12 month of
activity from the establishment. This provides a valuable insight which is the new

companies have lots of things to do and a consultant or an actual person can reduce
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the burden or their work load, while those companies with business majors as co-
founders have other concerns, as these business majored entrepreneurs need more
insights and they know more than other co-founders who are engineers. They need
more flexibility and more case based approach, and that is why a person is their
preference. A business major entrepreneur, Onur, said “I already know what the
general idea is, and | have many things to do, for details a person would be just
perfect, will save lots of time and I can learn a lot more in detail”. All those who
agreed on a guideline based help are engineers and think it will be more time saving
and more practical and cost saving if there is such a guideline. A subject, Mert says
“I would like to do it myself, learn and then apply the procedure, | can do then at
home or before I sleep, it is more practical”. Considering the fact that most Turkish
knowledge driven entrepreneurs are engineers and did not have any official
managerial experience or education, proposal of a decision support system that has a
schematic approach and is just like a guideline is going to be what the majority of

entrepreneurs want, so that constructing such DSS seems to be useful.

Not only being a guideline or a person, but also what must be offered was also asked
and the answers have provided as much valuable results as the previously discussed
matters. Most entrepreneurs require the consulting party or method to be step by step,
understandable system that they can review overtime. Even those who want a person
want him or her to advise them not theoretically but practically and entrepreneurs do
not want to be overloaded by information. A subject, Nurcan, clearly states “well I
do not want it to be like reading a book that |1 do not understand its concepts and |
need to go find other five or six books explaining what these concepts are; |1 would
like to have a guideline that does not confuse me because the concepts are already
confusing for us”. Simplicity in terms of understanding and also application is a
major request and concern of the entrepreneurs. If someone or something is going to
help the entrepreneurs the process must also be clear which means that the
entrepreneurs could know what concept belongs where and where this concept and
its applications will go after a certain stage. An explicit statement by a subject,
Numan, indicates “personally, I have been an engineer for 8 years, and my mentality
is that everything must be at a certain place at a certain time, | mean there must be an

explanation of a what is where, especially if it is about something important such as a
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business model of a company”. Such a statement and example confirm the fact that if
a DSS is going to be constructed, it must ease the process of business model
formulation not make it harder, which means, it must clearly show how the process is
happening and if needed provides the entrepreneurs with related important materials,

not a load of conceptual approaches.

Finally, also it must be indicated that, the entrepreneurs require more course,
conferences and educational materials, where this may not be part of the scope of this
research, yet it can open sight to some insight relevant. Requesting for more
education means that essentially the entrepreneurs know, or figured out at some
point, they have lack of formal or informal business and management skills. The
daily operations have shown them that managing a company is more than just
developing a good product, as a subject, Murat, states “well when it comes to
accounting for example | have no idea what is going on, this is a serious problem, |
have to trust my accountant everyday for something | cannot even control, this is a
daily problem I face”. Ersan, a co-founder, also says “we have some conferences
around, of course we cannot go to all of them as we have a product to be developed,
but when | look at the topics | see | can use these conferences in my business and |
hope I had more time to attend all of them”. These daily based problems may not be
part of the business model process, but can help one to understand what
entrepreneurs lack and what may help them such as a DSS. A decision support
system cannot fill the gap of education and training required, but it can ease the
process of learning and it can help the entrepreneurs develop their businesses faster,
since such DSS will help the entrepreneurs apply the educational materials faster,

than actually the general educations themselves.
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CHAPTER 5

PROPOSED RULE-BASED DECISION SUPPORT SYSTEM

5.1 Addressing Product Market Fit Problem

As discussed in section 4.2.1 of this thesis, the analysis and findings regarding the
existence of product market fit problem is obvious. Product market fit problem is
discussed to be a result of many factors, including lack of entrepreneurial/managerial
education, too much product focus, lack of experience and finally mismatch between
the value and customer segments. This essentially results in misunderstanding,
especially, the concept of value, customer relationships, segmentation and channels,
where these concepts are also the most challenging for the entrepreneurs to
overcome. Misunderstanding these concepts followed by too much focus on product
and development results in incorrect business model formulation that creates the
product market fit problem, which will essentially result in business model mis-fit
(Osterwalder et al., 2015). Clearly, to address such a problem, one must help the
entrepreneurs to craft their business models better by guiding them through each step
and item of the right side of the Business Model Canvas. Product market fit problem
can be solved by offering a simple yet structured and comprehensive decision
support system (Keen 1987). Such decision support system must not overload the
entrepreneurs to do lots of readings or knowledge gathering; instead, it must be user
friendly and refer to only important definitions when required. As discussed earlier,
the right side of the Business Model Canvas, delivery of the value to customers, and
value itself seem to be the most challenging part, so that if all concepts are covered in
a decision support system, the problem must be reduced to a minimum level, yet a
decision support system cannot guarantee full solution if assumptions of
entrepreneurs and information gathered by them is not sufficient enough. Since these
concepts are interrelated, yet separated in the Business Model Canvas, the author has
decided to create separate decision support systems for each item concerning product

market fit issue. Of course, it must be remembered that customer relationships and
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channels are put in the same support system, where value proposition and
segmentation are separate systems, however the user is required to refer from one to
another, because of the segmentation and value proposition’s nature to be closely
related. These references are explicitly mentioned in the support systems and also are

explained in more detail in the following sections.

Decision support systems that are going to be proposed in the following sections of
this chapter is designed to use fuzzy logic, rule-based approach (Malinin, 2014). The
main reason for such selection is the fact that rule-based decision support systems are
constructed on linguistic rules that can be easily communicated with the
entrepreneurs (Malinin, 2014).. No calculation is required, yet the system takes the
entrepreneur through a well defined step by step process. Since rule-based systems
are easy to understand and are documented, users can go back and iterate over the
previous processes (Schauer, 1991). A rule-based decision support system can be
said to be the best choice for addressing product market fit and help entrepreneurs
formulate their business models, also since it does not require previous experience,
and no especial knowledge. Accordingly, entrepreneurs who already have problems
with the time and lack of entrepreneurial education can easily use such a system
(Hayes, 1985). In the following sections, proposed decision support system is
explained in detail, and finally its implications are discussed in the last section of this
chapter. It is important to notice that, this support system is intended to help the
entrepreneurs design more accurate business models, yet it does not aim to solve all
entrepreneurs’ problems, as the system is designed as sophisticated as possible yet as
simple as possible, since it is a requirement by the entrepreneurs that such a system
would be easy to use and not confusing (these requests are analyzed and explained in

the last section of analysis chapter).

5.2 Decision Support Systems

Before starting to illustrate and discuss each decision support system in detail, some
notes must be made. First, the round edge boxes are decision nodes, where sharpe
edge boxes are information boxes. The decision lines all have directions that show

the user how to proceed. Some of these lines are dot lines, which technically are no
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different, but they are dot lines to avoid confusion because of existing intersections.
There are especial reference links which are explicitly mentioned in the decision
support systems. Many notes and definitions are provided when needed, but still the

references are tried to be kept simple and not overloading.

The user must notice that there are logic loops to make sure that the process of
decision making is done correctly and whenever the user starts to loop, he or she
must understand it is because of a lake of certain information from previous steps of
the decision support system. There are some time lines that are not decision lines
which are just direction lines to information boxes that provide deeper information
especially if the concept is important or confusing. These extra information boxes are
put to ease the process of understanding. When user faces different color boundaries,
he or she must read the note provided separately, since generally in our systems it
means there is a repeating cycle or that this specific section must be referred later to,
again. The user must also be aware that, there are output situations, where the user
must go back to the beginning as the system has detected a serious conflict or lack of
a certain important information. When the boxes have different colors, it means
either the box contains important information or it is the end of the process of
decision making. It was tried and aimed to help the users by only providing yes or no

answers and questions such that the process would be as easy as possible.

It must be remarked that all three separate decision support systems are part of a
single system, where only because of ease of use and applicability issues, these
systems have been presented separately. Also it must be indicated that the user must
see this as a whole process and he or she should not avoid any of the steps provided

or any of the decision support systems.

5.2.1 Customer Segmentation/Segments

Despite of the fact that many would agree on the issue that value proposition is the
heart of the Business Model Canvas, to construct a decision support system; this
thesis would start from the customer segments. The entrepreneurs have assumptions

regarding the product or the service they want to develop, and these assumptions are
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the underlying bases of the product idea which is developed by entrepreneurs’
experiences. These assumptions are the ground on which the whole idea of business
is constructed on. As discussed previously, most of the ideas for entrepreneurs come
from the previous employment or previous education research processes (Shane,
2000 & Bhide, 1994) and this was explained in the additional findings section of this
thesis. The basic idea of the product that comes from the assumptions has its root in
the concept of need. Need of the customers is where the whole concept of value,
segmentation and product market fit starts. Starting from segmentation would help
the entrepreneurs cross check these assumptions, and then formulate their value,
since the concept of need comes from the customers, yet is indicated the most in

value proposition design.

Starting from these assumptions and the segmentation would help the entrepreneurs
to examine their assumptions about their customers resulting in better value
definition (Osterwalder et al., 2015). Segmentation DSS is, however, connected to
the value proposition DSS. Starting from segmentation does not mean that the
entrepreneurs must do the value proposition formulation later. Segmenting the
customers, in the mean time, clarify the concept of the needs that leads to
clarification of the concept of value. Starting from value requires lot of effort and
thinking that can end up in defining the wrong value proposition, since the concept is
very abstract. However, segmentation is more solid ground to start understanding the
needs, characteristics and nature of the customers. To make sure that value
proposition design and segmentation goes by each other, there are direct links and
reference points that the user needs to refer between two DSS. These links also make

sure that product market fit problem is taken care of.

Following figure is the rule-based decision support system designed for segmentation
process. Since the system is complex and its size is large, a general picture is
presented and in the following pages, detailed views are illustrated in separated
sections. It must be noticed that there are numbers presenting each section’s detailed
picture. In order to make following the sections easier, the first detailed illustration

iis section one and other sections continue in the mathematical order.
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Segmentation RBDSS

- Stars are reference points from other RBDSS

4 A
Rember that you have assumptions and informations that you have built your entire porduct idea upon. These
assumptions and informations include all you know about your customers, their needs, their charactertistics and
what you are going to offer. These assumptions are the bases of what you have gathered and made so far. These
assumptions can include your primary knowledge and experience too.

You need to look at your assumptions before proceeding to the next steps of the point you are directed to this
box. You need to review your assumptions and experiences to see if you have adequate information to back up
the needs and characteristics of your customers. If you do not have adequate data you need to gather them, not
by formal research but by practical ways, such as talking to customers or doing simple secondary research. If
needed you need to test if your assumptions are right.

P.S.: Here you can look up to the concept of MVP (Minimum Viable Product) on the internet, it can helpyou test [* ™= ™ ™= = =
your assumptions too.
\ J

Before proceeding with the box, follow this
line to cross check your assumptions.

N
List the general
characteristics of these
customers based on their /
needs.
Se; tation i P.S: General characteristics
gmenta Ifm is could be demographicsin |
the seperation of ’ N i ey
your customers Can you identify customers who "need" your product based on their
into smaller groups "needs"?
according to their
ds and ok
fes gy What your customers need and what need/s you are going to
characteristics. ' satisfy by your product/service is the major concern here.
For more you can go PS2:
to: Try to be general in terms of customer needs, as later you will be
Startup Owner's making more detailed approach.
manual by Steve
/N | stank, Business Model
Canvas by No P
Osterwalder and Lean \ / Is your business’ |
Startup by Ries. products/services' final
destination a customer
(household member) or —
another business?
Va4 Va4
N\ N\
Y
N
Vi
N

Figure 7 - More detailed view of section 1 of segmentation DSS
72



.

Before proceeding with the box, follow this

Vi
N\

This is the section that value
proposition DSS asks you to
consider when creating

product bundle, so you need
to refer to this section when
forming your bundle...!

< line to cross check your
s S o s . e i

YES

Can you make sub-groups of

your customers based on
more detailed needs of your

customers?
P.5: detailed needs must be
in line with general needs

1f you don't bel
have one segment,

review your customer
needs again...!

you

N

B to C (Business to
Customers means your

No missing details on

& You need to associate these

sub-groups with more details
of their characteristics which
uishes each sub-

N

You can use some methods to seperate these
sub-groups by their characteristics such as
demographics, psychographics and etc. for
each method and their details go to:

4 Steps steps to Epiphany by Steve Blank

make
signifi

P.S.: Easiest way would be demographics but
you may need to look more carefully.

Demographics are parameters like, age, sex,
income, location of living etc.

Hint: Look up for the

concept of Customer
Persona, it can help you here

Either you have only
one customer segment
and that is why you
cannot make sub-

AANY

If you are sure you only
have one group of
customers treat this one

groups or you are

customer needs...!

group like any sub-group
and follow the same
steps.

A 4

N

No

Customer needs can be /N
seperated by the features

they want, price they will
to pay, channels you reach

them and ete.

You need to identify why

you think niche (narrow)
customers range is
appropriate, can you?

preduct is sold to final
sers)

B to B (Business to
Business means

A 4

mehe?

rAu you going to sell your product
to broad range of customers or

selling to businesses)

A g

N

Can you identify why you
think broad customer range
is appropriate?

YES

can you identify customer
(here means busi )
needs?

v

No

A4

AN

Figure 8 - More detailed view of section 2 of segmentation DSS
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You need to re-evaluate sub-
group needs again.

N

NO
/N For each segment can you satisfy their
detailed needs you have defined so far
No based on the value and product you are
proposing in your value proposition?
characteristics Are your segments significently
jated with the needs for different from each other in terms
b-group, these are your of each customers' segments’
er segments’ detailed needs and characteristics? / \
eristics distinguishing
gment from another. P.S.: If they are not different there
jure each segment is is no need for segmentation...!
lently different...! For all segments you already listed, try to

YES Now it is time to evluate define its size in terms of number of

each segment potential customers and customer life time value.

Y
A4

and which you need to

P.S.: Go to Steve Blank's book , Startup
target.

Owner's Manual for CLTV

You need to stop here the segmentation DSS, and
go to Value Proposition DSS, finish it and the
come back with the bundle you are going to offer
/N to your segments, and accordingly you will follow
the steps ahead tofind the most promising

segemnts you want to serve.

You may also need to
talk to your customers,
as a simple market
research to see what
assumptions are wrong

The you need to go back and
check your assumptions as you
seem to have a conflict, cross
check them and try to find the
conflict.

A4
N4
A4

YES
AN No /
' r
N\
[
[
[
A4 AN -
[]
[
Then you can also identify YES [} List the general characteristics of these
needs of these customers. Can you indicate 1 customers based on their needs.
AN what these needs ™

/7 iie? H P.S. General characteristics could be

1 demographics or psychographics etc.
[
]
]
A '
]
[]
These are the needs )
YES your product will 1
AN satisfy. X
7 1
/ 1

\
7
Is it possible to make sub-groups for your business users are No

possibl follow the same process with B to C customer process
and associate these needs with characteristics?

List the characteristics of these
business users in general, remember
these are entities not people...!

A 4

P.S.: The process is the same but you must remember business
\characteristics are not the same as customers in nature

YES

A4

Vi V4
N\ N\

Figure 9 - More detailed view of section 3 of segmentation DSS
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Can this segment grow in the future?

Y/ NO

P.S.: Try to have some simple forecast

N
NO

A 4

NO

A N
i
i

Then you only have one
segment to serve...!
Follow the steps.

A 4

Y Is the total number of customers in this Yes Does this segment grow within years?
es | segment si more compared \ 'P.s; Consider the relative growth of this
7 to other segments? segment compared to other segments
You can also use CLTV as a measure
Y
Important:
For this phase of the system please notice that all steps
are going to be done for one segment at a time and for
all segments you have defined.
Vi
N\
yi Y
N\
{ N\
The segments you have just evaluated are the pontential segements to target, yet you need to collect direct field
information regarding these segments and the customers in these segment. remember the fact that you have built
all the segmentation process based on the and you had, these i ion and
/ \ assumptions are not primary data and can have serious lack of insights.
You need to go and collect field data by talking to the customers of your potential segments, and these field data
No YES are going to be actually part of your formal market research effort
/ \ When the field data has been collected, which is mainly talking with the customers in detail, like interviewing
them, come back to your Segmentation DSS, and cross check your colelcted results with the assumptions and
I experiences you built your product upon. This may seem frustrating, but such cross check will make sure you
l' understand your customers' needs and characteristics, reducing your faliure rate dramatically.
1
- P.S.: you can refer to the book “Talking to Humans" or 4 Steps to Epiphany, to see how customer market research
Can you make sub-groups of the general need into more is done. remember you are not still doing a full scale market research, but mostly a field study.
detailed needs by these customers? \
e
\ P.S.: Here we mean to have sub-groups that have same
7 detailed needs based on the general need you defined!

Two outcomes of such data collection and
evaluation is possible, whether you have a conflict
with teh assumptions or you have no conflict. in
both cases follow the steps below.

There is a conflict...! There is no conflict...

You need to go back, correct your As tehre is no conflict your
assumptions. The conflict can be in segmentation is accurate,
definition of needs, customer you need to start
characteristics and etc. then you developing your product
need to go back to start the for those potential
Segemntation DSS, this time with segements you have

right set of assumptions...! targeted. Good luck...

V4 Va4
\ \

Figure 10 - More detailed view of section 4 of segmentation DSS
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As illustrated above, the segmentations decision support systems constructs the
whole segmentation process, by making sure that the user, entrepreneur, understands
the needs of the customers. This decision support system, starts from defining the
customer based on their general needs, then goes through various steps to make sure
that the user can identify the needs and then detailed needs of the customers, which
later is associated with customer characteristics, and different segments are created
and tested in terms of their size and growth to conclude a set of segments which are
promising to be served. The assumptions of entrepreneurs can be seen in a significant
box in figure 7. This system also provides the opportunity for the users to start from
nothing than their assumptions. Even if the entrepreneurs do not know what the
customer needs are, the system helps them to figure out their customers’ needs by
going to very basic questions like if the product is B to B or B to C and then step by

step the user goes through processes to understand customer needs.

Specifically for segmentation decision support system, the user is required to leave
the system at a certain point (can be seen in figure 9) and go to value proposition
decision support system and come back later to complete the system. Segmentation
DSS, as a start point of the whole system, is the most complex system which has the
most link and connection to other systems such as value proposition DSS. This
system for segmentation asks frequently from the entrepreneurs about their
assumptions and later tests their assumptions by guiding the user to collect field data
and compare this data set with the primary assumptions they had. This way, the
system makes sure that customer needs and characteristics are not taken only by
guess, and this will reduce the chance of facing product market fit problem. It must
be reminded that it is recommended that entrepreneurs start segmentation DSS while
having the value DSS available, because they will be referring to both systems very
frequently. This is a result of making sure that the first step towards defining
customers is solid so that the user can continue with other systems without any doubt

or concern.
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5.2.2 Value Proposition

Value proposition is the core of Business Model Canvas. Value proposition, in the
same time, can be claimed to be the hardest part of the canvas to be formulated. As
shown in the analysis, even there were business major partners within some firms, it
was a challenge to understand and write down the value that was proposed by the
firm as explained din the analysis chapter. However, starting from segmentation as a
first step has made things easier in terms of defining value using a decision support
system. As mentioned before, the segmentation DSS requires the user to frequently
comeback to value proposition, as the user is required to go back to segmentation
DSS when filling out the value proposition DSS. Just like the segmentation DSS,
value proposition also starts from the concept of need and continues with the
concepts that has already been introduced by Osterwalder in Business Model Canvas
and Value Proposition Canvas. The whole system first tries to identify the problems
causing the needs not to be satisfied, the accordingly the value is defined and
expanded by the concepts of gain, pains and jobs exactly as proposed by Osterwalder
(2015). However, this system takes more than this into consideration. It helps the
users to create a product bundle and define product features, besides, since that
section must be formulated parallel to the segmentation DSS, it makes sure that the
bundles proposed by the user according to the values defined, are actually in line
with each promising segment created by the segmentation DSS. This is crucial as it
literary solves the problem of product market fit. It is important to notice that this
DSS tries to keep a concept that is abstract as applicable as possible by asking strait
questions from the entrepreneurs. One may discuss the theoretical framework which
is based on Osterwalder’s (2015) Value proposition canvas, and accordingly the
concept of value can be questioned in philosophic manner. Yet, this thesis does not
have any intention to discuss the nature of value and it would be out of the scope of
this study. The whole decision support system and its parts offered here are
applications which were driven from the Business Model Canvas and Value
Proposition Canvas. In the following pages, the value proposition DSS is presented
and illustrated in pieces with more detailed pictures of the whole system. References
to other decision support systems are clearly indicated and relevant readings and

notes are given whenever necessary.
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Value Proposition RBDSS

- Stars are reference points from other RBDSS

/
N\
You need to define what value you v
I ey What are the needs of your
create by, first, identifying the customer g
R customer? Try to define them.
need/s you are trying to meet. \
v 4 Follow the step below then try to

P.S.: Identifying customer need/s is the f?llow the steps in progeress to
§ : % right.
irst step in creating value

Y

In order to do this, you need to
refer to the Segmentation DSS
specifically to the box with two

green stars, information about
customer needs are there...!

A 4

go back to Segmentation DSS and
also cross check your
assumptions in order to find the
needs you want to meet.

N

V4
N\

Figure 12 - More detailed view of section 1 of VValue Proposition DSS
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/N

YES

N

A 4

List the need/s of customers and
write what these customers needs are
in detail (whatever comes to your
mind can be valuable)

Lfollow the needs)

Can you meet a need/s of the
customer that you just defined?
(The detailed list can help you

your product.

Try to find customer needs that you can
meet with the idea you have in your
mind which will become the concept of

No

N

Can you identify problems which you
solve for customers such that their
need/s are met?

N

problem means what
causes the customers needs
not to be met...! Is is the
obstcle the customer face
to meet his/her need/s

If you cannot meet a need then it
actually means you do not have any
offering or product that will satisfy
your customers' needs...!

N

V4
N\

/N

Figure 13 - More detailed view of section 2 of VValue Proposition DSS
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V4
N\

If you cannot create value you / N
cannot offer anything to the

YES

No

cust: s, 50 you need to go
back and check the problems
you solve and change them.

/N

No AN\

Try to list these problems in Can you identify value/s you YES !-i“ “'.'e. value/s which yf
detail. \ create in order to solve these |den?|f|ed and try to ex
P.S.: If more information is 7 prolems you have just listed? details (How do theyhe
needed ask the customers lP.S.: Read Osterwalder's Book how this value is impor

N

If you cannot identify
problems of customers you
solve, you actually are not
able to create value...!

You need yo reconsider the needs of
customers by asking them more about 4

their needs, the fact that you cannot Important:
solve a problem is that you are
misunderstanding the needs so you need

to go back and create a new list For this phase of the system please n

are going to be done for one segment
all segments you have defined.

\,

y4
N\

Figure 14 - More detailed view of section 3 of VValue Proposition DSS
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/N

u have just Can you define the gains customers YES List these gains, try to make detailed
lain them in achieve by this value you propose? explanation of these gains from customers' ||
b the cutomer, Gains mean what they reach and what perspective not your own...!
ant for them etc) they achieve in extra comapred to now
T
L}
]
1
\J No '
1
1
1
You may not provide any gains but -
still you can help your customers in 1
other ways, follow the upcoming N\ £
T
steps. /7 1
[ ]
| ]
/ ]
N\ .
L AN
/7
Yes 1s your bundle for this

specific segment in line

Can you provide the resources to
with other segments? (the

meet the features and product bundle

/N3

bundles must not be of this specific segment?
significantly different, if so
it will create a conflict.
Yes
\/ No No \y/
»
.‘
No
Then forget about this segmentor you
. need to change the whole product
Itice that all steps feature plan if the segment seems

A

important and significent for your

pt a time and for business base on its size and growth...!

Figure 15 - More detailed view of section 4 of VValue Proposition DSS
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N

Can you define the pains you reliev
\ from your customers? Pains mean that

lthe customer are suffering and your

YES

List these pains, try to make detailed
explanation of these pains and how you are
going to ease them, but from customer

N

/
Can you define what jobs you are going
to get done for your customers? This

NV

means what jobs of them you settle or

\/NO |

It seems that you actually cannot
create any value to your customer,
50 you need to go back and re-

define your value...! \“

value is going to help them not suffer. perspective not your own... lrealize.
T
1
]
\/ No :
1 N
1
1
You may not relief any painbut you 1
still can help your customers by 1
other ways, follow the upcoming \ !
1
steps / .
1
1
1
Z ! Vi
< : <

N

[Now itistime to propose the product
bundle for your customer segments
according to the specific need of each
segment. For this propose you need to
have segmentation finished.

YES

Are these features in line with
your value and customer needs?
This means there must be it
between features and needs.

required bundle to meet the segment
specific needs? This means for each
segement you have different offerings!

For each segment, can you provide the b

Refer to your customer segmentation;

respect to general needs of of your

P S

customers you have segments with
different needs you must serve...

as you listed the detailed needs with

Can you re-define the
features again in line with
values and needs?

Goto

DSS where this one star

N

is, that is the section
and that you need to
consider from this point
forward...!

You may need to do this process in
the same time you are doing

segmentations in DSS, it is important
that both DSS work together so there

will be no conflict later....

Figure 16 - More detailed view of section 5 of VValue Proposition DSS
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B List these jobs, try to make detailed
explanations of these jobs done and how +
these jobs are done by you, bur from

customer perspective not your own...!

Y
Vi Vi
N N

To define your features you need to You need to define features to offer
go back to the lists you made which willl meet the value proposed,
s [ regarding detailed gains, pains and a pain's, gains a'nd‘ problems you are
jobs and use them here...! solving or reliefing.
/N
> Can you list these features of your /N
< YES product/service? Notice that with

Llisting you also need to explain these

features in detail.

\Y No

YES If you cannot then either you
consider wrong product to solve
> ct problems or you
defined the customer needs
wrong...!

If you cannot re-define, you
need go back to the needs.
P.S.: Not being able to define If you think you have the wrong
features to meet customer needs product follow this line

and your value may require
change in terms of core
product/service you are offering.

If you think you defined the customer
needs wrong, follow this line

Figure 17 - More detailed view of section 5 of VValue Proposition DSS
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As illustrated in previous pages, there are some notes to be made regarding the
support system. When the user is trying to define the features and later the product
bundle, frequent reference to gains, pains and jobs done are made, so the user must
have a list of all these items in detail when defining the features and accordingly the
product bundle. When the bundle is being created, the user must also refer back to
segmentation DSS. As the assumptions around the product and customer needs are
presented in segmentation DSS and the user is required to complete the value
proposition DSS before evaluating the promising segments and do a field research,
the user must not forget to go back to the segmentation DSS after finishing the
bundle section of value proposition. The assumptions in the segmentation are carried
out to the value proposition DSS too, so in case of conflict the user must return back
to segmentation DSS and review his or her assumptions. If the user cannot pass the
first loop of value proposition, it would be obvious that there is a conflict in the
assumptions made in the first stage of segmentation decision support system.

While the value proposition DSS and segmentation DSS is being completed, it is not
advised to the users to work on customer relationships and channel DSS. It is a
requirement to finish both primary systems regarding the product market fit problem
and then look at the value delivery. The value delivery decision support system,
presented in the next chapter, can only be applied well, if there is a well defined
product market fit and assumptions regarding the product, value and customers are
well defined.

5.2.3 Customer Relationship and Channels

As one can see, customer relationship and channels are under the same topic to be
proposed in the same decision support system. There is a sound reason for such
allocation and the logic is the fact that customer relation and channels are the
connecting factors of value and customer segments. From the Business Model
Canvas perspective product market fit is the concept of parallel flow between value
and segmentation where customer relationship and channels are required concepts to
exercise and execute the fit. Besides, channels and customer relationships are two

concepts which are much interconnected and are hugely dependent. Not only these
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theoretical framework related issues, but also practical issues lie behind the fact that
customer relationships and channels are integrated into a same system. Having two
separate systems that cover all the issues regarding channels and relationships, is
possible yet very complex, confusing and none user friendly. Concept of channel is a
very wide and complex network. There exist channels of product delivery, channels
of communication with customer, channels of promotion and many other channels.
During construction of decisions support systems, the author has figured out it would
be almost impossible for the entrepreneurs with almost no prior knowledge to go
around all these channels and try to design them. As indicated in the analysis section
regarding the channels, entrepreneurs construct their channels overtime and iterate
over and over again so that the channels develop over time. Based on this finding, it
was decided to keep the channel DSS simple and general, since no entrepreneur can
design all of the channel and its inquiries when he or she has not yet constructed a
well defined business model. Here, the main objective is to create a sound ground for
the channels and the customer relationships concepts to be developed later overtime.
There is a tradeoff between completeness of these concepts and simplicity issue.
Entrepreneurs suffer from overload of information and have limited time, so that if
the proposed system for channels is too much complex, essentially it will not help the
users. The same argument is valid for the customer relationship. The concept is very
vast and needs specific expertise. The same trade off issue is holding up here as did
for channels. Accordingly, with the knowledge of these two concepts being
interconnected and related, it was decided to avoid two different complex systems,

but one system integrating both in a general yet covering way.

When a user starts to follow this support system, first the channels of sales are
considered as a distinguishing parameter. Here when it is said the channels, it
essentially and practically means the sales channels, not promotion channels or
communication channels. As explained, this system is not meant to cover all
channels but the one that needs to be designed first, and that is the sales channels.
Simply, a firm can either sell its own product by itself, or give the product to a third
party to sell it for the firm. This is the distinguishing parameter that this system is
constructed on. One may discuss that there exist other factors, yet simplicity is

considered here so this parameter is followed. If the firm wants to do the sales by
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itself, the system takes the user through several steps of cross checking if the firm
has enough resources and capabilities such as financial and HR. The system also
provides the opportunity for the firm to have outsourcing options for certain items
such as sales staff, maintenance of sales system or promotion, yet it notifies the
entrepreneur that if all steps are outsourced, then there is no reason not to give the
product to be sold by the other firms. While analyzing the third parties, the system
takes the user through similar stages of evaluation, such that the entrepreneur would
easily see which third party is the most suitable party for handling the sales of the
product. The evaluation includes evaluation of resources, competencies and expertise
of the third party. Eventually, the user can compare and contrast results from

different parties and choice the fit way and partner.

Regarding the customer relationships, the same principle of simplicity and generality
Is considered. After the user has selected his, her sales channel and evaluated the
results, the system makes the entrepreneur make sure that he or she has a sound sales
and marketing plan. This does not mean that the user must craft a very detailed
marketing plan, but it means the user needs to have a plan to see how to
communicate to customers who have been identified in the segmentation DSS and
how to create programs to get, keep and grow these customers. Then the system asks
the users to evaluate basic yet fundamental parts of this marketing and sales plan,
such that entrepreneurs can see if they have a sound customer relationship or not. If
the plan is not sophisticated enough, again the system encourages the users to
delegate the sales into a third party and work together with that third party to create a
sound customer relationship. There is a loop that evaluates the customer relationship
after the point just mentioned, regardless of whether the company sales its own
product or a third party does. This last section of DSS evaluates and cross checks the
customer relationship program of the firm and then the outcome provided would be
the fundamental basic customer relationship driven from the channel decision done
previously. Yet, again, the user must be aware of the fact that this system is a start
point and is the basic ground, later with time passing, the channels and customer
relationships must be re-designed and be developed in more sophisticated manner.
Following pages present the decisions support system with detailed snap shots just

like previous decision support systems presented for segmentation and value.
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Channels & CR RBDSS

- Stars are reference points from other RBDSS

v

You need a network, set of ~
skills and resources to do
this...! rd
YES
N\
4
Are you planning to N
sell your product by
yourself?
No

Who do you think will sell
your product to final users?

Representing
Firms

Figure 19 - More detailed view of section 1 of Cannels and CR DSS
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Outsourcing a specific item, such as sales staff, promotion or after sales can
help you resuce your cost and also increase your effeciency. Expert firms can
perform these task better than you as they have more experience and
resources. Do not insist on doing everything by yourself if you cannot. If you
want to keep most activities in house then try to undertsnad what specific
activity may cause you trouble and outsource it. Of course if you see that you
need to outsource everything, it is better you find a third party doing
everything as described below...!

P.S.: Outsourcing has its problems, look up for its advantages/ disadvantages

Are you
nternet

/ N ' your cu

No

)

Are you going to have lots ) YES
of interactions with your
customers (especially face
to face)?

Do you have
experienced sales & >
marketing staff? ' 7

/N

No W

o

F:an you create such YES

staff team very soon?

>

No
/ Itisa
to selll
other
No
y g
Does this party have enough 1
resources to meet customer )
needs? J
¥ Yes
N
Can selected party satisfy ycuq
customers? For this, first, you AN
need to answer the following Vd
questions
” "N
Important:
-
For any of options you choose follow the
same steps.
. v
Vo
& N
Important:
Do these steps regardless of whether you do your own sales
or a third party does, this part of DSS allows you to -
understand how to GET, KEEP and GROW your customers
. v

Figure 20 - More detailed view of section 2 of Cannels and CR DSS
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No

<

fThen the question is how you are going to sell your

product?

N

JL

t is better to think of a thrid party to sell your

product for you.

tomers?

oing to use tools like 1 YES

( INo

You

outs
this
line.

(mediums) to reach J )

Do you have resources to sustain
sales from these tools? These tools

can be finacial and technical
l resources

Are you sure that you can sustain such YES
huge interaction with your current sales

as a company for such huge interaction?

Lstaff? Also are you sure you have the timeJ

N

It is ok but this requires other
recourses to be present such

as HR and financial
resources...!

A 4

nost impossible for you
lyour own product, find
o do it for you...!

N

/

line...!

You can also use
outsourcing ONLY for
this item, follow the

.......).....

No
A g

>

<

4

<

No

7

/N
No

rCan customers reach them at]

any time under hard

Does this party have 1
xperience in relative )

product/service types? J Yes

Lcircumstances?

J Yes

List these items in detail while
considering your marketing

plan ially your
advertisment and
promotions.

Yes

N

No

Do you know how to GROW your]
customers? This means capturing

more customers.

Figure 21 - More detailed view of section 3 of Cannels and CR DSS
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N

financial burden of such
interactions?

Will you be able to cover the

'] YES

b
P
an also use
burcing ONLY for h
tem, follow the P
1 YES
YES Do you have a well defined &
N written sales & marketing
” N

1 plan?
[ ]

Z

J

No

1

.

) ~

u YES
]

[ ]

]

Can you find financial
recourses for this purpose very
soon?

...<.........<....

7
No

N N .
7 P 1
y [ | INO
S 1
[ |
1
]
L ]
1
[ |
/ [ ]
~ .
Z Zz
. Y

/7
No

Can this party provide after
sales service like quarantee
and etc.? J

]

F:an customers communicate
easily with this party in terms
of access points etc.?

1

List these items in detail,
actually you can take a look
also at CRM and Customer
Loyalty Programs, these can
help you too.

Do you know what you need
to do in order to keep your
customers meaning they
keep buying your product/s

]

Yes Yes

Then you
with your
go back ar
Stepsto E

N N

rd N rd

No
Yes

List in detail how you are
getting your customers a

J

where you get them.

Figure 22 - More detailed view of section 4 of Cannels and CR DSS
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N

é

You can proceed with this plan
but CAN you satisfy your

Do not continue untill you finish your
marketing and sales plan, if the results
show you cannot sell your product go

o with selling you products by a third
party.

> cL ners by this plan based on

your value propositin and
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N

J

If results are not ok
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P
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Z
N

N

You have a problem in
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third party to sell

N
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access to your customer

/N
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rAre they willing to help you 1
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Lservice for your customers? J Yes

\' 4

ctually have a problem
marketing and sales plan,
o cross check. Also read, 4 +

iphany by Steve Blank.
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Do you know how to GET your
el customers? It means how to
capture your customers.

After all, there are some other
steps to make sure your

customer relationship is
sophisticated, whether you do
your own sales or a third party

N

Figure 23 - More detailed view of section 5 of Cannels and CR DSS
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outsourcing ONLY for
this item, follow the

Can you do the marketing ] YES

N

Go ahead but be
careful, since selling

plan by yourself? Consider
its costs and efforts. J

No

N

N,
7

your own product is
hard

%

4 customer relationship is required for this.

P.5.: If you cannot establish relations or keep
them you need to rethink about selling your
product by yourself.

To satisfy your customers you need to define your
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/N

4

To test your capability of
creating customer
relationship follow these
steps
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You can also use
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ONLY for this
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line...!

N

Make a list of what
=l factors satisfy your
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h' 4

rCan this party provide these
factors? No N

these factors prepared?
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Or do they already have J 7

YES

Make a list of why the
party cannot provide
these factors.

A

Eliminate other options
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N

Z V4
~

N

Figure 24 - More detailed view of section 6 of Cannels and CR DSS
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Important:

This section is only to test when firm sales
directly by itself to customer...!

-

Can your customers reach you at anyany time 1 NO \
without any conditions? J 7
ves W A\ g
Can you provide after sales service for your ] NO ~
<— customers at any time and under hard
circumstances? J d
YES NV
Can you keep track of your customers further needs 1 NO \
regarding guarantee and customer supports? J 7
YES Y/ A g
Can you provide customers all those needs you uffer] NO
to meet? J >
A 4

YES

Try a third party to sell your
product for you as
explained before...!

Z
~

¥

Figure 25 - More detailed view of section 7 of Cannels and CR DSS
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Regarding the system, and as explained before, first of all the user must have
finished value and segmentation DSS before starting this system. As it can clearly be
observed, there is a major different between this DSS and the previous ones. This
DSS has many cross check points and has more loops. This is because of the fact that
there are more factors and parameters in this system that needs to be validated. Yet,
the system is still as simple as the previous DSS and the user is encouraged to take
one of the two options at a time. As described before, there is possibility for the user
to take outsourcing option, and yet the user must be careful with outsourcing. The
system clearly explains that outsourcing has its own problems and challenges so that
the user must, depending on what is to be outsourced, do some research and
understand the outsourcing advantages and disadvantages. One may say that the
system encourages the entrepreneurs to give up selling their own product. This is not
true indeed, the system does not try to discourage the entrepreneurs, it tries to warn
them that selling a product or service, that requires a lot of interaction (especially
face-to-face) is not an easy task. It must again be reminded that this is a general
system and it attempts to help the entrepreneurs give the first strategic decision
regarding their channels and customer relationships. Finally, it must be noticed
encourages the entrepreneurs to work together with the third party if they cannot sell
their own product, as it is believed by the author that entrepreneurs need to work
together with any third party included to develop a well defined and executed value
delivery system. That is why there are actually questions and cross check points
confirming that if the third party is ready to work together with the firm.

5.3 Implications of Proposed Rule-Based Decision Support System

When looking from general perspective, considering all of the three decision support
systems, it can be seen that there exist a complete system which would answer to the
product market fit problem. There are several implications of such integrated system
of decision support “sub-systems”. Firstly, it can be implied that, a very
comprehensive research can provide decision support systems for all of the items in
the Business Model Canvas. The findings in this research has guided the scope of
this thesis to focus only on product market fit issue, yet it does not mean that there

would not be opportunity to develop decision support systems for other items too.
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Second implication of constructing such systems is that entrepreneurs have variety of
daily problems and these problems need decision processes to be resolved. As this
research has figured, issues like accounting, daily management of cash flow,
payment schedules and many other daily based operations are consuming too much
time of the entrepreneurs who already have difficulties regarding resources. It can be
said, decision support systems can also be developed for these types of daily
problems to help the process of decision making to become faster and more accurate.
There are studies and efforts of such systems as described in the literature chapter of
this thesis which are either at strategic level or only are concerned about financial
monitoring of the firms (Houben et al., 1999 & Wedley et al., 1984). Also these
systems are not mostly rule-based that makes it harder for entrepreneurs to

understand and utilize in a fast manner.

It can also be recommended, as an implication of proposed decision support system,
those corporations who want to establish a new company, in a new sector, can use
these provided tools too. The system is designed to be simple and understandable, yet
there is no limitation for corporations to use it either. In a general and strategic level,
these decision support systems can help the executives reduce lead time of the
establishment, yet these systems will not be sophisticated enough for the large
corporations. Yet benefits of simplicity can be utilized to save time even in

corporations or large companies.

Another implication from the system which was presented is that this system can be
adopted and even modified based on the sector or industry in which specific
companies and entrepreneurs show activity. If the entrepreneurs have time and they
have access to materials related to each system separately, they can improve the
system by adding or deducting parts and items. If entrepreneurs have a specific
sector requirement, it can be added to any of the relevant systems. Yet, they must
remember and be careful not to break the logical flow of the decision systems. It is
recommended that a business major with entrepreneurial education do the
development in order to keep the sequence of items from general to specific.
Especially, the evaluation phases in each decision system are the easiest to be

adopted and developed. Such developments, if connected to a data base, can provide
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huge feedback stream and lots of potential for various systems to be developed base
on user requests.

Finally, it can be claimed that the systems which are suggested in this research are
meant to help the entrepreneurs construct and formulate better business models. But,
there could be case that the entrepreneurs can find the system hard, or may require
more flexibility rather than well structured systems as such. There is no guarantee
that all entrepreneurs would use the proposed systems and find relevant results or
even useful results. This will be discussed also in the limitation section of next
chapter of thesis. It is not claimed in any case that these systems are the perfect
methods of constructing business plans and anyone using them will for sure not face
product market fit problem. Such a claim would be as unrealistic as suggesting a
method to solve all entrepreneurial problems. This is quite important to understand
that these tools must be tested in field and must also be empirically tested before

making and comment about the performance of them.

98



CHAPTER 6

DISCUSSION AND FURTHER RESEARCH

6.1 Discussions & Contribution

In the light of concluding the analysis, results and proposals of this thesis, it can be
claimed that this thesis has two major contributions to the literature. Firstly, and as
related to the first part of this thesis, the research has explored and discovered major
challenges and difficulties faced by knowledge driven Turkish entrepreneurs when
formulating their ventures’ business model based on Business Model Canvas. There
are no studies that have taken into consideration exploring the challenges faced by
Turkish entrepreneurs when formulating business models, let alone to knowledge
driven entrepreneurs. This contribution has several implications. The first would be
explanation of success and failure rates of knowledge driven entrepreneurs based on
the business models of their firms. The second implication that comes in line with the
findings of this thesis is the fact that there seems to exist a strong challenge regarding
product market fit, which is a crucial factor in success of business models formulated
by Business Model Canvas (Osterwalder et al., 2015). Such finding can be elaborated
in further studies, yet it explains the higher pivot and strategy change rates of
knowledge driven Turkish entrepreneurs. Product market fit, as explained, has been
an interesting topic in literature and has been researched outside of Turkey
(Osterwalder et al., 2015 & Andreessen, 2007), yet no attempt to systematically
explore this problem has taken place until this thesis, in Turkey. An attempt to see
the reasons of product market fit based on challenges of formulation of business
model can help further researches to focus on this topic and evaluate in more detail

the underlying factors.

The second major contribution of this thesis is the proposed rule-based decision
support system specifically designed for knowledge driven Turkish entrepreneurs

facing product market fit problem, as explained above. No study attempt as such has
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been done before, neither national wise, nor globally. A decision support system that
is easy to use and helps the entrepreneurs to get rid of possible confusions and
redundancies to address the value and value delivery (product market fit concept)
based on Business Model Canvas has never been designed or constructed before.
This contribution opens a new window in the literature. A gap that exists between the
application of Business Model Canvas and actual results that are obtained by
entrepreneurs have been discussed in the literature (Mulders, 2012) and yet there are
no sensible solutions to reduce the gap, such as a decision support system. This
contribution can also be fragmented later into more specific and sophisticated
systems leading to have many decision support systems each especially designed for

a country and for an industry.

In addition to these contributions, several discussions around the main theme of this
thesis can be constructed. First, it would be reminded that proposed decision support
systems here are specifically designed to support knowledge driven Turkish
entrepreneur. Other knowledge driven entrepreneurs may use it from different
countries since it still is a system designed for entrepreneurs when looked from a
general perspective where, yet it needs empirical evidence that the system is actually
working. Large corporations have expert systems and decision support systems for
well established businesses and operations that are also well defined. On the other
hand, this system is built on a strategic decision making tool, Business Model
Canvas. Such tool is to support the start of entrepreneurial venture and later be used
as a reference point. So that, strategic decision support systems used in large
corporations would not answer to the need of entrepreneurs, since entrepreneurs,
especially those who are about to start a venture or just started it, have different
needs, experiences, resources and expectations. Entrepreneurs have much less
resources and much less time, and the strategic level of decisions is very high which
essentially will shape the future of the company. That is why a different system,
especially designed for entrepreneurs must exists, where also product market fit
problem plays a great role in the need for such system. The corporate level decision
support systems cannot meet these requirements, and that is why a new support

system is required. Still, if proven effective and efficient, however, the corporations
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and large businesses can use the systems when a new company or strategic business

unit is established, yet the model created would be basic and general.

Another discussion would be the point that has already been introduced and is which
the proposed decision support systems in this thesis are not perfect solutions for
entrepreneurs’ strategic decision making problems. It would be a very bold statement
to say that what is proposed can solve all problems regarding the business models,
where in the mean time no one can actually have any similar claim about any
decision support system (Keen 1987). As the research has already suggested, the
major challenge were found to be related to product market fit, and that is why it
cannot be asserted that the proposed system can solve value creation related
challenges, since there is no system proposed for that part of Business Model
Canvas. Also the system is designed to empower the entrepreneurs, which essentially
mean that it still is dependent on the assumptions, expectations and calculations of
the entrepreneurs or users (Turban, 1990). The problems of entrepreneurs in
designing their business models can be caused by also other possible reasons, which
were not investigated in this research. For such reasons, no claim can be made that
these systems are perfect tools of helping entrepreneurs, yet the systems can create a
solid ground and guideline for the entrepreneurs in many ways. Entrepreneurs would
be able to see the process of business model construction and also can be able to at
least have a business model with as less as possible troubles in terms of product
market fit.

More points can be discussed around the relationship between the Business Model
Canvas and proposed decision support systems. It is noticeable that the
entrepreneurs, currently, work on business models in an unstructured, unsystematic
and iteration based experience. The entrepreneurs either try to apply what they
learned from education courses or from fellow entrepreneurs who has used the BMC
before. This approach can cause problems as many of these problems have
undertaken during this research. Besides, the systems proposed in this thesis, are
greatly dependent on the knowledge of BMC and knowing BMC can be said to be a
pre-requirement. It can then be an argument that if knowing BMC is a pre-

requirement the why should an entrepreneur bother using proposed decision support
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systems. However, this argument is week, since knowing a tool or theory does not
necessarily mean that the user can apply it well and without step backs, so still a
decision support system’s existence is justified. Such argument, in the mean time,
will result in a discussion that the proposed decision support systems can also be
used as education and training tools. Those educations around BMC can use these
DSS’ to take the entrepreneurs through the process of crafting the business models,
especially those areas related to product market fit. Such application opens new

windows towards opportunities of implications of these systems.

The last discussion would be that the systems proposed faced a dilemma of
simplicity versus completeness. Since the entrepreneurs has made it clear that a
guideline to help them needs to be simple, the decision support systems has been
attempted to be kept as simple as possible, yet covering as much as possible. There
exists a tradeoff between simplicity and completeness of the systems as expected.
The more complicated and the more covering the systems are the less simplicity
would be achieved. In the mean time, one cannot make the system extremely simple
as there are fundamentals to be covered, once this is achieved the author then
attempted to add as many as details as possible without making the systems
confusing. Accordingly, all necessary decision factors to create a solid and sound
business model based on the finding in this research and Business Model Canvas is
presented in the systems. There could be disagreements over the level of simplicity
and completeness, and that can be tested empirically to realize if more detailed items

can be covered in the system according to the users’ feedbacks.

6.2 Limitations

First of all, limitations of this research can be explained in two parts, the part
regarding exploring the major challenges of Turkish entrepreneurs regarding their
business models, and second limitation set is about the proposed decision support
system. Regarding the limitations of this study, first the sample can be taken into
consideration. The sampling was judgmentally selected, where some biases may
have existed. The fact that almost all of subjects knowing Business Model Canvas

may be considered such a bias, yet this cannot be confirmed because of the nature of
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the study. A hypothesis to explain this would be the fact that Ankara has a very
developed entrepreneurial ecosystem compared to any other city in Turkey and that
is why almost all subjects knew about the BMC. Second limitation related to the
representativeness of the sample. The sample is small, because of the exploratory
nature of first part of the research, yet when the systems are proposed based on the
findings, the representativeness issue is a limitation of this study, binding first and

second parts of thesis together.

Regarding the limitations of proposed decision support systems, firstly, channel and
customer relationships DSS did only consider sales channels, not the communication
or promotion channels. This was explained earlier to be a result of keeping
simplicity, but still it is a major limitation. Secondly, the proposed systems are well
structured, yet not flexible and this can result in over generalization in different
sectors where the knowledge driven Turkish entrepreneurs show activity. This
limitation is actually an outcome of rule-based decision support systems which in
systematically rigid nature. Thirdly, the system cannot be claimed to work for all
knowledge driven entrepreneurs, as the sample size is small and the users’
experiences can be different towards such systems. The systems may help some and
confuse others. Since there are not empirical results regarding the efficiency of the
proposed systems, no one can tell for sure. Finally it must be said that most of these
limitations are constructs of the simplicity factor, especially the first limitation, yet
the flexibility limitation cannot be solved by adding more inputs or decision
processes. Only user involvement and feedback can add flexibility to rule-based
DSS.

Not only the limitations of research can be indicated, but also the limitations of BMC
must be remembered. As discussed in the literature section of this thesis, BMC has
its specific limitations such as ignoring competition, different abstraction levels and
ignoring the purpose of organization. Such limitations are carried out to the proposed
decision support systems that have been constructed based on Business Model
Canvas and product market fit problem. The DSS’ do not consider the external forces

on the business model and they all ignore competition, as does BMC itself. Yet, it
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solves the problem of relationship between items of BMC. Accordingly, the user

must be warned about these limitations that are carried over to the proposed DSS.

Last of all limitations is related to the applicability of proposed decision support
systems. The systems, in the first look, are complex and confusing, such that the
users may be afraid and give up even before starting the process, which will result in
going back to BMC itself. This can be overcome by providing a computer based
system which will help the users not to become confused or scared, as a computer
based DSS is one of the further study opportunities too and must be constructed even

when one wants to simply test the system performance.

6.3 Further Research

This thesis and research has provided a decision support system that focuses mostly
on the right side of the Business Model Canvas, which is the value delivery, however
another research, can also provide a decision support system regarding the right side
the value creation part of canvas. Value creation part of the business canvas, was not
found to be very problematic for the entrepreneurs who were interviewed for the
purpose of this research, however a deeper study, only focused on those subjects can
unleash potential problems and challenges faced by the entrepreneurs. Built on this
assumption, another research can provide a decision support system as done for this

research based on rule-based decision making.

Regardless of value creations part, the finding here in this thesis can be tested
empirically in a large scale representative sample all over Turkey, to test if
challenges identified in this study are statistically significant. Such a research also
opens a new ground, if the results are statistically significant, that the proposed
decision support systems to also be tested empirically in terms of their performance
and usability. Such empirical study needs a time based evaluation and needs close
monitoring of the process of formulation of business models by the proposed
decisions support systems and performances by the firms using the systems

compared to those who do not. Later, according to the results, the systems can be
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revised, and developed in much more sophisticated manner, such that the systems
can cover more aspects of each challenge found here in this thesis.

Another potential field for further research can be the adaptation of the model
proposed here as a fuzzy logic based computer integrated decision support system.
Such research’s software can help the entreprencurs to utilize the model constructed
here in faster and better way. Also such research can provide more inputs by
investigating more detailed needs and requests of entrepreneurs. However, this will
require the research to do another data collection to completely cover Turkish
entrepreneur’s needs. Such research may also include direct case examples from the
experiences of other entrepreneurs and gather all those in a large data base to provide

more specific information and bring in more flexibility.

As indicated, the research is driven from a national and domestic perspective, a cross
sectional study comparing the challenges of different countries based on formulation
of business models can also be done. Following such, the results can be compared
and if differences exist, then the underlying results can be analyzed. Accordingly,
distinct support systems can be proposed in different countries and again an
empirical study can look at the performance of each country’s firms before and after
utilization for such decision support systems. It must be remarked that such a study is
highly complex because of requirements for international research partners and the
time required to complete such research is much more than just empirically testing
the results domestically. It must be indicated, if the results are empirically significant
globally, such a research can provide huge and dramatic benefits to entrepreneurs all

over the world.
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APPENDICES

APPENDIX A: INTERVIEW QUESTIONS

1- Please tell us about your company, its foundation, its products and strategies? A
brief history of your company. This can include who has started the company, who
had the idea in the first place, what you have gone through and so far. Please feel free

to add any details you see necessary.

2- Before starting your company, did you do some research about the product or
service you would offer? Also before the establishment, did you have a business
plan? Or a business model? How did you formulate this plan and model with the

strategies around it?

3- Do you know about the Business Model Canvas, or have you heard about it? Have
you used it? If you did not, please indicate why, and what instead you used to
formulate your strategy and business model. If yes, please indicate the process of

building your business model by BMC.

4- Let’s talk about your company and BMC, where was the major challenges? Where
did you experience the major difficulties when formulating your BM? Please explain
in details or by examples. (If you did not use BMC, then the same questions are valid
for the tools or methods you have used to develop your business model and

strategies).
5- If someone or some method existed that could help you fill BMC as it is and must

be, can it help entrepreneurs like yourself? How do you think it can and what must

this person or method offer to you?
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6- Besides formulation of your business model, in reality and your daily operations,
what are the major problems and hardships you experienced in your business model

and your strategy while trying to implement them? Please use details or examples.

7- Have you tried to change your strategy or business model? Why and how? Details
here are very important if you can explain or by examples.

8- Lets go back to BMC and your personal experiences. Do you think in overall and
detail, it is good tool to help entrepreneurs like you formulate their business model?
If yes please explain. If no please explain too.

9- Please mention, by your experience, what are the most important supports
entrepreneurs like you need before starting the company and after, especially

regarding the business model of the firm.

10- Please add anything you like whom you think are necessary for this research and

you feel you need to add.
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APPENDIX B: TURKISH SUMMARY

Girisimcilik; akademi, politika ve ekonomi gibi bircok alanda bir ilgi ve tartisma
alan1 olmustur ve olmaya devam etmektedir. Girisimcilik ve onun ekonomideki rolii,
girisimcilige karsi tartismalarin, tamimlarin ve yaklasimlarin fikir ve perspektif
cesitliligi gosterdigi geleneksel ekonomi teorilerine (Baumol, 1968) dayanmaktadir.
Farkl1 diigiince arka planlar1 veya okullarini olusturanlar, girisimciligi ¢ok farkli yon
ve yollarla tanimlama egiliminde bulunurlar (Baumol, 1968 & Hebert, 1989).
Bazilar1 deger olusturmanin ekonomik bir silirecini tanimlarken (Baumol, 1968),
digerleri girisimcilige yol acan biligsel yetenekler ve 6zelliklere odaklanirlar (Baron,
1998). Az sayidaki bazilar1 ¢arpici sekilde digerlerinin yaklasimlarini elestirirler ve
kavramin tam felsefesi i¢inde girisimciligi mitlestirmeye odaklanirlar (Ogbor, 2000);
ancak yine de, hepsi onun 6nemi konusunda hemfikirdir. Gosterilen ¢abalara ragmen
hala bir¢ogu girisimciligin gercek tanimi ve hatta uygulanmas: konusunda
celismektedir, ancak bir¢ok kisi, resmi bir kapsam tanimai igin bir ¢ergeve olusturmak
amaciyla ciddi ¢aba gostermistir (Shane et al. 2000). Girisimciligin 6nemi sadece
tilkelerin politikalarinda ve ekonomik yapilarinda vurgulanmakla kalmamaktadir; bu
ayni zamanda, 6zellikle ig yonetimi egitimi alanlar i¢in olmak iizere, akademi igin bir

umut alanidir (Shane et al., 2000).

Girisimciligin tanimi ile ilgili anlagsmazliklar, ayrica bilgiye dayali girisimciligin
anlami ve tanimi, konunun alt bagliklarin1 olusturur. Birgok kisi, bir haberin bilgi
olmadigini ve bilgiye dayali varliklarin rakipsiz oldugunu kabul eder (Andersson et
al., 2010). Bilginin {iriine ve daha sonra tiim bir ekonomiye doniismesi, muazzam
rekabet avantajlarina sahip olan, bilgiye dayali bir ekonomi ile sonuglanir ve
dolayisiyla, deger olusturmak i¢in bu gibi bir siirec i¢inde bilgiyi kullananlar, bilgiye
dayal1 girisimcilerdir (Andersson et al., 2010).

Osmanli zamani ile karsilastirilldiginda nispeten hizli sanayi biiyiimesi ve ayni
zamanda Tiirkiye Cumhuriyetinin baslangi¢c yillari, hiikiimet politikalarinin da
onemli bir etkide bulundugu endiistriyel girisimcileri getirmistir (Alexander, 1960).

Hizl1 biiylime ve hiikiimet politikalar1 ise, devlete ait sirketlerin Tiirk ekonomi
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ciktisinin bilyiik cogunlugunu elde bulundurdugu i¢in yeterli degildir (Kozan et al.,
2006). Yine de, daha ayrintili olarak bakildiginda, sayisal olarak ele almak gerekirse,
iiretim alanindaki Tiirk sirketlerinin yiizde 99’u KOBI’dir ve bu rakam, bu alandaki
toplam istihdamin yiizde 76.7’si demektir (KOSGEB, 2005). Ayrica, KOBI’ler
Tiirkiye’de olusturulan toplam katma degerin yiizde 38’ine sahiptir (KOSGEB,
2005). Tirk girisimciligi altyapisinin son donemde devlet fonlari, ticari kulucka
merkezleri, melek yatirimcilar ve hatta girisim sermayesi firmalar1 dahil olmak {izere
yeni kurulumlarda bulunmasi beklenmedik bir durum degildir. Ozdemir ayrica
“Tiirkiye’deki erken evre girisim faaliyeti, gelismekte olan iilkelere gore ¢cok daha
diisiik iken, kurulu is girisimciligi faaliyetleri goreceli olarak yiiksektir” (Ozdemir et
al., 2009, pp.40) ifadesini kullanmis ve ayni zamanda, hiikiimet desteginin biiyiik
oranda, kiiclik isletmeler yerine biiyiik isletmelerin yaninda oldugunu da eklemistir

(Ozdemir et al., 2009).

Strateji, her isin ve isletmenin 6zl oldugu gibi, girisimciligin de oziidiir. Strateji,
degisen ve dinamik bir ortama yanit olarak esnekliktir ve iistiin performans i¢in ¢ok
onemlidir (Porter, 1996). Isletme faaliyetlerini baslattig1 zaman ve hatta islemlerini
baglatmadan Once alinan bu kritik kararlar sirketi ve sirketin gelecegini, 6zellikle de
isletmenin is modelini sekillendirdikleri i¢in gelecekte ortaya c¢ikacak tiim kararlarin

en Onemlisidir.

Bu tezin edebiyat agisindan incelenmesi, is modellerinin olusturulmasi gibi stratejik
kararlarin formiile edilmesi igin kullanilmasi kolay olan bir karar destek sistemi
eksikligi ve ihtiyaci oldugunu one siirer. Karar destek sistemleri, isletmelerin daha
yapil1 bir Gislup icinde daha dogru ve hizli kararlar almalarina yardim edecek popiiler
araclardir (Keen 1987). Karar alma geg¢misi ne olursa olsun, insanlik bu diinya
tizerindeki seyahatine basladigindan beri bunun insanin giinliik hayatindaki énemi
yadirganamaz. Genel olarak, karar almaya yonelik iki ana yaklasim mevcuttur.
Bunlardan biri belirleyici, matematiksel yaklagimdir; digeri ise daha ¢ok insana
dayali, bulugsal karar almadir. Kurala dayali karar alma ve destek sistemlerinin
kullanim1 kolaydir ve 6nceden bir aginalik gerektirmeksizin iyi yapilandirilmistir;
bunlarin hepsi basit bir dil mantigin1 takip ederler ve sonug¢ olarak bu tezin teklif

edilmesi i¢in ideal olduklari ortaya ¢ikar (Schauer, 1991).
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Is stratejisi ve stratejik karar alma agisindan uzmanlik ve egitim eksikligi, ¢ogu
durumda 6nemli stratejik degisiklikler, dayanaklar ve ¢ogu zaman basarisizliklarla
sonuglanir. Strateji olusturmanin 6ziiniin ilk girisimsel is modeli ile baglantili oldugu
tartisilabilir ve bu sonuca varilabilir (Osterwalder et al., 2009). Birgok girisimci,
gelistirdikleri seyin piyasanin istedigi sey olmadigini anladiklart noktaya kadar
sadece Urlin gelistirme Tlzerine odaklanirlar. Alexander Osterwalder tarafindan
gelistirilen Kanvas Is Modeli (2009), onun bir 6nceki Is Modeli Ontolojisi
calismasma dayanir. Kanvas Is Modeli (Osterwalder et al., 2009), baslangic ve
mevcut sirketlerin bir i modeli gelistirmelerine yardim eden stratejik ve girisimsel
bir aragtir. Bu, bir¢cok girisimcilik kursunda ve ayrica resmi egitim kurslarinda
benimsenen ve sunulan popiiler ve giiglii bir aragtir. Orijinal kanvasin bir pargasi
olarak deger teklif kanvasi, kullanicilarin ve baslangiclarin kendi triinlerini ve
hizmetlerini, miisterilerine teklif ettikleri deger {izerine dayanarak daha iyi bir sekilde
tasarlamalarina yardim eder (Osterwalder et al., 2015). Islerin ve girisimcilerin kendi
karar alma dogrulugu ve degerlendirmelerini gelistirmelerine yardim edecek sekilde
uygulanan karar teorilerinden elde edilen diger araclar da mevcuttur. Stratejik karar
alma acisindan AHP (Analitik Hiyerarsi Siireci) ve stratejik karar almayi

biitlinlestiren ¢alismalar mevcuttur.

Kurala dayali karar alma veya bulanik mantikla karar alma “Yaratici sorunlari
¢ozmede kullanilan, kullanicidan tedarik edilen bir dil kurallar1 setidir; bulanik
mantikla (FL), 6zellikle de bulanik miidahale sistemi (FIS) ile daha 1yi ele alinir. Bir
FIS, birgok “EGER ISE” kosul kuralini igerir” (Malinin, 2014, pp.458). Kurala
dayali karar alma, 6zellikle imkan degerlendirme agisindan girisimcilik literatiirtinde
yerini bulmus gdziikmektedir. Imkan degerlendirme siirecinin kurala dayali bir siireg
oldugunu gosteren birgok arastirma mevcuttur. Andrew C. Corbett ve Jerome A.
Katz (2012), kitaplarinda bu gibi kurala dayali bir siirecin mevcut olduguna dair

kanit sunan bir ¢alismalar ve isler koleksiyonu gostermektedirler.

Karar destek sistemleri, yonetim alaninda goreceli olarak yeni kavramlardir ve
bilgisayarlarin ve bilgi sistemlerinin kapsamli girisi ve kullanimi sonrasinda ilgi alani
olmaya baslamistir. Peter G.W. Keen (1987), 70’lerde karar destek sistemlerinin yeni

araclar oldugunu ve karar alimini giiclendirme konusunda radikal bir kavram
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oldugunu; ne var ki 80’lerde ana akimin bir parcasi haline geldigini sOylemistir
(Keen 1987).

Bu tez, Kanvas Is Modeline dayali olarak kendi is modelleri hakkinda stratejik
kararlar alirken bilgiye dayali Tiirk girisimcilerin karsilastiklart zorluklart ve
tehditleri aciklamay1 amaclayan, agiklayici bir arastirmadir. Bu arastirma, zorluklari
ana ilgi alan1 olarak ele almakta ve sonrasinda, toplanan bilgi ve dngoriileri, kurala
dayal1 olan ve ayrica Kanvas Is Modeli ile biitiinlesmis olan bir karar destek sistemi
olusturmak i¢in doniistliriir. Tezin ilk yaris1 temel olarak, Tiirk girisimcilerin
karsilastiklar1 sorunlarin incelenmesi ve kesfedilmesine odaklanirken ikinci yarisi,
bir karar destek sistemi olarak teklif edilen bir ¢6ziim olusturmak i¢in agiklamalar
kullanir. Bu arastirma, girisimcilerin karsilastigi zorluklar1 ve tehditleri incelerken,
ozellikle is modeli ile ilgili olarak stratejik karar almadaki sorunlarin gercekligini
derinlemesine bulmak i¢in hem nicel hem de nitel arastirma yontemlerini kullanir.
Burada gériisiilen sirketlerin ¢cogu ileri Teknoloji iiriinleri gelistirdigi ve Savunma
sanayisi ile birlikte calistigi i¢cin, bu sirketlerin bilgilerinin ve isimlerinin gizli
tutuldugu ve her bir sirkete, goriismede yer alan temsilci personeli araciligiyla farazi

bir isim verildigi goz onlinde bulundurulmalidir.

Bu arastirma icin ornek alma, bu tezin yazar1 ve danismanlarinin uzmanligina
dayanan yargilayict o6rnek almadir. Dolayisiyla, beklendigi iizere, oOzellikle
Teknokent varligi sebebiyle Ankara’nin Tiirkiye i¢in 6nemli bir girisim merkezi
olmasi1 nedeniyle, buradan yani Ankara’dan 3 farkli Teknoparktan, diger bir deyisle
Bilkent, ODTU ve Hacettepe Teknoparklarindan 12 sirket segmek oldukca temsili
olacaktir. Miilakatlar i¢in sorularin tasarlanmasi sirasinda, yari yapili, acik uglu
sorular koymaya karar verilmigken ayni zamanda miimkiin oldugunca kisinin
ongoriilerini ve bilgilerini almak da hedeflenir. Miilakat sorularinin tasarlanmasi,
kisinin sirket, riinleri ve hizmetleri hakkinda genel bilgisi ile baslayacak ve
sonrasinda kisinin ig, kendi isletme modeli ve planini planlama siireci hakkinda daha

ayrintili sorulara yonlendirilecegi seklide olusturulur.

Metodoloji boliimiinde tartisildigi iizere arastirma, tematik analize sahip nitel ve
nicel arastirma yaklasiminin bir birlesimini kullanir. Konular1 kodlama ve olusturma

islerinden sonuglanan igerik analizi aslinda olusumlari ele alan nicel bir yaklasimdir;
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ancak, daha sonra aciklanacag lizere, en ¢ok ele alinan ve literatiirden 6nemli bir
sorunu ele alan konu, nitel yaklasim ile daha ayrintili sekilde analiz edilmektedir. Bu
konularin ve bulgularin ayrintilarini olusturmadan 6nce, bazi diger 6nemli konular da
onceden tartisilmalidir. Bu tezin konusunda belirtildigi iizere ve bu arastirmanin ilk
boliimiinde bahsedildigi iizere, arastirma sorusu “Kanvas Is Modeline dayal1 olarak is
modellerini uygularken bilgiye dayali Tiirk girisimcileri tarafindan karsilasilan
sorunlar ve zorluklar nelerdir?” seklinde c¢evrilebilirken bu arastirma sorusunun
sonuglari, kesfedilen zorluklara dayali girisimcilere yardim eden bir karar destek
sistemi teklifine yol acabilir. Miilakatlarin ilk incelenmesi, miilakata alinan 12
kisinin hepsi tarafindan karsilagilan ve paylasilan sorunlarla ilgili 6nemli modellerin
oldugunu gostermistir. Sorularin tasarlanmasi, yazarin daha derin 6ngoriilere sahip
olmasina izin vermistir; bu durum, bu zorluklarin yer aldig1 kategorileri ve sebepleri
gostermektedir. Eksenel kodlama, yazarin kategoriler ve ana konulara ulasan alt
konular olusturmasina izin vermistir, bu da BMC alanlarini birbirinden ayirmaya
yardimc1 olmustur. Konular arasinda ¢oklu ara baglantilar bulunmustur ve bunlar
yazarin, bilgiye dayali Tiirk girisimcilerin biiylik oranda stratejik karar alma
becerilerinden ve saglam bir i modeli formiile etme becerilerinden yoksun
olduklarimi kesfetmesini saglamistir. Bu sekilde daha derin analizlerden sonra hangi
ana sorunlarin en cok ele alinmasi gerektigi ve bu zorluklarin arkasinda hangi
sebeplerin oldugu kesfedilmistir. Ayrica, is modellerini olusturmanin kaynaklarin
mevcudiyeti ile desteklenecek diisiince ve egitim altyapis1 gerektirmesi sebebiyle,
konularin ara baglantilarinin, girisimcilik siirecinde dogal olduklar1 da ortaya
cikmustir. Is modeli, kendi dogasi i¢inde, bircok faktdriin ayn1 anda var olmasinin bir
tirtinii oldugu i¢in is modeli konseptini soyutlamak ne miimkiindiir ne de mantiklidir.
Bilgiye dayali Tiirk girisimciler acik¢a, kendi girisimlerini kapsayan tiim resmin is
kismina odaklanmak ve bunu planlamak yerine iiriin veya hizmet gelistirmesi {izerine
daha fazla ¢aba gosterirler. Bu, miilakatlarda 47 kez gozlemlenen iirlin odag ile ilgili
alt konularin olusturulmasinda gdzlemlenebilir. “Miikemmel” iriiniin gelistirilmesi
tizerindeki odak, girisimcilerin piyasa gereksinimlerinin izini kaybetmelerine yol
acar. Girisimciler {irtine ve {iriin 6zelliklerine o kadar ¢ok odaklanirlar ki neredeyse
irlinlin degerini ve hizmet sunacaklar1 miisterileri unuturlar (Osterwalder et al.,

2009). Deger olusumu ve deger olusturma konusu toplami, konulardaki tiim diger
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olusumlardan daha yiiksektir ve iiriin piyasasi uyum sorununun ag¢ik oldugunun bir

kanitidir.

Deger Onerisi, girisimciler i¢in birgok zorluk olusturan bir alt konu ve kavramdir.
Kanvas is planiin hangi kisminin zorlayici oldugu soruldugunda ve gercek hayatin
giinliik islem zorluklar1 soruldugunda, kisilerden ¢ogu aynm1 anlama gelen yanitlar
alindig1 goriilmiistiir. Deger alt konusu, goriismelerde en ¢ok ortaya ¢ikan konudur
(61 kez) ve biiylik bir degerlendirme ve analiz ihtiyacini gosterir. Deger ve tanimi,
birgok kisinin BMC’yi baslattig1 yerdir ve {iriiniin veya hizmetin varsayimlarinin ve
taniminin alakasiz veya uygun goriiliip goriilmedigi yerdir; sonrasinda tiim ig modeli
uyumu ve iirlin piyasast uyumu sorgulanir. Deger sunumu ve degerin bir alt konusu
olarak miisteri boliimlendirmesi ve boliimleri tiriin piyasasi uyumunda 6nemli bir rol
oynar. Eger deger dogru tanimlanirsa ancak yanlis bir miisteri kitlesi hedef alinirsa
bu dogrudan iirlin piyasa uyumu basarisizligi ile sonug¢lanir ve is modelleri formiile
edilmesinde ve bunlarin uygulanmasinda énemli derecede ciddi zorluklara yol acar.
Miisteri iligkileri ve kanallari, deger onerisini miisteri boliimlerine baglayan ve {iriin
piyasa uyumunu saglayan kavramlardir (Osterwalder 2009 & 2015). Bu iki kavram
Kanvas Is Modelinde ayrilmistir; ancak ayni boliim altinda incelenmelerini
gerektiren sebepler mevcuttur. Temel olarak bunun iki sebebi vardir; biri analiz ile
ilgili iken digeri, bir sonraki boliimde teklif edilecek olan karar destek sisteminin
yapist ile ilgilidir. Ikinci sebep olarak, liitfen bir sonraki boliimde yer alan miisteri
iliskisi ve kanal DSS kismina bakiniz. Yine de, analiz s6z konusu olunca bu bdliim

altinda tartisilmalidir.

Uriin piyasa uyumu sorunu, girisimsel/yonetimsel egitim eksikligi, cok fazla iiriin
odagi, deneyim eksikligi ve son olarak deger ile miisteri boliimleri arasindaki yanlis
eslestirme dahil olmak iizere bir¢ok faktoriin bir sonucu olarak ele alinmistir. Bu
temel olarak, 6zellikle deger kavraminin, miisteri iligkilerinin, boliimlendirmenin ve
kanallarin yanlis anlagilmasiyla sonuglanir ve burada, bu kavramlar ayn1 zamanda,
girisimcilerin iistesinden gelmesi gerektigi en zorlu konulardir. Bu kavramlarin
yanlis anlasilmasi ve ardindan, {iriin ve gelistirme sonuglarina ¢ok fazla odak,
temelde is modeli uyumsuzluguna yol agacak olan iiriin piyasa uyumu sorununu

olusturan yanlis is modeli formiilasyonudur (Osterwalder et al., 2015). Agik¢a, bu
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gibi bir sorunu ele almak igin, kisinin girisimcilere Kanvas Is Modelinin dogru
tarafinda her bir adimda ve maddede rehberlik ederek onlarin kendi is modellerini
daha iyi bir sekilde olusturmalarinda yardim etmesi gerekir. Uriin piyasa uyum
sorunu, basit ancak yapili ve kapsamli bir karar destek sistemi teklif ederek
¢oziilebilir (Keen 1987). Bu karar destek sisteminin, girisimcilerin ¢ok fazla okuma
veya bilgi edinme isleri ile asir1 yiikklememesi gerekir; bunun yerine, kullanici dostu
olmali ve sadece gerekli oldugunda 6nemli tanimlara deginmelidir. Daha Once
tartisildigr lizere Kanvas Is Modelinin dogru tarafi, degerin miisterilere sunulmasi ve
degerin kendisi, en zorlayict kisim gibi goziikmektedir; boylece bir karar destek
sisteminde tiim kavramlarin yer almasi durumunda problemin minimum seviyeye
indirgenmesi gerekir; ancak girisimcilerin varsayimlar1 ve topladiklar: bilgiler yeterli
degilse bir karar destek sistemi, tam ¢6ziimii garanti edemeyebilir. Bu kavramlar
birbiriyle baglantili ancak Kanvas Is Modelinde ayr1 oldugu igin yazar, {iriin piyasa
uyumu konusu ile ilgili olarak her bir madde i¢in ayr1 karar destek sistemleri
olusturmaya karar vermistir. Tabii ki, miisteri iligkilerinin ve kanallarinin, deger
Onerisi ve boliimlendirmesinin ayr1 sistemler oldugu ayni destek sistemine kondugu
ancak bolimlendirme ve deger Onerisi niteliginin birbiriyle yakinen iligkili olmasi
sebebiyle kullanicinin  birbirinden referans almasi gerektigi g6z Oniinde

bulundurulmalidir.

Analizi, bu tezin sonuglar1 ve tekliflerini sonuglandirma 1s18inda, bu tezin literatiire
iki 6nemli katkis1 oldugu &ne siiriilebilir. Tlk olarak ve bu tezin ilk béliimii ile ilgili
olarak arastirma, Kanvas Is Modeline dayali olarak kendi girisim is modellerini
formiile ederken bilgiye dayali Tiirk girisimcileri tarafindan karsilagilan O6nemli
zorluklar1 ve tehditleri incelemis ve arastirmigtir. Bilgiye dayali girisimciler bir yana,
13 modellerini olustururken Tiirk girisimciler tarafindan karsilagilan zorluklari
kesfetmeyi goz Oniine alan higbir ¢alisma simdiye kadar yapilmamustir. Bu tezin
ikinci ana katkisi, yukarida aciklandig iizere, 6zellikle iiriin piyasa uyumu sorunu ile
yiizlesen, bilgiye dayali Tiirk girisimcileri i¢in tasarlanmis olan, teklif edilen kurala
dayali karar destek sistemidir. Daha once ne lilke i¢inde ne de diinya ¢apinda bu gibi

bir ¢calisma girisiminde bulunulmamastir.
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Bu katkilara ek olarak, bu tezin ana konusu c¢evresinde birgok tartisma
olusturulabilir. lk olarak, teklif edilen karar destek sistemlerinin burada ozellikle
bilgiye dayali Tiirk girisimcilerini desteklemek {izere tasarlandigi hatirlatilabilir.
Diger bilgiye dayali girisimciler bunu farkli iilkelerden kullanabilirler ¢iinkii bu,
genel perspektiften bakildiginda girisimciler i¢in tasarlanmis bir sistemdir ancak,
yine de sistemin fiili olarak calistifin1 gosteren deneysel kanita ihtiyact vardir.
Biiylik kurumlarin, iyi tanimlanmis saglam isletmeler ve islemler i¢in uzman
sistemleri ve karar destek sistemleri vardir. Diger taraftan bu sistem, stratejik bir
karar alma arac1 olan Kanvas Is Modeli iizerine kurulmustur. Diger bir tartisma, daha
once belirtilen bir noktadir ve tezdeki teklif edilen karar destek sistemlerinin,
girisimcilerin stratejik karar alma problemleri i¢in miikemmel ¢oziimler olmadigin
ifade eder. Bu arada hi¢ kimse herhangi bir karar destek sistemi hakkinda benzer bir
iddiada bulunamazken teklif edilenin, is modelleri ile ilgili tim sorunlar
¢ozebilecegini sdylemek oldukga cesur bir ifade olur (Keen 1987). Son tartisma ise,
teklif edilen sistemlerin, sadelige karsi bitiinlik ikilemi ile karsilasmalaridir.
Girigimciler, kendilerine yardim edecek bir kilavuzun basit olmas: gerektigini agikca
belirttiklerinden beri karar destek sistemleri de miimkiin oldugunca fazla ayrinti

kapsayarak, miimkiin oldugunca basit tutulmaya ¢alisilmistir.

Teklif edilen karar destek sistemlerinin sinirlamalari ile ilgili olarak, dncelikle, kanal
ve miisteri iligskileri DSS, iletisim veya promosyon kanallarim1 degil sadece satis
kanallarim1 ele almistir. Bu daha oOnce, sadeligi tutmanin bir sonucu olarak
aciklanmistir ancak yine de bilyiik bir smmirlamadir. Ikinci olarak, teklif edilen
sistemler iyi yapilandirilmistir ancak esnek degildir ve bu da, bilgiye dayali Tiirk
girisimcilerinin  faaliyette bulundugu farkli sektorlerde asir1 genelleme ile
sonuclanabilir. Sadece arastirma sinirlamalar1 gosterilmekte kalmayip ayni1 zamanda
BMC simirlamalar1 da hatirlatilmalidir. Bu tezin literatiir boliimiinde tartisildig: {izere
BMC, rekabeti, farkli soyutlama seviyelerini goz ardi etme ve organizasyon amacini
g0z ard1 etme gibi belirli sinirlamalara sahiptir. Tiim siirlamalarin sonuncusu, teklif
edilen karar destek sistemlerinin uygulanabilirligi ile ilgilidir. Sistemler ilk bakista
karmasik ve kafa karistiricidir; 6yle ki, kullanicilar korkabilir ve siireci baglatmadan

once birakabilirler, bu da BMC’ye geri doniis ile sonuclanir.
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Deger olusturma boliimiine bakilmaksizin, bu tezde belirtilen bulgular, bu ¢alismada
belirlenen zorluklarin istatistiki agidan onemli boyutta olup olmadigini test etmek
icin, Tiirkiye ¢apinda genis ¢apli bir temsili 6rnek i¢inde deneysel olarak test
edilebilir. Bu gibi bir arastirma, sonuglarin istatistiki a¢idan 6nemli boyutlarda
olmasi durumunda, teklif edilen karar destek sistemlerin de performans ve
kullanilabilirlik agisindan deneysel olarak test edilmeleri i¢in yeni bir adim olusturur.
Daha fazla arastirma i¢in baska bir potansiyel alan, burada teklif edilen modelin, bir
bulanik mantiga dayali bilgisayara entegre karar destek sistemi olarak benimsenmesi
olabilir. Bu arastirmanin yazilimi, girisimcilerin burada olusturulan modeli daha hizli
ve iyi sekilde kullanmalarina yardim edebilir. Ayrica, bu arastirma girisimcilerin
ihtiyaglarim1 ve taleplerini daha ayrintili sekilde arastirarak daha c¢ok girdi
saglayabilir. Ancak bu, arastirmanin Tirk girisimcilerin ihtiyaclarini tamamen
kapsayacak bagka bir veri toplamasi yapma arastirmasi gerektirecektir. Bu arastirma
aynt zamanda, diger girisimcilerin deneyimlerinden dogrudan durum Ornekleri
icerebilir ve tiim bunlari, daha spesifik bilgi saglamak ve daha fazla esneklik

saglamak i¢in genis bir veri tabani igine toplayabilir.
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APPENDIX B: TEZ FOTOKOPISIi iZiN FORMU

ENSTIiTU

Fen Bilimleri Enstitiisti

Sosyal Bilimler Enstitiisii v

Uygulamal1 Matematik Enstitiisii I:I

Enformatik Enstitiisi

Deniz Bilimleri Enstitiisi

YAZARIN

Soyadi : NABAVI
Adi1 : Seyed Hesamoddin
Boliimii : Isletme

TEZIN ADI: “EMPOWERING KNOWLEDGE DRIVEN TURKISH START-UPS:
A PRACTICAL RULE-BASED DECISION SUPPORT SYSTEM INTEGRATED
WITH BUSINESS MODEL CANVAS”

TEZIN TURU : Yiiksek Lisans v Doktora

Tezimin tamamindan kaynak gosterilmek sartiyla fotokopi alinabilir.

Tezimin i¢indekiler sayfasi, 6zet, indeks sayfalarindan ve/veya bir
boliimiinden kaynak gosterilmek sartiyla fotokopi aliabilir.

Tezimden bir bir (1) yil siireyle fotokopi alinamaz. v

TEZIN KUTUPHANEYE TESLiM TARIHI:
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