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Abstract

In the recent years, social enterprises (SEs) have become center of attention both for researchers and
practitioners around the globe. Social enterprises primarily work for creating social value in order to
benefit the society while being self-sustainable .However these social enterprises face severe and unique
resources challenges as compared to their commercial counterparts, as they serve disadvantaged and
underserved communities who cannot afford to pay as much for their products and services as the
customers of large business/commercial ventures can pay. This resource scarcity becomes further
aggravated when these social enterprises operate in developing economies like Pakistan, having complex
and unique sociocultural and economic dynamics. Thus owing to the unique organizational characteristics
of the social enterprises and their operating conditions , present study aims to develop a more
comprehensive and detailed account of challenges associated with the mobilization of different resources
needed by these social enterprises .The study is empirically grounded in healthcare sector of Pakistan.
Taking influence from interpretivism as underlying research paradigm, case study strategy has been used.
Five different small, early stage self-sustainable health care social enterprises working in different parts of
Pakistan have been selected using a multiple holistic case study design. The present study holds novelty by
extending the existing repertoire of resource challenges of social enterprises to technological, regulatory
and reputational resources not much addressed in social enterprise literature in addition to challenges
associated with financial and human resources.

Keywords: Social Enterprises, Resources, Challenges, Healthcare.

Introduction

From years commercial ventures have been the focus of attention solely aiming at achieving economic
gains and commercial value. However this mere focus on commercial gains has given way to the
emergence of new ventures with the wider motivations of both economic and social gains, called as social
enterprises (SEs) (Costanzo, Vurro, Foster, Servato, & Perrini , 2014; Davis & Chambers, 2018;
Tykkyldinen, & Ritala, 2021). Social enterprises are defined as hybrid organizations focusing on addressing
social, environmental and community concerns with dual mission base (European Commission, 2017). The
broad range of different avenues where social enterprises are capitalizing to achieve their dual mission
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includes health, education, environmentalism, community services etc. by socially and economically
integrating the disenfranchised ,excluded and low income communities resulting in promotion of inclusive
growth both at micro and macro level (Defourny & Nyssens, 2008; Santos, Pache, & Birkholz, 2015). Their
core competency lies in their uniqueness of pursuing double bottom line i.e. applying business solutions to
social problems reducing reliance on aid and foreign funding (Ballesteros & Llanto, 2017).

Although the concept of social enterprises is relatively nascent, it is now more than ever deemed very
relevant to overall welfare of the society leading to the even and equal distribution of opportunities for all
the segments of the society in terms of access to resources, facilities and regulatory bodies (Abdu ,Buba, &
Alhassan , 2018 ; Dinda, 2014).Though the primary objective of the social enterprises i.e. addressing social
issues through profitable ventures is the same in both developed and developing economies however their
role differs significantly across the two. In case of developed markets social enterprises might aim to
achieve their objective by filling institutional voids for certain special groups in the society at large whereas
in developing/emerging markets such voids are much greater and widespread (Agarwal, Chakrabarti, Brem,
& Bocken, 2018).As public sector and government bodies in developing markets are facing increased
demand and lack of infrastructure and resources (Tracey & Stott, 2017; Ziegler, 2017), many researchers
have emphasized the role of social enterprises to use their innovative low cost ideas that could help in
reducing poverty and improving quality of life in resource constrained markets (Prahalad, 2009; Hammond,
Kramer, Katz, Tran, & Walker, 2007).

In order to be sustainable social enterprises need physical, human, financial and other resources just as
commercial enterprises need all these resources for their existence and survival (Meyskens, Robb—Post,
Stamp, Carsrud, & Reynolds, 2010). Austin, Stevenson, & Wei-Skillern (2006) contend that although many
similarities exist between the human and financial resource needs of commercial and social enterprises,
differences lie in issues related to the availability and mobilization of these resources. The simultaneous
pursuit of both economic and social mission makes it more difficult for these social enterprises to acquire
the resources as compared to their traditional counterparts (Battilana & Lee, 2014; Davies & Doherty,
2019; Lashitew, Bals & Tulder, 2020).The scarcity of resources is further aggravated when these social
enterprises step into developing countries (Doherty , Haugh, & Lyon , 2014; Manning & Bejarano, 2017;
Janssen, Fayolle, & Wauilaume, 2018) like Pakistan with huge burden of social issues and marked by
extreme poverty, lack of infrastructure and weak political and regulatory system which makes it difficult
for them to achieve sustainability in their operations.

Recently there has been an increase of interest by researchers in resources needed and challenges
associated with their mobilization by social enterprises owing to the fact that they usually operate under
condition of resource scarcity as their mission is to serve the underprivileged people therefore they are
inherently located in markets where there is scarcity of needed resources. However majority of the studies
highlighting the resource challenges of social enterprises such as Austin et al.(2006); Battilana et al.(2012);
Besharov and Smith (2014); Doherty et al.(2014); Gras and Lumpkin (2012); Sunley and Pinch (2012);
Tate and Bals (2018); Urbano, Ferri, Alvarez, and Noguera, (2017) etc., have focused on challenges
associated with respect to financial and human resources while challenges associated with respect to other
types of resources such as physical, informational and technological resources have been largely ignored,
therefore there is a need to expand the repertoire of resources the researchers have studied so far in order to
have a more comprehensive view of resource challenges faced by social enterprises as suggested by
Rawhouser ,Villanueva and Newbert ( 2017) . Moreover, there is also dearth of research in the area of
social entrepreneurship and resource environment in developing countries’ context as most of the studies
are concentrated on developed countries (Ciambotti & Pedrini ,2019; Gupta, Chauhan, Paul, & Jaiswal,
2020; Hota, Mitra & Qureshi, 2019). Also few studies that focused on less developed markets and/or
developing economies are mostly concentrated on African countries and on India and Bangladesh among
South Asian countries, with hardly any study focusing on resource challenges and resource mobilization by
social enterprises operating in Pakistan (Igbal, Kousar, & Ul Hameed,2018; Sengupta & Sahay, 2017).
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Therefore considering the dearth of studies on challenges faced by the social enterprises (Qamar, Ansari,
Tanveer, & Qamar, 2020) and the need to expand the menu of resources and resource challenges studied so
far (Rawhouser et al.,2017) as well as realizing the huge difference in contextual settings of developed and
developing countries (Bruton, Ketchen, & Ireland, 2013; Gupta et al., 2020) the main research question
addressed by the present study is what are the resource challenges faced by the social enterprises working
in Pakistan?. The present study thus aims to develop a more comprehensive and detailed account of
resource challenges of social enterprises working in a developing country like Pakistan associated with its
underdeveloped institutional frameworks and socio cultural differences.

Literature Review

The decentralized progression of social edifice led to the emergence of the term “social enterprise”
(Dionisio, 2019). These “social enterprises” with the commitment for addressing various social issues has
gained increased attention and captured the attraction of many policy makers, entrepreneurs, practitioners
and scholars around the globe (Wilson & Post , 2013).Initial studies and research on social enterprises was
mostly dominated by the efforts to explain their emergence and defining their unique and distinctive
characteristics (Chell, 2007), which were further succeeded by the studies focusing more on performance
and management of social enterprises. Most of the early work on social enterprises was theoretical
(Sepulveda, Syrett, & Calvo,2013).However recent studies have proposed new theories to explain the
emergence of social enterprises, their management and conflicting institutional logics (Pache & Santos,
2012; Tracey, Phillips, & Jarvis, 2011; Zhao & Lounsbury, 2016).

Literature review showed that social enterprises are the major example of hybrid organizations (Pache &
Santos, 2012; Tykkylainen, & Ritala, 2021). As these organizations have both charity and business at their
core (Battilana & Lee, 2014), therefore they are defined as hybrid organizations focusing on addressing
social, environmental and community concerns with dual mission base (Battilana, Besharov, & Mitzinneck,
2017; Borzaga, Franchini, & Galera, 2016).As social enterprises pursue dual bottom line of both social and
economic gain (Tykkyléinen, & Ritala, 2021) they do not fit well into any of the traditional categories and
are blurring the boundaries between public, private and non-profits and resultantly face conflicting
institutional logics (Calvo & Morales,2016;Pache & Santos, 2012). Billis (2010) gave templates for
categorization of public, private and non-profits. Private organizations are those that are guided by market
forces and strives to maximize their return, they are owned by shareholders and generate their income
through sale of goods and fee for their services. On the other hand, public sector enterprises work on the
principles of collective choice and public benefit, they are owned by the government and the citizens of the
country and are primarily resourced by means of taxation. However as far as non- profits are concerned,
they basically work for environmental or social purposes and are owned by individuals and members.
They are staffed and led by a combination of both volunteers and employees while generate funds through
donation, charities and membership fees. They are legally not allowed to distribute any of their residual
earnings to those having any kind of managerial or ownership stake (Hansmann, 1980).

Organizations that are not associated with any of these ideal characteristics are termed as hybrids (Doherty,
Haugh, & Lyon, 2014). Therefore, social enterprises are considered to be ideal type of hybrid organizations
as they encompass properties of private, public and nonprofit sectors by pursuing social goals while
being economically viable and self-sustainable (Billis, 2010; Defourny & Nyssens, 2006; Dohetry et
al.,2014; Wallace ,1999). Social enterprises may depend on a combination of earned income i.e. from their
commercial activities and unearned income i.e. charities, grants and donations or entirely on their
commercial revenue /trading income for their sustainability and meeting their social mission (Dohetry et
al., 2014).

It is evident from the literature reviewed so far that owing to the importance of social enterprises in
addressing the unmet needs of society and serving the marginalized underserved communities, social
enterprises are receiving increased attention from researchers and academicians (Lashitew, Bals, & Van
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Tulder, 2020; Mair & Marti, 2006). Several unique features of social enterprises have been the center of
attention for many researchers such as their hybrid business models (Alberti & Varon Garrido , 2017;
Davies & Doherty, 2019; Park, 2019; Santos, Pache, & Birkholz, 2015; Yunus , Moingeon , & Lehmann-
Ortega, 2010), their specific processes of legitimization and the possible mission drift that these social
enterprises may face (Bastida & Mas-Machuca, 2019; Battilana & Dorado, 2010; Battilana & Lee, 2014;
Cornforth, 2014; Kwong, Tasavori, & Wun-mei Cheung, 2017; Mersland, Nyarko, & Szafarz, 2019;Ramus
& Vaccaro, 2017). However literature review shows that recently there has been an increase of interest in
research on resource challenges and resource mobilization strategies of social enterprises (Ciambotti &
Pedrini, 2019) as mobilizing the resources creatively has always been an integral part of the
entrepreneurship process (Langevang & Namatovu, 2019).

Review of extant literature shows that there is a lack of agreement among scholars about what resources
actually are; different scholars have offered different definitions of resources such as Barney (2001)
described resources in terms of tangible and intangible assets that an organization uses for implementing its
plans and strategies. Similarly Teece, Pisano and Shuen (1997) defined resources as firm specific assets
which are difficult to imitate such as trade secrets, professional experiences etc. ,while Wernerfelt (1984)
regarded resource as anything that can be thought of and serve as a strength or weakness of an organization.
Dollinger (1995) however gave a more general definition of resources considering them as anything or any
quality that could be of use for an organization. Thus to have a more holistic approach the present study
builds upon Dollinger’s definition of resources encompassing different types of tangible and intangible
assets, processes, information, knowledge, relationships between the organization and its environment etc.
as resources that could be of value and helpful for social enterprises to create an impact.

Resources serve as the lifeblood , owing to their crucial role in the development and sustainability of an
organization (Penrose, 1959; Villanueva,Van de Ven, & Sapienza,2012).Though majority of entrepreneurs
face scarcity of resources (Baker & Nelson, 2005), however this problem is even more severe for social
entrepreneurs and their ventures as they are inherently located in such markets that are marked by extreme
poverty and resource constraints (Desa & Basu, 2013; Di Domenico, Haugh, & Tracy,2010; Janssen,
Fayolle & Wuilaume,2018). Meyskens, Robb—Post, Stamp, Carsrud, and Reynolds (2010) explained that
social enterprises need and rely on almost similar set of resources as are needed by other commercial
ventures such as physical resources, human resources, financial resources and others, however their unique
operating conditions and their hybrid nature pose several distinctive challenges in mobilizing theses
resources (Austin et al., 2006; Di Domenico et al., 2010; Janssen et al., 2018; Rawhouser, Villanueva, &
Newbert, 2017).

As already discussed that social enterprises are different from commercial ventures at organizational level
in a number of ways and these are the differences that accounts for increased resource challenges for social
enterprises. Literature shows that many authors have highlighted different challenges that social enterprises
face. There is an array of scholars such as Bastida and Mas-Machuca (2019); Battilana and Lee (2014) ;
Besharov and Smith (2014) ;Cornforth (2014); Ebrahim et al.(2014); Santos (2012) etc. who have
discussed and highlighted numerous challenges associated with hybrid identities of social enterprises such
as possible mission drift that these social enterprises may face (Klein, Schneider , & Spieth , 2021; Ebrahim
et al., 2014; Doherty et al., 2014; Battilana & Lee, 2014) their specific process of legitimization (Battilana
& Dorado, 2010; Jay,2013) and scaling of social impact (Rawhouser, Cummings, & Newbert, 2019 ;
Haski-Leventhal & Mehra, 2016) etc.

It has also been found that literature has highlighted the challenges particularly relevant with the
mobilization of human and financial resources. Literature shows that for social enterprises one of the major
challenges associated with human resource is to find out people with right set of skills that are good enough
to support their dual mission base. Santos (2012) highlighted this challenge and argued that since social
enterprises have to pursue both economic and social objectives simultaneously, they need people having
experience and understanding of both commercial and social sectors. Thus owing to the complex human
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resource needs of social ventures. Zahra , Gedajlovic, Neubaum, and Shulman, (2009) argued that social
enterprises have to strive hard in order to find the people who are not only experts in their respective fields
but must be having strong passion towards the social mission pursued by these social enterprises.

Furthermore Battilana et al. (2015) in their study also highlighted another important issue associated with
the human resource aspect of the social enterprises and that is the lack of competency on their part to
effectively handle a relatively new type of business model i.e. a hybrid one. Therefore it can be argued that
attracting relevant workforce is much more difficult for social enterprises than purely commercial or
philanthropic ventures. Moreover Tracey and Phillips (2007) highlighted another important challenge
associated with work force in social enterprises. Tracy and Philips argued that when social enterprises hire
people with strong passion towards social mission of the venture and mostly with philanthropic
background, it leads to the trouble with employees in recognizing the commercial side of the venture. As
also emphasized by Doherty et al. (2014) that the social aspect of these ventures can serve as a motivation
for potential candidates. Thus it can be argued that social aspect of social enterprises attracts candidates that
have strong passion for social mission of these ventures rather than having focus on the particular expertise
needed to pursue its economic goals which may result in a compromise over financial stability of these
social enterprises.

In the same vein Hynes (2009) also highlighted challenges associated with the compensation and benefits
of the social enterprise work force. Hynes argued that owing to the financial limitations the social
enterprises may not be able to offer competitive packages or salaries at rates prevailing in the market to its
workforce as compared to their commercial counterparts. Hynes argument was further strengthened when
Zahra et al. (2009) pointed to the ethical issues that may arise in social enterprises with respect to the
allocation of resources in social ventures, as offering higher salaries may lead to the less availability of
financial resources to be reinvested for pursuing the social mission of the enterprise. However this problem
can be to some extant mitigated by the social enterprises through capitalizing on their social mission and
using non-financial incentives for motivating the employees as compared to their commercial counterparts
(Austin et al.,2006; Hynes, 2009). Doherty et al. (2014) further strengthened the argument by emphasizing
the role of social component of the social enterprises in mobilizing the efforts and increasing the
satisfaction of employees.

Furthermore Battilana et al. (2012) argued that while hiring employees it is not possible for social
enterprises to focus exclusively on people having combined experience in both commercial and social
sectors, hence posing a challenge for managers of social enterprises to strike a balance in hiring people
from different backgrounds. Mangers can hire the employees with commercial background, which
according to Battilana et al. (2015) may result in an increase in the economic productivity of the enterprise.
Battilana and colleagues further argued that this increase in economic productivity has the positive impact
on the social performance of the enterprise as more funds will be available for investing in the social cause
of the enterprise. However despite of this advantage there is also a downside of this approach i.e. hiring of
people with commercial background may result into the mission drift (Battilana et al., 2012), as employees
with commercial background may ignore the social dimension of the enterprise. On contrary, the social
enterprises can pursue hiring people having background and work experience of social sector, which may
strengthen the social mission of the enterprise but however it fails to realize the importance of economic
stability of their organization (Battilana et al., 2015).

Thus owing to the advantages and disadvantages of both the approaches discussed above many scholars
and researchers have emphasized the need that managers of these social enterprises must strive for a
balance of people from both the commercial and social sector (Liu & Ko, 2012).This approach can help in
bringing a balance of expertise and skills from both sectors but this approach may lead to conflict among
employees working together but from two different backgrounds (Battilana et al., 2012).Owing to the
potential conflict among the employees from two different backgrounds , Besharov and Smith (2014)
argued that candidates without having any prior experience in either of the two sectors can easily adapt to
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the dual mission base of these social enterprises. However this approach can negatively influence the early
growth of the enterprise (Battilana et al., 2012).In short, hiring the right combination of workforce with an
understanding of both economic and social dimension of the social enterprises and cost benefit analysis of
maintaining and compensating this workforce is one of the major challenge associated with human resource
mobilization of social enterprises.

Another dominant theme in the literature regarding the resource challenges of social enterprises is
associated with financial resources. It has been observed that among many other challenges social
enterprises also face challenges particularly associated with the mobilization of financial resources (Urbano
et al. 2017). Sunley and Pinch (2012) argued that there is a strong sense of feeling among social enterprises
that the potential venture capitalists actually underestimate their social mission and long term financial
performance. Sunley and Pinch also highlighted the “cultural aversion” among the social enterprises
towards loans.

It has been found that social enterprises can serve as a less attractive avenue for the investors because of
committing lower rates of return than their commercial counterparts (Lumpkin, Moss, Gras, Kato, &
Amezcua, 2013).Therefore it usually becomes difficult for the social ventures to secure finances by
availing loans from banks or through venture capitalists ( Lumpkin et al., 2013).Even though these social
enterprises seeks to be for- profit ventures, their potential to make significant investments for their social
cause hinders their ability to offer higher rates of return to the venture capitalists .Furthermore the
simultaneous pursuit of dual mission by these social enterprises makes their categorization difficult which
creates confusion on part of the financial investors (Doherty et al., 2014; Minkoff , 2002).Doherty and his
colleagues argued that this can result in the loss of legitimacy by these social enterprises which further
hinders their access to financial resources. In the same vein Hynes (2009) further argued that the
unguantifiable and intangible nature of the social value created by the social enterprises further hinders
their ability to mobilize financial resources from commercial investors. Consequently social enterprises
have to rely on a mix of different sources of finance. These may include earned income in form of revenues
as well as unearned income such as grants and donations (Lumpkin et al., 2013).

However, in order to be financially stable and sustain their operations social enterprises must strike a
balance between these alternative sources of funding as grants and donations are particularly vulnerable
sources in case of economic crises or downturns. Literature have also highlighted the risk of mission drift
when social enterprises continuously face pressure from venture capitalists to increase their revenues and
focus on economic growth of their venture (Bastida & Mas-Machuca, 2019). Haugh (2007) argued that
social enterprises are mostly dependent on non-economic exchanges and try to obtain the needed resources
at lower market rates through volunteers or sponsorship. This emphasizes the importance of relationship
building and network management by the social enterprises to acquire the needed resources that mostly lie
beyond their control (Austin et al., 2006). However despite of all these challenges, social enterprises have
to strive hard and work to meet the widening gap in addressing the social needs of the underserved people
around the globe in a more sustainable manner.

Methods

Taking influence from interpretivism as underlying research paradigm, case study strategy has been used in
the present study. Five different small, early stage self-sustainable social enterprises from health care sector
working in different parts of Pakistan have been selected using a multiple holistic case study design. The
widening gap between public and private sector and the devastating health care conditions of the country
(Islam, 2018;Muzafar, 2020) owing to the scarcity of resources is leading many social entrepreneurs to step
in and combine their entrepreneurial skills and innovative cost effective models to deliver health care
facilities in Pakistan, hence making it one of the most suitable sector to study social enterprises and their
resource challenges.
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In the present study, as there is no logical sub unit and only single unit of analysis has been taken in each
case, that is, the five health care social enterprises that are selected as cases also serves as unit of analysis.
While social enterprises are the unit of analysis, social entrepreneurs (CEOs or Founders) and other key
team members as recommended by the social entrepreneurs (CEOs or Founders) served as the unit of
observation for the present study. An overview of case study strategy, for this study is summarized in
table 1.

Table 1.0verview of Case Study Strategy

Case(s)/Unit Social Enterprises

of Analysis

Unit Social entrepreneurs (CEOs or Founders) and other key team

of Observation members as recommended by the social entrepreneurs (CEOS|
or Founders)

Context Health care sector of Pakistan.

Case Multiple case study design

Study Design

Initially the social enterprises were contacted through email and analyzed through publically available
information and their online documents. Semi structured interviews were used to collect data from each
respondent and the information so obtained was later triangulated by using other secondary sources such as
policy documents, presentations and other publically available information about these social enterprises.
Pseudonyms are used for each social enterprise to maintain the anonymity while each respondent is referred
by using his or her case number. Table 2 summarizes the details of the sample studied.

Table 2. Sample Details

S.NO Social Enterprises (Pseudonyms) Services No of
Interviews
1 Savers Health and social care 05
2 Gardab First aid and mental 04
health advocacy
3 Sigma Eye care 04
4 Vigo Mental health 03
5 Java Diabetes care 03
Data Analysis

A general framework of qualitative data analysis inspired by Miles and Huberman (1994) is being used for
this study consisting of data condensation, data display, verifying and drawing conclusions. As Miles and
Huberman claimed this data analysis approach to be consistent with interpretivist view, therefore this
approach is in line with the underpinning philosophical assumptions of this study. All the interviews were
translated in English and transcribed verbatim (also sometimes referred to as naturalized transcription in the
literature)by the researchers themselves , before subjecting to analysis in order to reduce the possible
researcher’s biases and the limitations of relying merely on interviewer’s memory and intuitions (Azevedo
et al., 2017). Similarly for coding purpose a more integrated approach has been adopted by using more
inductive descriptive and in vivo codes in first cycle of coding letting the researcher to value participant’s
voice and contextual nuances that emerged along the way during data collection. While pattern codes
were used in the second cycle, which together with analytical memos let the development of major
themes from the data and the formation of theoretical constructs and processes (Miles & Huberman, 1994).

ISSN: 2308-7056 Noor, Shah & Kakakhel (2021) 445



www.irbas.academyirmbr.com October 2021
International Review of Basic and Applied Sciences Vol. 9 Issue.4

Findings

The data analysis process resulted in a three-level data structure diagram (figure 1) indicating aggregate
dimension, second-order themes, and first-order concepts. The three levels of the data structure show how
the researchers progressed from the primary data to the abstract theoretical level. The purpose is to
maintain a high level of qualitative rigor (Gioia, Corley, & Hamilton, 2013). First order concepts are based
on respondent-centric terms while second order themes and aggregate dimension is based on researcher-
centric terms/concepts.

First —order concepts Second- order themes Aggregated dimension

Startup and working capital issues
Unable to pay high payrolls Financial and human

Hard to retain employees
Lack of skilled workforce fr— resources
Smart phone availability
and connectivity issues
e  High cost and unavailability
of equipment and —) Technological resources
consumables \

. Absence of any centralized
medical information system in
the country

Resource
Challenges

e Lack of government support and
coordination
o Weakly enforced laws
e Absence of accreditation body for firstaid
courses @m==%  Regulatory resources
o |l formulated policies and regulations
e Absence of clinical governance in
mental health

e Trust deficit
e Lack of consumer awareness -—) Reputational resources
e Misperceptions about the quality of

service

Figure 1: Data structure diagram

Resource Challenges

This aggregate dimension refers to the challenges faced by the health care social enterprises working in a
developing country that is Pakistan due to the scarcity of different types of resources in the country in
general and health care sector in particular. Through with-in and cross-case analysis this study identified
four different types of resource challenges associated with the availability and mobilization of financial and
human resources, technological resources, regulatory resources and reputational resources. In the following
section each of these challenges are discussed using second —order themes and first-order concepts across
all the five cases understudy.

Financial and Human Resources

Financial resources that are crucial not only for starting any venture but also for its survival and sustained
growth , are found to be a major challenge for all the five social enterprises understudy .It included both
financing as well as working capital issues. Getting access to startup capital was a major challenge for
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almost all of the five cases for different reasons like in Case 1 the respondents highlighted that they were
not able to access bank loans because of not having collateral and high interest rates as banks doesn’t have
any special policy for financing social enterprises in the country , moreover they were not even able to
attract venture capitalists as they didn’t have any precedent so it was difficult for them to pitch their
idea to investors , similarly Case 2 was also unable to attract any investor not only because of the afore
mentioned reasons but also because of the local mindset . Even few programs in the country that are
working to support, and finance innovative business ideas were not even willing to finance them because
Case 2 is a non- tech initiative and being non-tech, those programs didn’t regarded Case 2 as an innovative
idea.

“All the time you get to listen about technology startups in Pakistan. But currently there isn’t much
discussion regarding social enterprise startups, so what that means is that you can’t have access to the
funding programs if you are a social enterprise that is not tech enabled or tech focused. Now this is
something that people don 't even register within innovation in Pakistan. So| feel like at a policy level
there is need for more advocacies for these kinds of social enterprises to spring up, there is need of
funding for them ”(Case 2).

Similarly, in Case 4 again local mindset played a major role and made it difficult for them even to attract
venture capitalists because most of the peoplein Pakistan don’t regard mental illness as something worth
working on.

“As you know bank loan was not the right option for me, so | went to VCs [venture capitalists]but
even they stepped back as they don’t think mental illness is something worth working on” (Case 4).

Though Case 3 and 5 didn’t directly highlighted their problems in gaining access to finance, however they
also highlighted that because of non-conducive environment in the country, they didn’t go for traditional
sources of funding like for bank loans etc. Moreover issues associated with working capital like problems
in paying high or handsome salaries to workers and procurement of different equipment and
consumables were also evident in all the cases .In four out of five cases that is in Case 1, 2, 3 and 5 the
inability to pay high payrolls resulted in difficulties in retaining their workforce thus creating a major
human resource challenge as well.

“Well | cannot pay them much, look at the inflation and that is why if they find any opportunity better
than this, they often choose to switch” (Case 3).

While in Case 4 ,the inability to pay a handsome salary made it difficult for them to even attract certified
counselors as there is already shortage of certified counselors in the country and even those who are
available are not willing to work at low salaries. Also another issue associated with working capital is
the inability of social enterprises to go for high quality and technologically advanced equipment and
consumables as it was evident in Case 2,3 and 5.Thus from the analysis of all the five cases understudy it
can be observed that lack of access to financing and working capital is creating problems in effective
service delivery for healthcare social enterprises and also the underlying causes that are creating these
difficulties in getting access to finance are not only due to structural and institutional factors but are also
deep rooted in local mindset.

Moreover, the challenges associated with financing and working capital further results in creating several
human resource issues in the social enterprises like as aforementioned all the five cases were unable to
attract and retain skilled workforce because of the lack of ability to pay them high. Another issue associated
with human resource was difficulty in finding people with right level of motivation who can work under
pressure as was evident in Casel.
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“The biggest challenge is human resource. It becomes difficult to convince people to stay
committed to our innovative model” (Case 1).

Also another issue that was found to be prevalent was lack of skilled workforce like shortage of people who
can work with automated external defibrillators in Case 2, lack of ophthalmologist and optometrists in rural
areas in Case 3 and mental health practitioners and certified counselors in Case 4.

“At the moment, there are small number of people who are working as certified counselors in
Pakistan and taking them on board is not an easy job” (Case 4).

Hence from the analysis of all the cases understudy it can be observed that financial constraints are further
aggravating human resource challenges for these social enterprises by making it difficult for them to attract
and retain skilled workforce at lower payrolls and less incentives.

Technological Resources

In today’s dynamic world technology has special relevance for any organization as it provides means to
increase efficiency and productivity. In context of social enterprises technology holds particular
relevance as it enables them to increase their outreach and contribute positively towards the society.
Moreover the role and importance of technology for healthcare providers is indispensible. However all of
the five social enterprises (understudy) working in health care sector of Pakistan highlighted several
technological barriers such as people residing in rural and far flung areas of the country usually don’t have
smart phones and even if they have, there are issues of internet availability and poor coverage that is
creating problem for the social enterprises to increase their outreach as was evident in Case land 4.

“ ... we have majorly tech requirements like for example, we need good computerized equipment etc.
and to increase our outreach obviously we need high speed internet availability and smart phones
which our rural areas still lack. So, we are fortunate enough to serve the needy in urban and peri
urban areas but still lack access to most of the rural areas of the country” (Case 1).

Similarly in Case 2, 3, and 5 the technological challenges manifested in form of high cost of
technologically advanced equipment and consumables owing to the less technological advancement of the
country such as high cost and rare availability of automated external defibrillators in Case 2, high cost of
eye care equipment and consumables like medicines for Glaucoma patients in Case 3 and inability of taking
benefit from insulin analogs, pen devices, insulin pumps and CGMS (Continuous Glucose Monitoring
System)in Case 5 owing to their high cost that are making lives much more easier and safer for people
around the globe.

“I feel really upset and helpless when | couldn’t get pen insulin for a typel kid or CGMS[continuous
glucose monitoring system] or insulin pump making lives easier for diabetics in other countries while
we can’'t even afford to buy from second hand market” (Case 5).

Moreover there is no centralized medical information system in the country in order to retrieve the medical
history of the patients hence making the evidence based decision making difficult for health care providers
in general and particularly for social enterprises working in rural areas of the country serving the most
underprivileged people as was evident in Case 3.

“Another problem, I usually face, particularly in rural areas is that here patients normally don’t have
or keep their past medical record with them like before coming to us they might have visited two or
three doctors or mostly in our case public hospitals but they have lost their prescriptions or don 't have
their complete record, similarly on state level there is no medical information system to which we can
refer to get back to their previous history” (Case 3).
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The analysis across all five cases under study shows that lower level of technological advancements in the
country manifested in different forms resulted in creating problems for healthcare social enterprises in
terms of increasing outreach and improving their service delivery.

Regulatory Resources

Regulatory resources for any organization refers to the presence of regulatory bodies, documents,
supporting laws and policies and government support relevant to its activities and operations. In addition to
the general challenge owing to the unavailability of any specific legal structure for social enterprises in the
country, there are also many sector specific challenges associated with regulatory resources that were found
to be prevalent across all five cases understudy. Lack of operational support and coordination from
government and health care regulatory authorities is found to be a major barrier for social enterprises
working in health care sector. There exist big mafias that have their own vested interest and does not let
public sector facilities and hospitals to coordinate with social enterprises to ensure effective service
delivery as was evident in Case 1,2 and 3.

“ . cohesion needs to be built between different organizations working for the same mission,
particularly among government and social sector ,they are not working with each other and all of
them are working in isolated vaults”(Case 2).

This lack of coordination among government, regulatory authorities and social enterprises further leads to
additional regulatory challenges like weakly enforced laws and policies such as weak enforcement of Amal
Act and mental health policies are creating problem in effective service delivery for Case 1 and 4
respectively.

“ ... if we look at private sector the major issue we faced is that in private hospitals they usually do
not take accident cases and then the patient has to go to the government hospital although it is that
government particularly in Sindh has passed an act (Amal Umer ) Act, 2019 which requires to provide
medical aid to the injured persons before completion of any medico- legal procedures, still last week
when in Kharachi we took an injured little girl to the only private hospital of the area ,they didn’t
attended her until the police arrived, so you know it’s like that ,it’s not fully enforced even people
in the medical profession don’t know about it ”(Case 1).

Similarly not only many laws and policies are weakly enforced but also ill formulated as evident in Case
2 ,also absence of some specific regulatory bodies is another challenge such as there is no accreditation
body in the country for first aid courses as highlighted in Case 2 and no single body responsible for clinical
governance particularly for mental health practitioners as evident from Case 4, resulting in the absence of
standard operating procedures (SOPs) in the field. Though in Case 5, there is no direct evidence of
regulatory challenges however informants also highlighted lack of government and regulatory bodies’
commitment to the cause that is evident from the insufficiency and ineffectiveness of government run
program ‘Insulin for Life’ relying on low cost and consequently ineffective insulin for poor patients which
in turn further serves to increase burden on Case 5 in terms of ensuring regular supply of effective insulin
to the underprivileged people in the community they are serving in.

Reputational Resources

Reputational resources refer to the organization’s and brand image and reputation in the market. They are
intangible image-based assets (Hall, 1992) and can serve as a source of competitive advantage and product
or service differentiation in the market. However the analysis across all five cases showed that these
social enterprises are struggling with several challenges associated with building reputational resources.
Trust deficit owing to the local mindset and mental deadlocks is one of the major factors found to be
prevalent in the cases (understudy), thus creating a barrier for these social enterprises in building their
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reputation and positive image in the communities where they are working. Such as for Case 1, it was
difficult to win customer’s trust owing to the fact that many people in the country can’t even think of a
mobile application to be a solution for their emergencies and a source of life support services.

“Well you know our people can think of a mobile application to be a source of entertainment or getting
connected to someone but not as a life support solution” (Case 1).

Also there is a mental deadlock in the country, people usually don’t trust social purpose organizations
because they perceive them to be foreign funded agents having some hidden agendas, as was evident in
Case 1 and 3.Also most of the people in the country trust more on faith healers than seeking advice
from health care professionals even if it is free of cost because of assigning different reasons and causes to
their illness. Similarly in Case 2, trust issue manifested somewhat differently. Absence of any accreditation
body in the country for first aid courses made it difficult for them to win corporate client’s trust.

“PMDC [Pakistan Medical and Dental Council] doesn’t provide accreditation to first aid courses, so
when we go to, let’s say a multinational and tell them that we are offering first aid courses, you know
what they ask? . . . they say ok from where you are accredited to then making them understand that
there is no accreditation in Pakistan for first aid is like hell difficuit”(Case 2).

Another factor adding to the challenges associated with reputational resources is the lack of awareness
among the general public about various issues like owing to the low literacy rate and local mindset , people
in general are not aware about the consequences and complications associated with certain diseases like
mental health disorders and diabetes as was found to be evident in Case 4 and 5 respectively.

“Well honestly speaking our people doesn’t even know what depression is, they take it so casually
because they really don’t know where it [depression] could lead them” (Case 4).

Moreover misperceptions about the quality of services and products that these social enterprises are
offering is further adding to their challenges associated with building reputation. There is a dominant
thinking pattern in the country that people usually perceive quality in terms of price so when healthcare
social enterprises provide free or low cost solutions to their healthcare problems people in general usually
doubt their quality as was found to be evident in Case 1 and 3.

“Yet another issue is that those who can afford to pay are often reluctant to visit us as they think we
might not be as good as any other private setup and you yourself must have experienced this thing that
even if you are getting something of quality at low rates from a discount shop you are in doubt till the
very end that whether it will work or not, so this is how it goes on here” (Case 3).

Hence from the analysis across all five cases (understudy), it can be observed that these healthcare social
enterprises are struggling with establishing their market reputation and image due to several factors such as
trust deficit, lack of consumer awareness and misperception about the quality of service stemming mostly
from local culture, mental deadlocks, low literacy rate and less exposure of the people in the country.

Discussion

Resources serve as the lifeblood of any organization owing to their crucial role in the development and
sustainability of any organization (Penrose, 1959; Villanueva, Van de Ven, & Sapienza, 2012). Though
majority of entrepreneurs face scarcity of resources (Baker & Nelson, 2005), however this problem is even
more severe for social entrepreneurs and their ventures as they are inherently located in such markets that
are marked by extreme poverty and resource constraints (Desa & Basu, 2013; Janssen, Fayolle &
Wouilaume,2018).0wing to the crucial role of resources for the survival and growth of social enterprises and
the complexities of their operating environment, the present study by building upon the Dollinger’s ( 1995)
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definition of resources identified several distinctive challenges associated with the mobilization of financial
and human resources, technological, reputational and regulatory resources in the context of health care
sector of Pakistan, a developing country with its unique socio-cultural and economic background , thus
expanding the menu of resources the researchers have studied so far as suggested by Rawhouser et al.
(2017).

From the analysis it is evident that financial and human resources represent a major challenge for the social
enterprises working in health care sector of Pakistan, which is consistent with the work of other scholars
such as Ciambotti and Pedrini (2019) ; Davies, Haugh and Chambers (2019); Doherty et al. (2014); Tate
and Bals (2018). However the nature of these challenges varies across developed and developing world and
even among developing countries. The analysis showed that health care social enterprises faced challenges
associated with respect to both financing and working capital ,such as access to initial financing was
difficult mainly because of structural and institutional issues and lack of public funding and cumbersome
procedures for bank loans requiring collaterals etc. Moreover these issues were also found to be deep
rooted in the local mindset which led these social enterprises to resort to personal sources of financing such
as mobilizing personal and family savings etc., however these findings are inconsistent with respect to
developed countries in the world where access to initial capital has not been an issue because of having a
network of supporting organizations for social enterprises as highlighted by Davies et al.(2019).Similarly as
compared to other developing countries where access to startup capital is further aggravated by lack of
personal and family savings (Akinyemi, Dilyard, Anderson & Schroeder ,2013 ) in addition to structural
and institutional problems ,findings of the present study suggests that in Pakistan social enterprises were
able to mobilize personal savings mainly because all the social enterprises understudy were headed by the
founders who belong to elite class of the country.

Moreover findings of the study also suggests that not having a stable stream of revenue and working capital
issues give rise to several human resources challenges. The analysis showed that a major human resource
challenge is associated with finding the people with right kind of motivation and the retention of workforce
among the health care social enterprises in Pakistan owing to the inability to pay high payrolls which is
consistent with the studies such as Ciambotti and Pedrini (2019); Davies et al. (2019); Doherty et al.
(2014); Tate and Bals (2018) across both developed and developing countries.

The findings of the present study also highlighted less talked about challenges in social enterprise resource
literature associated with technological resources such as lack of smart phone availability and connectivity
issues in far flung areas of the country ,high cost of equipment and consumables and lack of any centralized
medical information system in the country ,owing to the less technological advancement of the country
which is consistent with studies on social enterprises in developing countries like Smith and Darko (2014);
Ciambotti and Pedrini (2019) as compared to the developed countries where technology is enabling social
enterprises to develop more innovate low cost solutions to serve the underprivileged and doesn’t pose a
challenge for them (Davies et al,2019 ; Urbano, Ferri, Alvarez & Noguera, 2017).

Another important category of resources is the reputational resources, that could serve as a source of
competitive advantage but unfortunately not well documented in studies addressing social enterprise
resource constraints such as Doherty et al.(2014); Gras and Lumpkin (2012); Besharov and Smith (2014);
Sunley and Pinch (2012); Urbano et al.( 2017 ) etc. They are intangible image-based assets (Hall,
1992).The findings of the present study shows that health care social enterprises are striving hard to build
reputation among the general public due to lack of customer trust which is consistent with the findings of
Ciambotti and Pedrini (2019) and customer awareness with somewhat different causes that are deeply
rooted in mental deadlocks that exist and misperceptions about the quality and the intentions of the social
purpose organizations working in the country.

There is also a broad array of literature highlighting the challenges associated with legal structure of social
enterprises across both developed and developing countries such as Asif, Asghar, Younis, Mahmood and
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Wang (2018); Cho, Sultana and Kwon (2019);Sengupta and Sahay (2018);Smith and Darko (2014); Tate
and Bals (2018) etc. However the present study unveiled several sector specific challenges associated with
regulatory resources such as the absence of regulatory bodies, documents, supporting laws and policies and
government support etc., which serves as additional barrier for healthcare social enterprises in addition to
lack of a specific legal structure for social enterprises in Pakistan in general.

Conclusion

The present study expanded the repertoire of resource challenges faced by the social enterprises by
identifying several distinctive challenges associated with human and financial resources which are
consistent with the studies across both developing and developed countries with different underlying
reasons, technological resources which are consistent with studies focusing on developing countries owing
to their less technological advancement as compared to the developed world and finally challenges
associated with reputational and regulatory resources which are not well addressed in the literature and are
peculiar to the social enterprises working in health care sector of Pakistan with its unique socio-cultural
dynamics.

The study also has some limitations such as its qualitative nature limits the generalizability of its findings.
Moreover the findings of the study are also limited to health care sector of Pakistan hence calling for more
cross sector studies in future. Finally, the study also sets ground for future researchers to focus more on
comparative studies across both developed and developing countries by highlighting several contextual
nuances that could lead to varying results across the two worlds having different socio-cultural and
economic dynamics.
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