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Study of Impact Sourcing
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This thesis examines the viability of impact somgciin commercial outsourcing
arrangements. Impact sourcing is an outsourcingtipeathat has the potential to create
social value by providing outsourcing jobs to maadised individuals who have limited
opportunities to work. This thesis focuses, inipatar, on exploring management and
impact assessment aspects of impact sourcing &tutimal, organisational, and
individual levels of analysis. In doing so, thediseborrows concepts from management
and development studies, making it a multidiscguynstudy.
The research draws on concepts of competing itistial logics to investigate how the
social and commercial orientation of impact sougaan be managed by outsourcing
organisations. Furthermore, it uses the conceptsatitutional logics and corporate
social strategy to understand how the challengéscal institutional contexts influence
the implementation of impact sourcing and how outtsing organisations could
manage these challenges to ensure that the socthleaonomic value creation
objectives of impact sourcing can remain intacte Thesis also focuses on impact
assessment of impact sourcing to evaluate the |saeihare impact on outsourcing
employees by applying the Capability Approach cphd¢em development studies and
corporate social performance (CSP) concepts fremmthnagement literature.
The research adopts an interpretive single cas#y sl a US-based publicly listed
outsourcing organisation providing healthcare 1@l 8RO services to the US healthcare
industry from its two offshore-outsourcing centrgs Pakistan. The case study
organisation practises impact sourcing throughaires offshore-outsourcing centre in
the small, earthquake affected district of Azad @amand Kashmir, Pakistan. The
findings are reported in three empirical articlése key theoretical contribution of this
research to the study of impact sourcing is thidefBirst, the global outsourcing
organisations practising impact sourcing are compie nature because of various
actors located at different locations having défgrsocial and economic interests. Thus,
the outsourcing organisation needs to adopt a€ctile response strategy’ to satisfy
the competing demands of the social and commeociahtations of impact sourcing.
Second, commercial outsourcing organisations requadditional investment of
resources and culturally sensitive managementipeacto implement impact sourcing
in marginalised communities. These are requireconbt to create social value through
impact sourcing, but also to remain commerciallgblé, as both social and economic
value creation components are interlinked. Thilgg most novel contribution of the
research is to propose a model to assess the irapepact sourcing by incorporating
both organisational and employee perspectives &tuate the social welfare outcomes
for the employees.
This thesis offers significant contributions to tlseudy of institutional logics. It
illustrates that competing logics may not be umifoacross all sub-units of global
organisations; there may be enclaves where diffelegics influence at different
intensities. The thesis identifies that instituaborders in society are intertwined; the
institutional logic derived from an institutionalrder may be influenced by other
institutional orders existing in the society. Tlesearch also contributes to the study of
CSP by focusing on people and society in its ougcamasurement.
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Chapter 1: Introduction

Chapter 1: Introduction

1.10verview of the Chapter
This chapter introduces a research study on imgaatcing presented in this thesis. It
discusses background literature to place the siady wider theoretical context and
identifies the knowledge gaps that are used to ditata the research questions, which
this study attempts to answer.

The chapter is structured as follows. The nexti@egiresents an overview of the thesis
and also provides an explanation of the main casctyat are used throughout this
thesis. A brief review of impact sourcing reseabatkground and how this relates to
the rationale of this research study is discuseeskection 1.3. The subsequent section
identifies knowledge gaps in the impact sourcingrditure and also specifies the
research questions formulated to fill these knogéedaps. The final section explains
the thesis structure, including short summarieshefthree articles that comprise this

alternative-format thesis.

1.20verview of the Thesis

This study aims to investigate the viability of iagb sourcing practice for commercial
outsourcing arrangements. Impact sourcing is anrgnge phenomenon in global
outsourcing industries — in particular, informatitethnology outsourcing (ITO) and
business process outsourcing (BPO) (Burgess €204l5; Sandeep and Ravishankar
2015a). Impact sourcing is claimed to be a ‘win‘watrategy for all outsourcing
stakeholders because of its capability to creatéakand economic value (Accenture
2012; Monitor 2011). It can create social valuecbytributing to the social welfare of
marginalised individuals, who have limited access employment opportunities,
through providing them with digitally enabled outsting work (Carmel et al. 2014).
Moreover, it can create economic value in pardtielthe outsourcing organisation by
utilising the untapped educated human resourceslablea within marginalised
communities (Carmel et al. 2014; Monitor 2011). Témcial and economic value
creation potential of impact sourcing highlights itlual social and commercial

orientation (Sandeep et al. 2013).

Whilst impact sourcing is claimed to be a viabldsourcing business model having
both a social and commercial orientation, thediigre predominately approaches it as a

development practice, focusing on either publideeor donor-supported outsourcing
Pagel6 of 200



Chapter 1: Introduction

practices (Heeks and Arun 2010; Lacity et al. 20dr4ghe impact sourcing practices of
outsourcing organisations established with a sowsielfare mission — either social
enterprises or for-profit social enterprises (Mado Sharanappa 2013). This might be
the reason behind the significantly optimistic rktieire related to the social value
creation potential of impact sourcing (Lacity et2014; Monitor 2011). Further, a few
recent studies have identified the possibility ehdion between the social and
commercial orientation of impact sourcing and aekedged the need for further
research to explore impact sourcing practices fier@int outsourcing business models,
institutional contexts and geographical regionsn(igp and Ravishankar 2015a), as
well as its effect on various outsourcing stakebrddCarmel et al. 2014). Responding
to calls of these researchers, this thesis paatiljulexamines the management and
social impact assessment aspects of impact souicing commercial (for-profit)
outsourcing arrangement by focusing on institutiprmganisational and individual
levels of analysis. The commercial outsourcing ragesments include private sector
outsourcing business models (e.g., private limitad public limited outsourcing
organisations) that implement impact sourcing ast md their corporate social
responsibility (CSR) (Malik et al. 2013b).

This study adopts a multidisciplinary approach,rming concepts from management
and development studies to address the knowledgeigaan impact sourcing literature
that is still in infancy (Carmel et al. 2014; Saedeand Ravishankar 2015a). The
research study focuses on two key issues thatdahessed through the three articles
comprising this thesis: first, management aspectsingpact sourcing, which
incorporates institutional and organisational Isvaf analysis and further offers insights
into two sub-issues. The first sub-issue this thésvestigates is how the social and
commercial orientation of impact sourcing can benaged in commercial (for-profit)
outsourcing arrangements. To examine this issue, thiesis looks at concepts of
competing institutional logics from the managemietrature (Battilana and Dorado
2010; Thornton and Ocasio 2008). These conceptsliaceissed in the third chapter.
The second sub-issue this study focuses on isetetat the implementation of impact
sourcing practice in local, marginalised commusitié focuses on identification of
institutional challenges existing in the local @xitand discusses how these challenges
can be addressed by the outsourcing organisati@tchaeve the social value creation

objectives of impact sourcing. This sub-issue ianexed using concepts from the
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Chapter 1: Introduction

theory of institutional logics (Thornton et al. Z)land corporate social strategy

(Husted and Allen 2011), which are explained iradéh Chapter four of this thesis.

The second key issue this research study investigatrelated to impact assessment of
impact sourcing. Drawings on the concepts of cafmsocial performance (CSP), from
management literature (Wood 2010), and Capabilitgprdach (CA) from the
development literature (Sen 1999), as explaine@hapter five, this thesis proposes a
model to assess impact of impact sourcing in tesfreffects on the well-being of the

marginalised individuals. Thus, the thesis focusean individual level of analysis.
The main concepts that will be used throughouhis thesis are summarised in Table 1.

Table 1: Definitions of the Main Concepts

Concept Definition
Global In information systems literature, glokouisourcing is a proce:
Outsourcing where delegation of work is contracted to an exteentity or

third party organisation, called the outsourcingyise provider o]
outsourcing organisation, physically located atffeent location
(Brown and Wilson 2005; Lacity et al. 2008; Oshrak 2011).

IT Outsourcing IT outsourcing is a process of sourcing IT servitesugh a third

(ITO) party: for example, LAN management, helpdesk artd dantres
web services, software development, networkingisesv(Lacity
et al. 2011b).

Business Process | “The management of one or more specific businessegses or
Outsourcing (BPO) functions (e.g., procurement, finance, accountingyman
resources, asset or property management) by a by,
together with the information technology (IT) theupports the
process or function” (Halvey and Melby 2007, p.1).

Offshoring Oshri et al. (2011) define offshoring &a relocation of
organisational activities (e.g. IT, finance and aecting, back
office, human resources) to a wholly owned subsydiar an
independent service provider in another countny”’ 4).

Outsourcing The orgarsation that provides IT and/or business prot
Organisation outsourcing services is called an outsourcing serprovider of
outsourcing organisation (Goo et al. 2009; Lacitgle2008).

Outsourcing Clier | The organisation that send its work to be perfornigd an
outsourcing service provider or outsourcing orgatnis is called
outsourcing client (Lacity and Willcocks 2008).

Impact Sorrcing “A practice d hiring and training marginaled individuals tc
provide information technology, business process, other
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digitally enabled services who normally would hase few
opportunities for good employment” (Carmel et @112, p. 401).

Social and
Economic Value
Creation

The phenomenon is called social and economic vafeation
when a business strategically utilises its res@jrpelicies and
processes for the betterment of people and soaletyg with its
traditional objectives of business progress. Mamns are used i
the management literature to refer to the social aconomic
value creation concept, for example, shared valeation (Porte
and Kramer 2011), triple bottom line (Elkington 899doing well
by doing good (Falck and Heblich 2007), and dudlerzreation
(Emerson et al. 1999).

Corporate Social
Responsibility

The responsibility of business to contribute beytme economig

returns to shareholders. It incorporates respamsiblisiness

(CSR) behaviour in society and considers the good ofratekeholders
such as citizens, employees, government, and ctiramunities
(Carroll and Buchholtz 2011; Matten and Moon 2008)

Marginalised People who are treated as insignificant becausenodme,

Individuals education, race, religion, gender, sexual oriematidisability,

location or other criteria (Carmel et al. 2014).

Social Welfare

Social welfare represents the welip of people an
communities; it can offer an effective responseuarent socia
issues (Midgley 1995).

|

Impact Assessmet]

t Impact assessment is a processedsing the consequences
any action or project which is related to indivithjarganisations
and macro-social systems (Becker and Vanclay 2003).

Institutional Logics

“The socially constructed, historical patterns aftarial practices
assumptions, values, beliefs, and rules by whictlividuals
produce and reproduce their materials subsisterganise time
and space, and provide meaning to their sociallglityg
(Thornton and Ocasio 2008, p.804).

Corporate Socie
Strategy

(CSS)

Corporate social strategy is an organisational marstrategic
choice to pursue social and economic value creatlgectives
efficiently. It involves strategic allocation ofseurces and soci
actions of the business as a strategic choice effitm not an
obligation (Bowen 2007; Husted and Allen 2007; tedset al.
2012).

Corporate Social
Performance

(CSP)

Corporate social performance is considered as ‘@Spractice’
and involves measuring aspects of social respditgiluf the
business. It comprises the set of business aeswtihich focus o
social impact and outcomes for society, stakehseldmrd the
business itself (Clarkson 1995; Salazar et al. 2@&2hi 1975
Wood 1991).

Capability

Capability approach has emerged as argiieal framework in

development studies that offers a set of conceptdd to asses
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Approach change in society in terms of individual well-beiagd socia
development. The capability approach is based an dbre
(CA) concepts of taking development as a freedom toeaehivell-

being through improved capabilities (Robeyns 2(&&n 1999).

1.3Research Background

The Rockefeller foundation coined the term ‘impaotrcing’ as part of its Poverty

Reduction through Information and Digital Employrh¢RRIDE) programme focused

on harnessing the global outsourcing sector foatarg work opportunities for people

living at the bottom of the pyramid (BoP), ‘bottashthe pyramid’ refers to the largest
socio-economic marginalised group of 4 billion peopho live on less than $2 per day
(Prahalad and Hart 2002). In December 2011, th&k&eller Foundation organised an
international impact sourcing conference, titledplact Sourcing: an Emerging Path to
Sustainable Job Creation?’ which brought togethmgraict sourcing key stakeholders on
one platform. The conference aimed to discuss thplayment challenges faced by
marginalised communities and discussed how IT amsiness process outsourcing
could help to reduce these challenges and imprbe# fivelihoods by providing

sustainable employment opportunities (Rockefeltirfelation 2011).

Since 2011, the concept of impact sourcing has beaziving considerable attention in
practitioner research (Accenture 2013; Avasant 20A@nitor 2011). The Rockefeller
Foundation has sponsored a series of researclesttaliencourage the growth of the
impact sourcing and to attract different stakehwdattention towards the social and
economic value creation potential of global outsmg (Accenture 2012; Avasant 2012;
Monitor 2011; William Davidson Institute 2013). Mtor's (2011) report, ‘Job
Creation through Building the Field of Impact Sangg, is a pioneer research study
that attempts to highlight various impact sourcimgerational models for practical
implementation. It defines the impact sourcing pmhmeenon as follows: “impact
sourcing employs people at the bottom of the pydamiith limited opportunity for
sustainable employment, as principal workers inr®ss process outsourcing centres to

provide high-quality, information-based servicesdtmestic and international clients”
(p. 2).

The prior practitioner studies focused on estintatthe size, scalability, growth,
potential markets, and key operational models opact sourcing (Avasant 2012;
Monitor 2011). According to their estimates, impaourcing can generate USD 4.5

billion revenue, which is 3.8 percent of the toBfO industry revenue (USD 119
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billion) and has the potential to reach approxidyatéSD 20 billion in 2015, which will
be 11 percent of the estimated BPO industry revéb&® 178 billion). By employing
144,000 marginalised individuals in different rewgo impact sourcing provides USD
1.2 billion of total BPO revenue directly to thegatt sourcing employees in the form
of earned income. This is estimated to reach m@e USD 10 billion in 2015, creating
780,000 impact sourcing jobs (Monitor 2011). Avds&2012) reports an impact
sourcing market size of 561,000 employees, whiclsubstantially larger than the
previous estimate provided by Monitor's (2011) resiie of 144,000 employees.
Moreover, the study provides a projected impacta@og revenue figure of over USD
55.4 billion by 2020.

These high forecasted revenue figures and job ioreastimates of impact sourcing
may raise sustainability concerns for the impaotsog phenomenon (Heeks and Arun
2010; Sandeep and Ravishankar 2015b). It is arguednot all outsourcing activities,
involving developing countries and the global eagiuld claim to be impact sourcing
(Carmel et al. 2014, Lacity et al. 2012). The atere have highlighted the challenges
associated with potential outsourcing clients whayntonfuse impact sourcing
organisations with charity (Sandeep and RavishaBRabb; Lacity et al. 2012). These
clients may be reluctant to outsource work to thepact sourcing organisations,
operating in remote and rural areas, due to operdtichallenges existing at these
locations (Lacity et al. 2011b). The sustainabitibncerns related to social aspects and
the promise of high revenue generation identifyeadcto define the boundary of impact

sourcing phenomenon.

The former concept of impact sourcing was basedpaviding sustainable work
opportunities to people who have limited incomeyptift socio-economic conditions in
the developing region (Avasant 2012; Monitor 201Ag¢centure (2012) uses the term
disadvantaged individual$or impact sourcing beneficiaries and extends ithpact

sourcing focus from developing countries (e.g. dpdkenya, Cambodia, Laos) to
developed countries as well; for example, peoplendi in remote areas of Native

America.

A majority of extant studies asserts that natur@wsourcing work tends to be less-
skilled and labour intensive BPO tasks, such dkceatre, support helpdesk, data entry,
voice and audio transcription, data conversion, ankhe sales, which can easily be
learnt through ICT facilities and proper trainir@ijo and Staats 2012; Monitor 2011;
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William Davidson Institute 2013). Accenture (2012)padened the scope of impact
sourcing work by using the general term ‘outsowgtcimstead of restricting to the
discussion to business process outsourcing aesvitccenture (2012) claims that the
wide availability of effective IT training, e.g.é¢hMassachusetts Institute of Technology
(MIT) open courseware, government ICT skills imgrment initiatives, and employees’
awareness about latest IT skills, are changingréred and leading to the inclusion of
ITO activities in impact sourcing (Accenture 2012city et al. 2012). Furthermore,
Carmel et al. (2014) include outsourcing and insimgy of IT, business process and
digitally enabled services to employ marginalisedgie who would normally have few
opportunities for good employment. Their definitiofh marginalised people is not
restricted to poverty; people may be marginalisedabise of race, religion, gender,
sexual orientation, disability, location or any etleriteria (ibid.).

The studies highlight various drivers of impactremyg growth in different regions. For
example, India has a very well-established BPO etankhich shows a strong trend of
shifting to rural areas because of high cost presisucities (Lacity et al. 2012; Monitor
2011). Availability of educated and skilled humaesaurces, good telecom and
transportation infrastructure, and public sectqpsut in remote areas are identified as
key drivers of impact sourcing (Avasant 2012; MoniR011). The limited impact
sourcing studies report optimistic findings highligg the improvement in personal,
professional, economic, social, empowerment, palitand technological well-being of
the marginalised outsourcing employees (Heeks andh 2010; Lacity et al. 2014,
Madon and Sharanappa 2013).

The above discussion sets the scene for the impactcing phenomenon,
predominately making use of professional reportsgives the impression that the
impact sourcing phenomenon has been gaining si@nifi attention in practitioner
research (Accenture 2013; Monitor 2011). Howevée basic concept of impact
sourcing — social and economic value creation tjinagiobal outsourcing — has already
been a subject of debate in academic literaturedifferent titles, for example: social
outsourcing (Heeks and Arun 2010); corporate s@aal environment responsibility in
global outsourcing (Babin and Nicholson 2009); abdil outsourcing (Madon and
Sharanappa 2013); and rural or remote outsourdiagity et al. 2011a). However,
recent academic studies have attempted to estatiséctive knowledge to advance
these concepts by using the impact sourcing termnn(€l et al. 2014; Lacity et al. 2012;

Malik et al. 2013a; Malik et al. 2013b; Sandeep Riadishankar 2015b).
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Whilst the literature agrees that the impact sogrgihenomenon is at an early stage in
terms of academic research, with limited studieslakile for theoretical understanding
(Carmel et al. 2014; Sandeep and Ravishankar 20#b)social and economic value
creation concept applied in impact sourcing is ificantly well-researched and
theoretically developed in the management litemtibebate concerning the ethical
responsibility of businesses to contribute to tk&tdsment of society originated in the
third decade of the 20th century (Berle 1931). Asemsus exists among a large group
of management scholars that if a business stratigiplans and implements its
activities, it may become a source of social welféy utilising its resources and
expertise for the benefit of the society. Furthemmat can still remain commercially
viable to create economic value (Elkington 1998;eEson et al. 1999; Falck and
Heblich 2007; Porter and Kramer 2006). Drawing a@oaceptual base similar to that of
social and economic value creation, impact souréglaimed to be a ‘win-win’
strategy for the outsourcing organisation, clien&nployees and marginalised
community (Carmel et al. 2014; Monitor 2011).

1.4Knowledge Gaps and Research Questions

This section briefly highlights the knowledge gapshe impact sourcing literature that
motivated this research study. The detailed litemateview informing each article is
presented in the respective chapters includedeitietiter part of this thesis.

Due to the nascent stage of research, a signijckmge field is open for researchers to
study various dimensions of impact sourcing. Initald the available academic and
practitioner literature has pinpointed various éssuthat require the attention of

theoretical and practical implications of researsite impact sourcing.

The social and economic value creation potentiainglact sourcing has been discussed
in many studies (Madon and Sharanappa 2013; Willavidson Institute 2013).
However, the majority of the impact sourcing stgdiecus on examining impact
sourcing practices implemented by social enterpriseprofit social enterprise or
government-supported social outsourcing initiativehough Heeks and Arun (2010)
identify the sustainability challenges due to dejgicy on government or funding
agencies of outsourcing practice aiming to creatdas value, the existing literature
significantly positions the impact sourcing phenoore as a development initiative
rather than an outsourcing business strategy teocial and economic value (Heeks

and Arun 2010; Lacity et al. 2014; Monitor 2011uE, there is a broader knowledge
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gap in the impact sourcing literature related te iimpact sourcing phenomenon as

practised by private sector outsourcing organisatio

The social and economic value creation potentiahgfact sourcing is in line with the
‘doing well by doing good’ approach of social respibility that supports the
interaction of the social and economic value cogagoals of the business (Emerson et
al. 2003; Falck and Heblich 2007; Porter and Kra2®@t1). However, the social and
economic value creation discourse has also beénisgd by many management and
development scholars (Devinney 2009; Friedman 19@0itt 1958). Opponents argue
that the terms ethical and social responsibiliy mon-existent in business dictionaries;
rather, these concepts are imposed on businessesLiMjk 1991). They believe that
social value creation objectives can weaken busimesformance and profitability
(Henderson 2005) because they ask businesses toagainst their natural role and
genetic makeup (Devinney 2009). They emphasisanit@mpatibility between social
and economic value creation (Banerjee 2008; Edw20@8) and are suspicious of the
social agendas of businesses, considering thegearasof their public relations or
publicity agendas (Banerjee 2008; Christian Aid £0Bdwards 2008). They criticise
businesses for wearing social welfare ‘masks’ titimate their dominance, activities,
and power systems and allow them to avoid stristegument-imposed regulations
(Matten et al. 2003).

Hence, considering these pessimistic views aboat gbcial and economic value
creation objectives of the business and the smamfly optimistic impact sourcing
literature assuming it to be a ‘win-win’ strategymainly due to the recent focus on
social enterprise and government-supported impagcsg initiatives — there is a need
to examine the viability of impact sourcing praetidor completely commercial
outsourcing arrangements. Thus, the overarchinbajdhe research is to examine how

impact sourcing is managed in commercial (for-gyafutsourcing arrangements.

The existing, highly optimistic impact sourcingdies in the literature reflect a number
of assumptions. The literature claims that impactrsing is a ‘win-win’ strategy for all

stakeholders, including employees, clients andtlisourcing organisation (Madon and
Sharanappa 2013; Monitor 2011). It supports theirapson that all stakeholders of
impact sourcing share unitary support for the doaiad economic value creation
objectives of impact sourcing. The global outsawycstudies highlight that provision of
low cost and high quality outsourcing services mied by highly skilled outsourcing
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employees are main motivations behind the outsogrdecisions of the clients (Lacity
et al. 2010; Lacity et al. 2011b). This is appdseparadoxical with impact sourcing’s
social value creation objective, which emphasiseshioing marginalised individuals
who might not have professional experience or cigffit ICT skills (Malik et al. 2013a).
A few recent studies have also acknowledged thsilpitisy of a paradox between the

social and commercial orientation of impact sougdi8andeep and Ravishankar 2015a).

Bringing outsourcing work to marginalised commuesti particularly in rural and
remote areas of developing countries, may not awas a cost effective option for
outsourcing organisations. There is evidence irattaglemic literature that various local
contextual and resource challenges can be facadahor remote areas of developing
countries, for example, additional costs incurrad tb electricity supply backups or the
cost of maintaining a backup connectivity link, aatso the possibility of non-
cooperative behaviour of the local community orsmmative social norms that do not
appreciate these kind of ICT initiatives (Avgero008; Heeks 2002; Sahay and
Walsham 1996; Sandeep et al. 2013; Schware 20@9Y; Mttle is known about how
commercial outsourcing organisations can manageetlohallenges associated with
satisfying the various demands of social and ecénovalue creation of impact

sourcing as well as institutional constraints exgsin the local context.
These knowledge gaps inform the first researchtouresf this study:

Research Question 1What challenges do commercial outsourcing orgépisa face

when implementing impact sourcing and how can ticbsélenges be mitigated?

The first research question is divided into two -gulestions. The first sub-question
focuses on managing social and commercial oriemtawhile the second examines the
management strategy for dealing with institutionahstraints — existing in the local

context — in the implementation of impact sourcing.

Research Question laHow do outsourcing organisations manage the deshand

social and commercial orientation of impact soug@in

Research Question 1bDoes local context influence impact sourcing? Wiiedtegies
could the outsourcing organisations adopt to matiagehallenges existing in the local

context?
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The few extant studies of impact sourcing have sseskthe social impact of impact
sourcing and suggest a multidimensional view ofaolue creation beyond income
and skill improvement (Heeks and Arun 2010; Lacéy al. 2014; Madon and

Sharanappa 2013). However, none of these studiésrmed a detailed evaluation of
the impact of impact sourcing on marginalised outtsimg employees in a complete
commercial outsourcing arrangement. Carmel eRaltl4) point out this knowledge gap
and state,”... however, the IS and strategy literatures to daé&e not examined

thoroughly the impact of impact sourcing on the k@keholder, the employee, i.e., the
people whose lives are presumably changing asud#t i¥smpact sourcing. We see this

gap as our primary call for future research”(p.)399
Responding to this research call, this study pasit®nd research question:

Research Question 2How does impact sourcing contribute to the sowialfare of

outsourcing employees? How can its impact be asd@ss

1.5Thesis Structure

This research study is presented in alternativaébthesis, which is a common practice
in the Accounting and Finance division of Allianbanchester Business School. The
alternative format thesis includes three publisbabticles that are interrelated within a
single research project, but can be read as stand-papers. After data collection, |

decided to write working papers to refine the emplrfindings and submitted them to

various scholarly platforms for peer review. | wethto get extensive feedback on the
empirical findings and theorisation to improve tielity of the research outcome. As
mentioned earlier, this research project draws ancepts from multiple disciplines to

examine the impact sourcing phenomenon. The purpase to obtain guidance to

position the research outcome in terms of relaitedature and to refine the research
contributions. During the manuscript building preseit was realised that this research
project would be better suited to presentatiomiraléernative format thesis as the study
outcome could be disseminated properly in thredighdible working papers. Thus, a

formal request — accompanied with an alternativeméd thesis proposal — was

submitted to the school and permission was gratdepresent an alternative format

thesis. The approval letter is attached as Appehdix

Furthermore, academic manuscript writing skills adeveloping a portfolio of

publications are important for a Ph.D. student wdims for an academic career.
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Following an alternative format thesis route haspée me to improve these key
academic skills; | also anticipate an acceleratddipation process following this Ph.D.
because three standalone articles — included irthbgis — are ready to submit for

publication in academic journals.

The articles are co-authored with Ph.D. supervisattse first two articles (paper 1 and
paper 2) are co-authored with the main supervisar tae third article is co-authored
with both the main and second supervisors. Howdveras a Ph.D. student and first
author — took the lead in drafting all three aescland undertook the work on the
literature review, theoretical framework, data ectlon and data analysis for each paper.
The co-authors contributed in providing guidancerafting the articles and extensive

feedback after critically reviewing multiple vers®of the manuscripts.

The thesis adopts a qualitative research approadhisawritten in first person form
(Creswell 2009). It uses ‘I' to narrate the indivad approach and ‘we’ for the collective
approach reflecting the co-authorship in articlelse US English style was originally
followed in the first article, presented at the Aemy of Management 2015 conference,
and also in the third article, as it was targe@indsS journal for publication. However, in
this thesis all text is converted into British Beblstyle for the sake of consistency, as

articles are unpublished working papers as yet.

The thesis is organised into six chapters. The fitsapter introduces the thesis,
background research, knowledge gaps, key researestigns, thesis structure and a

summary of the three articles.

Chapter two explains the research design develtpednduct this research study. It
describes the epistemological stance, ontologicaldwiew, research approach, and
research methods used in the study. A brief desmnipf a pilot project and detailed
account of the main study (interpretive case stadg)included in the latter sections of
the chapter. It also presents step-by-step deftaleodata collection and data analysis
processes. A discussion to evaluate the credilmfityesearch study is included in final

section.

Chapters three, four, and five present the empifiodings of the research study in
three articles, which are written to meet acaderp&er-reviewed publication
requirements. Each article contains an introductiesearch question, literature review,

theoretical discussion, research methods, dateedtimh, data analysis, empirical
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findings, and discussion and conclusion sectionkil@\each article answers unique
research questions and adds a different theoretioatribution, they all broadly

contribute to the unified research theme of managgnand assessment of impact
sourcing in commercial outsourcing arrangement&s€harticles adopt an interpretive
gualitative research approach, use empirical deten fsame case study and have a
similar impact sourcing research literature basende, the articles contain some
overlap areas. Summaries of all the three artiatespresented in Tables 2, 3, and 4,

respectively.

Chapter six concludes the overall research studvisits the research questions and
summarises the key research findings. Finally, theoretical contributions and

practical implications of the Ph.D. project arecdissed in the last sections.

The relationships between the main research studyt&o key research questions

addressed in the three articles are depicted ur&idy.
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Table 2: Summary of First Empirical Article

Interplay of Competing Institutional Logics: The Case of Impact Sourcing

Research Objective

The paper explores the management of tensions lalt:ieges
to incorporate competing social responsibility amarket logics
in achieving social and economic value creatiorecijes of
impact sourcing. It helps to understand how soa@ad
commercial orientation of impact sourcing can benagged in
global outsourcing.

Research Question

e How do outsourcing organisations manage |the

competing social responsibility and market logids
impact sourcing?

Methods

The paper adopts an interpretive single case stfidyUS and
Pakistan based public-listed global outsourcinganigation
serving the US healthcare industry and practicingpact
sourcing at a marginalised, earthquake affectedl stisérict of
Pakistan. Data was collected through semi-strudtumerviews
and field work observation.

Theoretical
Approach

The paper draws upon prior literature on competisgtutional

logics to explore the management of competing $ocia

responsibility and market logics of impact sourcing

Research Findings

The findings show that global outsourcing orgamsag
practicing impact sourcing adopts a collective nggmaent
strategy of decoupling, combining, compromise agléctively
coupling to satisfy the multiple demands of commetsocial
responsibility and market logics. Additionally,hiighlights that
competing institutional logics may have compatibdend
conflicting components at the same time and botd reareful
management. The findings suggest that market armiblso
responsibility logics of impact sourcing may not beiform
across sub-units of the outsourcing organisatiatateéd at
different institutional context.

Research
Contribution

This research contributes to the study of impactr@ong and
challenges the assumption in the literature thaiaich sourcing
organisations are unitary and consensus exists gshaall
organisational actors to support the social andheeic value
creation objectives.

The study identifies enclaves of competing instital logics
where competing logics influence at different irsiéyn across
the whole organisation.

Practical
Implications

This study helps to guide new s-ups and existindor-profit
global outsourcing organisations aiming to implemenpact
sourcing to satisfy the ethical arguments. It gsideem to
achieve the actual ‘win-win’ benefits by managihg demanc
exerted by social and commercial orientation of aetp
sourcing.
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Table 3: Summary of Second Empirical Article

The Role of Institutions and Corporate Social Strag¢gy in Impact Sourcing

Research Objective

The motivation for this paper lies in the impliessumption ir
the current literature that the beneficiaries opatt sourcing
will unilaterally welcome its intervention. The df explores
how the unique features of local institutional @t may
affect impact sourcing practice. It highlights thele of
corporate social strategy in mitigating these tansbnal
challenges.

Research Questions

How does local context influence impact sourcing?
How is the corporate social strategy shaped
constraining institutional logics?

Researcl A single interpretive case study research dechas beel
Methodology adopted to answer the research questions. Primatiy \was
collected through semi-structured interviews aettifnotes.
Theoretica The theoretical base of this article draws upon corsey
Approach institutional logics and corporate social stratefypm the

management literature. The defining characterisid
institutional logics is a premise that society ia a@ter-
institutional system, consisting of a set of mudtipand
contradictory interdependent institutional logicsrided from
different institutional orders.

Research Findings

The study highlights institutional challenges ofmrounity,
family and professional orders existing in the locantext
where the case study organisation has implementgzhdt
sourcing.

It also presents the findings related to resouttation and
management practices of AlphaCorp as a corporatdals
strategy to address these institutional constraints

Researcl
Contribution

This research contributes to the growing bcof literature
exploring social and commercial viability of the pact
sourcing practice. It acknowledges that institugioohallenges
may not only restrict the potential of impact saogcto create
social value, but can also harm economic valuetiomaThus,
it is argued that social and economic value creatire inter-
related and should be considered collectively wihefiming the
CSS of an impact sourcing organisation. It alsotrilomtes to
the study of institutional logics. The institutidnkbgics of
different institutional orders in a society areemttvined. An
institutional logic of an institutional order mawfluence or
derived from other institutional orders existingle society.

Practical
Implications

The study has practical implication for impact wog
managers. For a successful impact sourcing impl&tien,
impact sourcing organisations may need to alloeal@itional
resources and the management practices shouldrgguemce
to local social and cultural norms.
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Table 4: Summary of Third Empirical Article

Can Impact Sourcing Address Social Issues? Towardtlduman-centred Corporate

Social Performance Assessment

Research bjective

This study aims to assess the im of an impact sourcin
practice, which focuses on social issue of inetyasnd
contributing to reduce gender exclusion in globaisourcing
labour market. It also proposes a theoretical mtmlaksess th
impact of impact sourcing.

Research Questiol

« Can impact sourcing contribute to addressing S
issues?

 How can corporate social performance (CSP) outc
of an impact sourcing practice be assessed?

cial

ome

Methodology

Interpretive, qualitative case study methods weeduncluding
semi-structured interviews, field notes and patais
observation techniques for data collection. Dats wallected
over seven months (September 2013 to March 20B4)emi-
structured interviews were undertaken.

Theoretical
Approach

The article extensively draws on corporate soca&afggmance
concepts from management literature to unpack thaals
impact assessment aspects in this impact soure@sg study
The article also borrows Sen’s Capability Approacmcepts
from development studies to fill the knowledge gapsnpact
sourcing and CSP literature.

Research indings

The analysis reports improvement in personal, gsimal,
educational, and economic capabilities of the nmalgged
outsourcing employees. Some negative impacts as®
encountered on the socialisation and networkinglo#ifies of
the marginalised outsourcing employees.

al

Research
Contribution

This article contributes to the study of impact reng and
highlights why it is important to assess the soecailie creation
impact of an impact sourcing practice. It arguest thegative
implications of impact sourcing practice may alseguire
careful management in cases of traditional socgetspecially
in conventional societies that have strong fanilyitural and
religious traditions. The paper contributes a thdoal model to
assess the human-centred CSP outcome, which far
particular case study is applied for impact assessmf the
impact sourcing. The novelty of the model is thePGftitcome
assessment approach; mapping expected and ackmyaadl
CSP impacts on beneficiary stakeholders’ capadmsliti

thi

ed

Practical
Implications

It helps the impact sourcing managers to understaoa
corporate social performance of outsourcing orgdiuBes
practicing impact sourcing can be assessed. It inalp
practitioners to carefully implement impact sougcpractice tg

reap maximum social welfare benefits.
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Global Outsourcing - Impact
Sourcing Literature

Research Study
Focus

Impact Sourcing
(Outsourcing practice with social and
economic value creation objectives)

Al

Management aspects of impag

sourcing (managing social and

commercial orientation and locg
contextual challenges)

—

!

Evaluation aspects of
Impact Sourcing
(Impact assessment)

!

Management
Literature

Competing institutional
logics concepts

Corporate social
strategy & institutional
logics concepts

Development
Literature

Research
Questions

How do outsourcing
organisations manage
the competing social
responsibility and
market logics of impact
sourcing?

How does local context
influence impact
sourcing? How is the
corporate social
strategy shaped by
constraining
institutional logics?

Corporate social
performance concepts

Sen’s Capability
Approach concepts

!

Can impact sourcing
contribute to addressing
social issues? How ca

CSP outcome of an

impact sourcing
practice be assessed?

Research
Outcome:
Three
Articles

Article 1: Interplay of
Competing Institutional
Logics: The Case of
Impact Sourcing

Article 2: The Role of
Institutions and
Corporate Social
Strategy in Impact
Sourcing

Article 3: Can Impact
Sourcing Address Socia
Issues? Toward a
Human-centred
Corporate Social

Performance Assessm

Theoretical
Contributions

Practical
Implications

v

sourcing

* To the study of impact

e To the study of
institutional logics

y

To the study of impact
sourcing

To the study of corporaté
social performance

h

Practice of impact sourcing

Figure 1: Structure of the Research Project

Page32 of 200




Chapter 1: Introduction

References

Accenture. (2012). Exploring the Value Propositfon Impact Sourcing - the Buyer's
Perspective  [Online]. Rockefeller Foundation. Available at:
www.accenture.com/us-en/insight-exploring-valuepmsition-impact-
sourcing.aspx (Accessed: 14 November 2012).

Accenture. (2013). Recruitment, Training, and Impdeasurement; a Recommended
Approach for Impact SourcinPnline]. Rockefeller Foundation. Available at:
www.rockefellerfoundation.org/report/recruitmerditring-and-impact-
measurement-a-recommended-approach-for-impactisgérc (Accessed: 15

January 2014).

Avasant. (2012). Incentives & Opportunities for Bag the "Impact Sourcing" Sector
[Online]. Rockefeller Foundation. Available at:
http://www.avasant.com/research/impactsourcing é&sed: 16 November
2012).

Avgerou, C. (2008). 'Information Systems in DevalgpCountries: A Critical Research
Review'.Journal of Information Technolog®3(3) pp.133-146.

Babin, R. & Nicholson, B. (2009). 'Corporate So@all Environmental Responsibility
in Global IT OutsourcingMIS Quarterly Executived(4), pp.123-132.

Banerjee, S. B. (2008). 'Corporate Social RespditgibThe Good, the Bad and the
Ugly'. Critical Sociology,34(1) pp.51-79.

Battilana, J. & Dorado, S. (2010). 'Building Sustdile Hybrid Organizations: The
Case of Commercial Microfinance Organizatiorstademy of Management
Journal,53(6) pp.1419-1440.

Becker, H. A. & Vanclay, F. (2003)The International Handbook of Social Impact
Assessment: Conceptual and Methodological Advandés Edward Elgar
Publishing.

Berle, A. A. (1931). 'Corporate Powers as PowerBrust'.Harvard Law Review44(7)
pp.1049-1074.

Bowen, F. (2007). 'Corporate Social Strategy: CdingeViews from Two Theories of
the Firm'.Journal of Business Ethicg5(1) pp.97-113.

Brown, D. & Wilson, S. (2005)The Black Book of Outsourcing: How to Manage the
Changes, Challenges, and OpportunitigdSA: Wiley.

Burgess, A., Mayasandra-Nagaraja, R. & Oshri, 01&). Get Impact Sourcing Right.
Professional Outsourcing Resources: Purple Cow Media.

Carmel, E., Lacity, M. C. & Doty, A. (2014). The pact of Impact Sourcing: Framing
a Research Agenda, Rudy Hirschheim, Armin Heinzl & Jens Dibbern (gds.
Information Systems Outsourcing. Towards Susta@Bhbkiness Valudth edn.
Heidelberg, Berlin Springer

Page33 of 200



Chapter 1: Introduction

Carroll, A. B. & Buchholtz, A. K. (2011)Business & Society: Ethics, Sustainability,
and Stakeholder Managemerf{bth edn.). USA: South-Western Cengage
Learning.

Christian Aid. (2004). Behind the Mask: The Realcé&aof Corporate Social
Responsibility [Online]. London. Available at: WWW.St-
andrews.ac.uk/media/csear/app2practice-docs/CSE&indrthe-mask.pdf
(Accessed: 15 June 2013).

Clarkson, M. E. (1995). 'A Stakeholder Framework fmalyzing and Evaluating
Corporate Social PerformancAcademy of Management Revie29(1) pp.92-
117.

Creswell, J. W. (2009Research Design: Qualitative, Quantitative, and &dixMethods
Approacheg3rd edn.). USA: Sage Publications Ltd.

Devinney, T. M. (2009). 'Is the Socially Responsilorporation a Myth? The Good,
the Bad, and the Ugly of Corporate Social Respdlitglb The Academy of
Management Perspectivex3(2) pp.44-56.

Edwards, M. (2008)Just Another Emperor? The Myths and Realities dafaRtihropic
Capitalism NY, USA: The Young Foundation.

Elkington, J. (1998)Cannibals with Forks: The Triple Bottom Line of @Girsability.
Gabriola Island, Canada: New Society Publishers.

Emerson, J., Brehm, S. B. & Brehm, K. (2003). ThenBed Value Map: Tracking the
Intersects and Opportunities of Economic. Sociall &nvironmental Value
Creation. [Online].  Available at: _http://www.blendedvalue.bng-
content/uploads/2004/02/pdf-bv-map.pdf (Access@dSéptember 2013).

Emerson, J., Wachowicz, J. & Chun, S. (1999). Sétedurn on Investment: Exploring
Aspects of Value Creation. San Francisco, USA: Rbberts Foundation.

Falck, O. & Heblich, S. (2007). 'Corporate SociasRonsibility: Doing Well by Doing
Good'.Business Horizon§0(3) pp.247-254.

Friedman, M. (1970). The Social Responsibility oftisBiess is to Increase its
Profitability. The New York Times Magaziidéew York.

Gino, F. & Staats, B. R. (2012). 'The Microwork @ajn'. Harvard Business Review,
90(12) pp.92-96.

Goo, J., Kishore, R., Rao, H. R. & Nam, K. (2009)he Role of Service Level
Agreements in Relational Management of Informafie@ehnology Outsourcing:
An Empirical Study'MIS Quarterly,33(1) pp.8.

Halvey, J. K. & Melby, B. M. (2007).Business Process Outsourcing: Process,
Strategies, and Contrac{&nd edn.). USA: John Wiley & Sons, Inc.

Heeks, R. (2002). 'Information Systems and DevelppgCountries: Failure, Success,
and Local ImprovisationsThe Information Society,8(2) pp.101-112.

Page34 of 200



Chapter 1: Introduction

Heeks, R. & Arun, S. (2010). 'Social Outsourcingaa®evelopment Tool: The Impact
of Outsourcing IT Services to Women’s Social Entisgs in Kerala'Journal of
International Developmen£2(4) pp.441-454.

Henderson, J. C. (2005). 'Responding to Naturah$dss: Managing a Hotel in the
Aftermath of the Indian Ocean Tsunamiiourism and Hospitality Research,
6(1), pp-89-96.

Husted, B. W. & Allen, D. B. (2007). 'Corporate &dcStrategy in Multinational
Enterprises: Antecedents and Value Creatitmirnal of Business Ethicg4(4)
pp.345-361.

Husted, B. W. & Allen, D. B. (2011)Corporate Social Strategy - Stakeholder
Engagement and Competitive Advantad®y, USA: Cambridge University
Press.

Husted, B. W., Allen, D. B. & Kock, N. (2012). "\a& Creation through Social
Strategy'Business & Societ4(2) pp.147-186.

Lacity, M., Carmel, E. & Rottman, J. (2011a). 'Rutatsourcing: Delivering ITO and
BPO Services from Remote Domestic LocatiohSEE Computers44(12)
pp.55-62.

Lacity, M., Rottman, J. & Carmel, E. (201Bmerging ITO and BPO Markets: Rural
Outsourcing and Impact SourcinEEE Ready Notes Series, IEEE Computer
Society.

Lacity, M., Rottman, J. W. & Carmel, E. (2014). gatt Sourcing: Employing Prison
Inmates to Perform Digitally-Enabled Business Smysi. Communications of
the Association for Information Syster84(1) pp.914-932.

Lacity, M. & Willcocks, L. P. (2008)Information Systems and Outsourcing: Studies in
Theory and Practice. UKPalgrave Macmillan.

Lacity, M. C., Khan, S., Yan, A. & Willcocks, L. R2010). 'A Review of the IT
Outsourcing Empirical Literature and Future Rededbirections'.Journal of
Information Technology25(4) pp.395-433.

Lacity, M. C., Solomon, S., Yan, A. & Willcocks, IP. (2011b). 'Business Process
Outsourcing Studies: A Critical Review and Resedditections'.Journal of
Information Technology26(4) pp.221-258.

Lacity, M. C., Willcocks, L. P. & Rottman, J. W.(q@8). 'Global Outsourcing of Back
Office Services: Lessons, Trends, and Enduring |€hgés'. Strategic
Outsourcing: An International Journal,(1), pp.13-34.

Levitt, T. (1958). 'The Dangers of Social-Respoitigita Harvard Business Review,
36(5), pp.41-50.

Madon, S. & Sharanappa, S. (2013). 'Social IT Qutiag and Development:
Theorising the Linkagelnformation Systems Journ&3(5) pp.381-399.

Page35 of 200



Chapter 1: Introduction

Malik, F., Nicholson, B. & Morgan, S. (2013a). Assing the Social Development
Potential of Impact SourcingProceeding of SIG GlobDev Sixth Annual
WorkshopMilano, Italy.

Malik, F., Nicholson, B. & Morgan, S. (2013b). Towla a Taxonomy and Critique of
Impact Sourcing.The 8th International Conference in Critical Managent
StudiesManchester.

Matten, D., Crane, A. & Chapple, W. (2003). 'Behiheé Mask: Revealing the True
Face of Corporate Citizenshipburnal of Business Ethic45(1-2) pp.109-120.

Matten, D. & Moon, J. (2008). “Implicit” and “Exjuit” CSR: A Conceptual
Framework for a Comparative Understanding of Cafor Social
Responsibility' Academy of Management Revi@8(2) pp.404-424.

Midgley, J. (1995).Social Development: The Developmental Perspectivé&acial
Welfare USA: Sage Publications Ltd.

Monitor. (2011). Job Creation through Building tRield of Impact SourcingOnline].
The Rockefeller Foundation. Available at:
http://www.rockefellerfoundation.org/media/downlde@cbb5d3-500c-4ced-
8387-a7469b567h98 (Accessed: 20 November 2012).

Oshri, I., Kotlarsky, J. & Willcocks, L. P. (201Ihe Handbook of Global Outsourcing
and Offshoring UK: Palgrave Macmillan.

Porter, M., E. & Kramer, M., R. (2006). 'Strategy Society: The Link between
Competitive Advantage and Corporate Social Respditgi. Harvard Business
Review84(12) pp.78-92.

Porter, M., E. & Kramer, M., R. (2011). 'Creatinpa®ed Value'Harvard Business
Review89(12) pp.62-77.

Prahalad, C. K. & Hart, S. L. (2002). 'The Fortumtethe Bottom of the Pyramid'.
Strategy and Busines36(1) pp.1-14.

Robeyns, 1. (2005). 'The Capability Approach: A dtetical Survey'.Journal of
Human Developmen§(1), pp.93-117.

Rockefeller Foundation (2011). Impact Sourcing: Bmerging Path to Sustainable Job
Creation? Report on Impact Sourcing Conference 20The Rockefeller
Foundation.

Sahay, S. & Walsham, G. (1996). 'ImplementationGd$ in India: Organizational
Issues and Implicationsinternational Journal of Geographical Information
Systems]0(4) pp.385-404.

Salazar, J., Husted, B. W. & Biehl, M. (2012). 'Tights on the Evaluation of Corporate
Social Performance through Projectdburnal of Business Ethicsl05(2)
pp.175-186.

Sandeep, M. & Ravishankar, M. (2015a). 'Impact Sogr Ventures and Local
Communities: A Frame Alignment Perspectidi@formation Systems Journal
[Online], (doi: 10.1111/isj.12057).

Page36 of 200



Chapter 1: Introduction

Sandeep, M. & Ravishankar, M. (2015b). 'Social lratmns in Outsourcing: An
Empirical Investigation of Impact Sourcing Companiie India’.The Journal of
Strategic Information Systendni:10.1016/}.jsis.2015.09.002.

Sandeep, M., Ravishankar, M. & Hislop, D. (2013heTEstablishment of Social IT
Sourcing Organizations: An Impression Managemerggeetive Thirty Fourth
International Conference on Information Systévilain, Italy.

Schware, R. (2009). 'Give for-Profit Rural Busin€enters a Chance to Diversify into
Service-Led Employment and Village BPOBiformation Technologies and
International Developmen§(2), pp.77-80.

Sen, A. (1999)Development as FreedomY, USA: Oxford University Press.

Sethi, S. P. (1975). 'Dimensions of Corporate SoB@rformance: An Analytical
Framework' California Management Revied/7(3) pp.58-64.

Thornton, P. H. & Ocasio, W. (2008). Institutionalgics. in, Greenwood, R., Oliver,
C., Sahlin, K. & Suddaby, R. (ed€rganizational InstitutionalismLondon,
UK: Sage Publications Ltd.

Thornton, P. H., Ocasio, W. & Lounsbury, M. (2012)he Institutional Logics
Perspective: A New Approach to Culture, Structued ProcessNY, USA:
Oxford University Press.

Van Luijk, H. (1991). Business Ethics in EuropeTAle of Two Effortsin, Frederick,
R. E. (ed.)A Companion to Business Ethiddassachusetts, USA Blackwell
Publishers Inc.

William Davidson Institute. (2013). Impact SourcingAssessing the Opportunity for
Building a Thriving Industry[Online]. Rockefeller Foundation. Available at:
www.rockefellerfoundation.org/app/uploads/AssesgherOpportunity-for-
Building-a-Thriving-Industry.pdf (Accessed: 16 Janyi2014).

Wood, D. J. (1991). 'Corporate Social Performaneei$ted'.Academy of Management
Review,16(4) pp.691-718.

Wood, D. J. (2010). 'Measuring Corporate Social fdPerance: A Review'.
International Journal of Management Review3(1) pp.50-84.

Page37 of 200



Chapter 2: Research Design

Chapter 2: Research Design

2.10verview of the Chapter

This chapter presents the research design to eramnresearch gaps identified in the
previous chapter. It aims to discuss the actuatge® that has been followed to conduct
the research study. “Research designs are plangmcedures for the research that
span the decisions from broad assumptions to ddtailethods of data collection and

analysis” (Creswell 2009, p. 3). The selection ofeaearch design for any research
study is based on research problem and the resgargersonal experience. According

to Creswell (2009), the research design includesisoms about the researcher’s
worldview, assumptions for the study (philosophiagbroach), strategies of inquiry

(research approach), and methods of data colleeatimhanalysis (research methods).

Figure 2 presents a snapshot of the research dedapted in this case study.

Philosophical i;gﬁ;’:\&[gﬂ

Approach o

+ Subjective <€ > | . Qualitative
ontology researchh

e Interpretive approac
epistemology Research Design

Research

Methods

e Case study

e Semi-
structured
interview,
observation,
field notes,
secondary data

Figure 2: Framework for Research Design. (Adoptedrbm Creswell (2009))
This chapter is organised as follows. First, itcdsses the existing philosophical
approaches in social science research and demimssthe@ appropriateness of selecting
an interpretive approach for this study. The nesdtisn presents an explanation of
existing research approaches and provides a paidn for selecting a qualitative
approach. This study adopts an in-depth case stsidyresearch method to examine the
research problem, which is discussed in section &.brief overview of the pilot
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project is included in the subsequent section. faitkel account of the main study is
presented in the final section, which includes itketaf data collection through semi-
structured interviews and field notes, persondtvierk reflections, data analysis and
evaluation of the research study by applying Klaimd Myers (1999) principles for

evaluating and conducting interpretive in-deptidfigtudies.

2.2Selection of a Philosophical Approach

Researchers have different philosophical foundation paradigms based on a set of
beliefs concerning how they view and interact wite world (Lincoln et al. 2011). The
philosophical foundation consists of ontologicadagpistemological perspectives of
creating knowledge, which are necessary to spéwfy to view the world (ontology)
and how to acquire the knowledge (epistemologyuttite particular research inquiry
(ibid.). This helps to select the appropriate regesapproach and methodology to
conduct research by specifying the degree of iremakent with or detachment from the
research problem (Rubin and Rubin 2011). In infdiomasystems (IS) studies, the
purpose of the philosophical foundation is to cally examine the underlying
assumptions and theoretical constructs to undetrstenresearch (Walsham 1995). The
next section briefly discusses the ontological eptemological perspectives existing
in information systems studies and then justifiee philosophical foundation that

underpins this research study.

2.2.1 Ontology

Ontology is defined from philosophical perspectiass‘the science or study of being’
(Blaikie 2000, p.8). Ontological assumptions adatesl to individual beliefs about the
(non-)existence of social reality. Bhaskar (200Bjd#s ontological assumptions into
philosophical and scientific ontology. The philoba@al assumptions refer to the
philosophical account of a sense of the nature ofldy whereas the scientific
ontological assumption includes the assumptiorangfscientific theory about the sense
of particular entities and processes. Differentotafs view social reality differently,
and these views underpin their research approa@xptoring the social world (Grix
2002). Searle (1995) describes as the situatiors: thsince our investigation is
ontological, i.e., about how social fact exists, meed to figure out how social reality
fits into our overall ontology, i.e., how the exiate of social facts relates to other
things that exist?” (p.5).
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The literature discusses two ontological positiddbjective ontology believes that the
social and physical world exists independent of hinenan beings, while subjective
ontology asserts that social reality exists onkptigh human actions (Orlikowski and
Baroudi 1991). The objective assumption states #watial phenomena and their
meaning exist regardless of any social actors. Kewesocial actors are necessary to
create social reality in the case of subjectiveolmgty. This study adopts subjective
ontological assumptions to study impact sourcimgragements. This research involves
multiple people at different organisational leveisys, the ontological assumptions
support the existence of multiple perspectivesexplanations of the social reality. The
subjective ontological beliefs view the social ityadf the impact sourcing phenomenon

as evolving through the interaction of individuafed groups.

2.2.2 Epistemology
Epistemology is a branch of philosophy relatechtotheory of knowledge embedded in
the social world (Crotty 1998). The epistemologieasumptions are concerned with

what constitutes knowledge and how knowledge iainbtl (Grix 2002).

Theory of knowledge is constructed through jusdificn, evidence and supporting
reasons (Bernecker and Dretske 2000). Epistemologyides the philosophical
perspectives to define criteria for the constructemd evaluation of valid knowledge
about a particular phenomenon. It establishes dlaionship between researcher and
the research phenomenon, informing the methodaleggrding how knowledge of the
social world can be obtained (Hirschheim et al. 400In IS research, three
epistemological positions have been discussed:tiyiesi interpretive, and critical
realism (Chen and Hirschheim 2004; Hirschheim 198Bers and Avison 2002;
Orlikowski and Baroudi 1991). The next sub-sectéiscusses these epistemological

positions.

2.2.2.1Positivist Approach

The positivist approach is one of the oldest andtreatensively applied philosophical
approaches in information systems research (085, Drlikowski and Baroudi 1991).
It relies on adopting the scientific methods ofunak science in social science research
(Lee 1991). The key assumptions associated withositigist approach are: the
researcher and research phenomenon are indeparideth other; the researcher view
of the research problem is objective; social rgaditmeasured as quantifiable facts; and
the derived knowledge must have a single, fixedmmeggirrespective of the researcher
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(Hirschheim and Klein 1992; Remenyi et al. 1998¢nkk, the main characteristics of

positivist research are reductionism, repeatabithd refutability (Neuman 2014).

Orlikowski and Baroudi (1991) summarise the generaéria of positivist research as
emphasising the formation of a formal propositi@mprising quantifiable variables,
and hypothesis testing of the sample population gfiglyand Avison 2002). Thus,
positivist research creates knowledge through atmgtic-deductive approach where

empirical evidence serves primarily to verify thesr(Popper 2005).

Although scholars endorse the success of the pigsiipproach, they also point out its
inadequacy to consider subjectivity (Hirschheim &bein 1992). They assert that the
role of detached and neutral researcher may resfpjglicability to the human-created
contextual dimension of social reality in socialesce research (Myers and Newman
2007; Ngwenyama and Lee 1997).

2.2.2.2Interpretive Approach

The interpretive approach is another epistemolbgmssition that has emerged to
satisfy the subjectivity concerns in social scieresearch (Lee 1991). It assumes that
people interact with the world around them and tereaeaning within their social
reality (Myers and Newman 2007). Interpretive stsdireject the ‘factual’ and
‘objective’ (positivist) nature of the research umy where social reality exists
irrespective of the human actors (Maxwell 2005)elpretive researchers attempt to
understand research phenomena in relation to tlaaimgs research participants assign
to them (Crotty 1998).

Interpretive approaches to theory of knowledge haeen gaining acceptance in
information systems studies since the 1990s (Hirsch and Klein 1992; Trauth and
Jessup 2000). An interpretive approach is adoptedcreate deeper contextual
understanding of the research phenomenon in itsalatetting where the researchers’ a
priori understanding should not be imposed (Myerd Avison 1997; Orlikowski and
Baroudi 1991; Walsham 1995). Klein and Myers (1988)ieve that knowledge of
social reality is gained through social construtdioof language, shared meaning,
consciousness, documents and artefacts. Hence, gbkelars assert that an interpretive
approach is important to understand organisatiandl human aspects of information

systems research
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2.2.2.3Critical Realism

Critical realism is a relatively new epistemolodi@ssumption that has also been
gaining acceptance in information systems reseasch third philosophical approach
(Hirschheim 1992; Myers and Avison 2002; Orlikowsknd Baroudi 1991). Roy
Bhasker, the founder of the critical realist appiggustifies the critical realist ideology
as allowing researchers to identify the extent lictv the social world can be studied in
the same way as natural science (Bhaskar 1979}icdlrirealism believes that
knowledge and social reality exist in any socialeqpbmenon regardless of the
researcher’'s awareness, but need to be discovesiedformed or re-structured through
human interaction (Bhaskar 1979). Critical realatgue that there are different kinds of
knowledge existing, independent of the researciveryarious overlapping social
contexts that endorse the positivist approach.idatitrealism also believes that
interaction of human actors is required to tramsfawr restructure that knowledge,
supporting an interpretive approach (Bhaskar 200B¢y accept that language is a tool
for understanding the world, but nonverbal aspettsow meaning is transformed are
also equally important for gaining knowledge (Sal@®2). These assumptions position
critical realism as standing in the middle of bptsitivist and interpretive perspectives.
Critical realist scholars advocate multiple reskarethods to triangulate the research

results.

Several IS scholars have encouraged adopting matritealist approach to study
complex information systems phenomenon (Dobson 2B@%croft and Trauth 2004;
Mingers 2004; Wynn Jr and Williams 2012). Howewey also suggest a cautious
approach because it is relatively a new approacimfarmation systems and limited
studies have provided guidance for conducting avaluating critical realist based

empirical studies.

2.2.3 Rationale of Choosing Interpretive Philosophical Aproach

This study adopts the epistemological assumptidnth® interpretive approach and
subjectively studies impact sourcing practiceshia gjlobal outsourcing industry. The
study involves understanding the impact sourcingnpimenon through organisational
and human aspects, which requires gaining knowletigeugh experience of the

organisational actors, such as company managers naadjinalised outsourcing

employees. The research aims to explore the phemmmén its natural setting

(Walsham 1995), which includes cultural and contakiaspects, to capture complex

dimensions of the outsourcing organisations praxgfionpact sourcing.
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An interpretive epistemological approach allowgaigteract with research participants
to account for multiple perspectives of social itgaMyers and Avison 2002), which

supports the in-depth knowledge creation required &n emerging research
phenomenon with limited theoretical understandifigus, the interpretive approach is
an appropriate philosophical worldview to examimgact sourcing, which is a recently
emerging research phenomenon.

The literature discusses some limitation of thernmtetive approach. These concerns
include restricting the researcher’s prior undewitag about the phenomenon, and the
risk of including researcher bias in subjective Whemlge building (Blaikie 2000;
Neuman 2014). Furthermore, two different reseagheray interpret the same
phenomenon differently, which raises the challeng@eneralisability in interpretive
research. However, IS scholars assert that intérpréndings can be transferred and
applied to other similar contexts (Klein and Myet999; Walsham 2006). An
explanation of how the credibility of interpretivesearch has been ensured in this

interpretive study is presented in the latter sestiof this chapter.

2.3Selection of a Research Approach

In social science research, three types of resegqploaches are adopted to investigate
the research problem: quantitative, qualitative amsled methods (Creswell 2014).
Initially, the quantitative and qualitative resdar@pproaches were considered as two
discrete approaches in social science research.rddent business and management
literature asserts that although these two appesaamply different perspectives to
investigate the research phenomenon, they shoutdbeoviewed as opposite or
dichotomies (Neuman 2014; Newman and Benz 1998hceélethe third research
approach, mixed methods, is a relatively new reseapproach that resides between the
guantitative and qualitative approaches (Cresw@l92. Quantitative, qualitative and
mixed methods approaches are also termed strategiggjuiry (Creswell 2009) in
business and management literature, and are réseaethodologies that provide
procedural directions in a research design (Mert&888). The selection of an
appropriate research approach to explore a resgarenomenon depends upon the
research question, nature of the research proladeailability of existing research, and

expected research outcome (Creswell 2014).
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2.3.1 Quantitative Research Approach

The quantitative research approach in social seienadopted from the natural sciences,
where it originally involved complex experimentsluding many variables to support
scientific enquiries (Creswell 2014). In social esuie, the quantitative research
approach involves statistical procedures in theestigation of social and human
problems, and is based on quantifying and valigatelationships between variables to
test theories (Neuman 2014). The quantitative aggdrcsearches for cause and effect
relationships in quantitative data. It adopts aud#ide approach for hypothesis testing
and relies on numerical evidence generated froatively large randomly chosen data
samples (Bryman and Bell 2015). This general pbpbscal view links the quantitative
research approach with objective ontological ansltjuist epistemological assumptions
(Creswell 2009; Maxwell 2013).

2.3.2 Qualitative Research Approach

The qualitative research approach enables the ridszato study social and cultural
aspects through the personal experiences of indisd (Bryman and Bell 2015;
Maxwell 2005). It is used to study complex resegrobblems that cannot be explored
in isolation from their human and social contextg€vell 2014). This approach can be
adopted in exploratory research when there iselitthown about the research
phenomenon (Denzin and Lincoln 2011). The qualatesearch approach allows the
researcher, through his or her interaction with risgearch context, to study multiple
participants’ perspectives and to interpret theoassed social meanings (Silverman
2006). It generates rich textual empirical datastpport theory building (Urquhart
2013). The qualitative research approach is tylyicasociated with a subjective and
interpretive world view of social reality (Cresw@l014; Silverman 2006). However, IS
scholars have also argued that a qualitative reseapproach can adopt any
philosophical assumptions, for example, positiveterpretive or critical realist,
depending upon researcher’s philosophical viewtp@ityers 2013; Myers and Avison
1997).

2.3.3 Mixed Methods Research Approach

Mixed methods is a research approach that comldlreephilosophy and methods of

both quantitative and qualitative research apprea¢reswell 2014). Scholars believe
that linking qualitative and quantitative reseam@pproaches allows researchers to
collect richer and stronger evidence to addressptmxresearch problems (Yin 2014).

The mixed methods research approach integratestajived and quantitative research
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approaches for theory building and theory testirggpectively, in a single project
(Creswell 2014; Miles and Huberman 1994). The slecof a mixed methods
approach depends upon the nature of research prabid researcher’'s own preference
(Bryman and Bell 2015). It is suggested to consicest, time, appropriateness and
practicality concerns in selecting a research agpgroto avoid poorly conducted
research. Bryman and Bell (2015) emphasise thag tiseno point in collecting a huge

amount of data just for the sake of satisfyingrthygh that more is better.

2.3.4 Rationale of Choosing Qualitative Research Approach

This research study employs a qualitative reseappinoach for three main reasons: first,
impact sourcing is an emerging research domainthadresearch problem that this
study seeks to explore is relatively under resestdfrlick 2014). The lack of existing
theoretical material related to managing institagiiochallenges and evaluating impact
of impact sourcing requires an exploratory qualitatesearch approach to generate the
empirical insights needed to satisfy the requireindoe to unknown variables, of
theory building before theory testing can take lg€Creswell 2014; Neuman 2014).
Second, the nature of the research problem reqairesiltiple perspectives enquiry at
individual, institutional and organisational levelsrough the in-depth experiences
(Easterby-Smith et al. 2012; Walsham 2006) of nmaigsed outsourcing employees
and their managers. Therefore, the qualitativearebeapproach is appropriate for this
study. Third, the study requires the exploratiomaafesearch problem in conjunction
with contextual detail (Maxwell 2013; Myers 2013) tinderstand the social and
cultural influences on impact sourcing. Table 5sprés a checklist summarising the

reasons for choosing a qualitative research apprizadhis thesis.

Page45 of 200



Chapter 2: Research Design
Table 5: Checklist for Qualitative Research Approab

Key Characteristics of Research Approach Adopted in this Study
Qualitative Research

Approach

Takes contextus In this research study, it is difficult to avoidcsal and
conditions into account.contextual influences because management and ass#ss
aspects of an impact sourcing initiative cannoekglored
in isolation from context.

The main researc Due totheemerging research domain, the research pro

objective is to lacks existing theoretical understanding and canet
empirically explore reduced to variables for theory testing. Hence, rifan

grounded theory, research objective is to generate theoretical inisig

instead of testing what
is already known.

Incorporating multiple | The research study takes into account the subgectiv

participants’ multiple perspectives of outsourcing employees [and
perspectives and managers at individual, organisational and ingthal
multiple level of levels of analysis.

design.

Reflexivity of the The study requires the researcher’'s presence il
researcher and the and constant interaction with research participamtgain
research in-depth theoretical insights about impact sourging

practices. For this study, the researcher’s suljgciand
reflection on the field work (interpretation) netdbe an
explicit part of the research and knowledge buddin
process.

Variety of approache | This study is not based on unified theored and
and methods for data | methodological concepts. It relies on rich empiriaad
collection. textual data gathered through multiple data cabect
methods, for example semi-structured interviewsmfro
employees, managers and executives, informal ohsen
and communication during fieldwork, and consultjng
archival documents and online resources.

Source: Adapted from Flick (2014).

2.4Selection of a Research Method

Research methods are established procedures usednthuct a research inquiry
(Bryman and Bell 2015). In social science, variogisearch methods — supported by
guantitative and qualitative research approachase-used to study research problems
(Blaikie 2000; Creswell 2014). Surveys and expernitaeare commonly used research

methods in the quantitative research approach.rfegusupports gathering quantitative
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information about trends, individual preferencegerds, expectations, attitudes and
opinions of a large population through random sampfor finding patterns in data
(Straub et al. 2004). A survey can be conductenltyin postal mail and email, websites,
over the phone, or in person. Experiments are ritiestigation of cause and effect to
determine if a specific hypothesis influences thsesved outcome (Creswell 2014).
Experiments take place in a more controlled envitent where the researcher can
manipulate the independent variable to measurelépendent variable (Benbasat et al.
1987).

In this section, | briefly discuss a few broad gatges of qualitative research methods
to justify the appropriateness of the research awktelected for this study. Narrative
research, ethnography, grounded theory, and casly stre frequently used research

methods in a qualitative research approach (Cré4®8B; Flick 2014).

Narrative research is a method used in qualitatesearch to study the lives of
individuals by listening to their various life sies. The information is interpreted and
then retold or narrated by the researcher to ptemeombined narrative view of the
data (Clandinin and Connelly 2000).

Ethnography is the study of culture or social ggumoted in the field of cultural
anthropology (Creswell 1998). In this approach, résearcher stays at the research site
over a prolonged period of time and embeds himétievathin the research context to
better achieve social and cultural insights in® phenomenon under study. The data is
primarily collected by the researcher’s observatiand interviews in a flexible process

of responding to the lived realities encounteredndufield work (Silverman 2011).

Grounded theory attempts to discover abstract yhebprocess and actions grounded
in a particular phenomenon or situation (Urquhd@13). Strauss and Corbin (1990)
explain grounded theory as ‘a qualitative reseangthod that uses systematic set of
procedures to develop an inductively derived gregntheory about a phenomenon’
(p.24). It involves multiple stages of data coliestwithout any preconceived concepts
to establish the interrelationship of different egiries containing information for
theory building (Charmaz 2014).

Case study is another commonly used research meithodualitative research
approaches (Stake 1995). A case study approacalsaie applied in quantitative and

mixed method research approaches. As Benbasat €987) explain, ‘a case study
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examines a phenomenon in its natural setting, eymgomultiple methods of data
collection to gather information from one or a fesmtities (people, group, or
organisations)’ (p.370). Case study is a methodnopirical inquiry that facilitates the
investigation of a contemporary phenomenon (egrogramme, an event, individuals,
actions) within its social context (Eisenhardt 198t 2014). It is a desirable research
method for an in-depth exploration of a complex i@ophenomenon when the
boundaries between the phenomenon and its contexta very clear (Yin 2014). It
relies on multiple sources of information collectesing multiple methods, for example,
interviews, observations, focus groups, audio-Visumaterial, or archival document
analysis (Creswell 1998). Single or multiple casslies can be used depending on the
requirements of the research problem (Stake 199%;2814). A single case study is
suitable for a revelatory/extreme/unique case (tiaedt and Graebner 2007; Yin 2014)
and is appropriate in a situation when very litHeoretical insight is available into the
phenomenon under study (Dyer and Wilkins 1991)cdntrast, a multiple case study
supports comparison between different cases foworyhebuilding, testing and

generalisation (Eisenhardt 1989).

2.4.1 Rationale of Choosing Case Study

This research adopts a single case study reseattiodhto explore the impact sourcing
phenomenon. Impact sourcing is a complex phenomdraxing both social and

business orientation but no clear boundaries, la@ettore cannot be studied in isolation
from the social context. The ‘how’ research quesiaefined in Chapter one also
support the appropriateness of a case study résesethod for this thesis (Yin 2014).
Table 6 presents a checklist summarising the eleamiyat support the rationale of
choosing a case study as a research method forsthdy, following from the

interpretive epistemological stance and qualitatese=arch approach (Walsham 1995).
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Table 6: Checklist of Choosing Case Study

Key Characteristics of Case
Studies

Research study in natui
setting.

Research Approach Adopted in this Study

The case study was conducted at three centre®
case study organisation in the US and Pakistan.

The

influences of social and cultural aspects were glso

considered.

Multiple means of dat
collection.

Primary data ‘ete collected through sel-structurec

interviews and observation. Additionally, websites

and archival documents were also consulted
collect secondary data.

Intensive study of the
complexity of unit.

This research studies the complex interaction
individuals, institutions and organisations in
impact sourcing practice.

Suitable for exploration and
knowledge building process.

The study attempts to explore the management|
assessment aspects of social and comme

orientation of impact sourcing to develop the aiit
theoretical understanding of this less researchedl a

Focus on contemporary events
no experimental control or
manipulation.

to

of
an

and
rcial

,The study is conducted inductively, where findings

are collected without experimental control. The m

ai

focus is to capture the phenomenon through what is

currently occurring, for example, assess

ing

capabilities of marginalised outsourcing employees

through their recent functional abilities.

The researcher’s integration
with derived results.

The research problem requires an inductive
interpretive approach, where the subjectivity aof
researcher is also involved.

Possibility to change case stud
site and data collection methog
as investigation proceeds.

and
th

yinitially, AlphaCorp’s offshore-outsourcing centres
sn Pakistan were the agreed case study sites in the

fieldwork plan. During fieldwork, the need
include a US perspective was realised to ge
holistic picture of the phenomenon. For exam
after its listing on the stock exchange during
fieldwork, how can the organisation manage ma
demand?

Useful in the study of ‘why’ and
‘how’ questions.

The research investigation focuses on processrr
than quantities, which is demonstrated by the ‘h
research questions stated in the introduction ehnay

Source: Adapted from Benbasat et al. (1987).
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2.5Pilot Study

At the time of starting this Ph.D. study in 2012e tmpact sourcing concept had been
recently introduced. Thus, limited studies wereilatsde to assist in understanding the
phenomenon. The need for a pilot study was recednis gain a better understanding
of the phenomenon and to identify the current neteassues. A pilot study was
conducted in August 2013 to test the research approresearch methods and data

collection tools.

A fundamental challenge was to locate impact sagrorganisations for the case study
as it was not clear how to recognise whether asoomting organisation can be
considered an impact sourcing organisation. | ket available academic literature
and practitioner reports to understand what typ& aind BPO organisations could be
considered as impact sourcing organisations. Asrsa $tep, | prepared a list of
outsourcing companies mentioned as impact soursérgice providers in research
reports, academic studies and online articles. ifit@l list included less than 15
companies, the majority of which were located ididn One reason for the impact
sourcing organisations list including a majoritylotlian IT and BPO centres may be
that the impact sourcing phenomenon was initiatpsidered as synonym for rural
outsourcing — widely practised in India (Lacityakt2012). After creating the initial list,

| started contacting these impact sourcing orgéiniss through emails to get access for
conducting the pilot study. Two companies resporatedi| purposefully selected Harva
for three reasons. First, | was more interestecexamining the impact sourcing
phenomenon in a commercial, completely for-profitsourcing arrangement, rather
than a social enterprise. Second, the organisatiaa a women-based rural BPO
operating at multiple locations; and | anticipateBitaining multiple-perspective
empirical data from different locations for the altd case study (main study)
following the pilot study. Third, | found it a urig case (Eisenhardt and Graebner 2007)
as the company hired rural women having high sclenal education and trained them
to perform BPO jobs. Many of them had never searoraputer before joining the

company.

The data was collected through semi-structuredvir@e's. Due to travel constraints, ten
interviews were conducted through Skype with outsiog employees, managers and
the CEO of the company. The interview questionseced company background, effect

on capabilities of rural women after getting thepopunity to work in an impact
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sourcing organisation, challenges and/or opporasibf operating in a rural area, and
the constraints of getting a job in an outsourcmganisation. Additionally, the
company website and press releases were also texhsld a secondary data source. |
used Sen’s capability approach as operationalisedRébeyns (2005) as a lens to
analyse the pilot project findings. Further disomssbout the Capability Approach and
reasons to use this concept are included in ChéipterThe pilot study supported the
appropriateness of the research design (intergret@search philosophy, qualitative
research approach, and case study research mddnathjs study. It identified social
norms, local context, institutional influence, acmmmercial and social orientation of
impact sourcing as key issues that could be exglioréhe main study. The pilot project
findings were summarised in an academic paper fprmbhich was submitted and
published in proceedings of the SIG GlobDev sixthual workshop, 2013 (Malik et al.
2013). The feedback received during the blind re\peocess was helpful to prepare for

the main study.

2.6Main Study
This section summarises the experience of obtaiacugss to conduct the main study,
strategy to select the case study organisation, adlection, data analysis, reflection on

the fieldwork experience, and evaluation of thelibiéity of the research study.

2.6.1 Getting Access for Fieldwork and Selection of the &e Study

As discussed in the pilot study section, my intemtivas to continue with the pilot
project case study organisation for the main stiy.physical presence at the case
study sites in India was necessary to collect tateonduct the main study; however,
due to political tension between Pakistan (theae$er's home country) and India, it
was realised that the visa application could takéorayer time to process. Using
professional connections with the outsourcing itgus Pakistan, | was successful in
gaining access to two outsourcing organisationstigiag impact sourcing. Both
organisations were revelatory/unique cases (Eisdhlaad Graebner 2007; Yin 2014).
One accessible option was a large US-based publedicompany (a private limited
company at the start of data collection) providifigsolutions and medical transcription
and billing services to the healthcare IT industrythe US through its two offshore-
outsourcing centres in Pakistan. AlphaCorp (a psey) established its first offshore-
outsourcing centre in the capital of Pakistannslbad, with 35-40 employees in 2002.

The company grew and now more than 1000 employeewarking in the US and two
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offshore-outsourcing centres in Pakistan. In 208RhaCorp established a backup
offshore-outsourcing centre in a remote, mountanaistrict of the Azad Jammu and
Kashmir (AJK) state of Pakistan. Along with busimesbjectives, some social
objectives were in play behind this location demisto operate in a small district of
AJK. In 2005, a deadly earthquake had destroyedhfr@structure and socio-economic
condition of that district (Planning and Developmé&epartment - AJK 2013). The

natural disaster resulted in thousands of caussaliéind injuries. A massive human
migration toward nearby metropolitan cities resiilt€he social objective of operating
in that small district of AJK was to contribute gocio-economic activity in the region
by creating employment opportunities for educatedtly, particularly females who had
few employment options and constrained by localseovative norms (Rehman and
Azam Roomi 2012). The social and commercial origotaof the AJK centre of

AlphaCorp made it as an impact sourcing centre. @b&ils of AlphaCorp are

summarized in Table 7.

Table 7: AlphaCorp’s Organisational Detail

AlphaCorp

Locations US (2002)
Islamabad, Pakistan (2002)
AJK, Pakistan (2009)

Total number of employees More than 1000

Number of employees in Around 200

AJK centre

Outsourcing services IT outsourcing services: wabel,
desktop, and mobile based healthcare
solutions
BPO services: Transcription and medical
billing

Revenue 32.5 Million USD

No of clients 930 medical practices covering 4@estéan
the US

Legal status Listed on NASDAQ stock exchange

Again, | purposefully chose (Cassell and Symon 208ghaCorp for the main study.
AlphaCorp is a commercial for-profit organisatidrat could allow examination of the
competing components of social and commercial dycgnof impact sourcing.
Compared to the other available case study opitiasa large outsourcing organisation

and | could get enriched theoretical insights isiagle case study by gathering a
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sufficiently large amount of data to capture mudtiperspectives of various research
participants according to the study needs. The adjpgral model of AlphaCorp is
depicted in Figure 3.

Pakistan
AlphaCorp Offshore-outsourcing

l J

USA

| AlphaCorp - USA | AlphaCorp - Islamabad I | AlphaCorp - AJK |
Sales & Marketing IT Outsourcing Medical Billing
T - Face to Face Services and Services
Client's Dealing Medical Billing

Services

Received Manual
claims from some
clients

L]

USA Healthcare Market

AlphaCorp's Clients

NE
| e
] [ ] EHR
T e
. . |:| EHR

Figure 3: Business Model of AlphaCorp

AlphaCorp practised its impact sourcing initiat&eone location (AJK centre), which
could facilitate studying the local contextual andtural transformation in detail while
assessing the impact on marginalised outsourcirgagmes. Similarly, the existence of
various organisational actors (employees, managdagher managers, clients) at
multiple locations could highlight interesting patis and dynamic relationships in

empirical data.

2.6.2 Data Collection

The primary data was collected during seven moothBeldwork in Pakistan from

September 2013 to March 2014 and a subsequentviefdvisit to the US in August

2014. Primary data was collected through semi-girad interviews, researcher

observation and field notes written up after infalnsonversations with employees.
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Additionally, secondary data was collected througbnsulting the website and
publically available documents. In the initial datallection plan, AlphaCorp’s AJK
centre was the main focus of the study. Howeverjndufieldwork — as the data
collection proceeded — it was decided to gathea €fam all three centres to obtain a

holistic understanding of the case study.

2.6.2.1Interviews

Semi-structured interviews were the main tool usedollect primary data. During
fieldwork in Pakistan, | travelled to the Islamabadd AJK offshore-outsourcing
centres to conduct interviews. The review of therditure and findings of the pilot
project helped in preparing a basic interview guidekick off the interviews. The
interview guide was used to initiate the intervieavel to make sure that all important
areas related to the case study were explored.iffieeview guide is included in
appendix 3. The interviews were highly flexible aedpondents were given freedom to
express their opinions. Most of the questions wemerated by interviewees’ responses,
which further facilitated probing the research peob inductively. | interviewed
employees from different hierarchy levels to captomultiple perspectives for the case
study. Thus, the nature of questions asked wasrdiit for different interviewees. For
example, interviews taken from outsourcing emplsy@e AJK (billing executives,
backup team leaders, team leaders) captured thgierience of working in an
outsourcing organisation and how this related ®adkternal institutional environment
and community norms. Middle level managers wereedgk explain their respective
departments’ actions and procedures with respaatpact sourcing initiatives and how
they managed the impact sourcing initiative by beilag social and commercial
orientations. They were asked to discuss the oppitiegs and challenges of
implementing this dual-objective outsourcing preetiMoreover, | was interested to
know their views about the possible outcomes & ittipact sourcing initiative in terms
of impact on marginalised outsourcing employeese Tiigher management were
interviewed to discover the motivation behind timiative, future vision, clients’ and
shareholders’ reactions concerning the social b of AlphaCorp, and market

opportunities and challenges related to managiegntipact sourcing practice.

The length of the interviews depended upon thelaidity of time and nature of the
interviewees, and thus varied greatly. A few resjgmts were quite introvert and did
not like to give detailed answers, in such casesiriterviews were short. Similarly, a

few respondents were extrovert; they liked to egpréheir views in detail, which
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resulted in long interviews of up to a maximum didurs. In addition, some employees
were very busy and could not manage an interviewmeofe than half an hour.

Nevertheless, the average length of the intervisas around one hour.

| continued the fieldwork and conducted interviewvdil the data saturation level was
reached, when respondents started repeating the isdionmation (Creswell 2014). In
total, 78 interviews were conducted for this studly:interviews in the AJK centre (the
primary fieldwork site), 25 in the Islamabad centaad six in the US centre. Two
further interviews were conducted with a governnteptICT management official and
an ICT educational consultant in Rawalpindi and Mfferabad (Capital of AJK) to
obtain insights about government ICT and educapaarities. The majority of the
interviews (68) were face-to-face, however, audid aisual ICT technologies (video
conferencing, audio conferencing, and telephonegweed to conduct ten interviews,
which had been scheduled when | was not locatdteagame centre where interviewees
were available for interviews. The respondents wgiven the option to speak in a
language of their own preference. Except for thigerviewees in Pakistan, they
preferred to give the interviews in Urdu (the na#ib language of Pakistan). The
interviews were audio recorded where permission grasted; otherwise, interview

notes were taken. Detail of the interviews is sumised in Table 8.
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Table 8: Interviews Detail

Interviewee Detall Mode of Interview Number of

Conduction Respondents

Interviews Conducted at AJK Centre
Female outsourcing employees Face-to-face: 20 26
(billing executives, backup team Video Conferencing: 2
leaders, team leaders and network | Audio conferencing: 4
assistant)
Male outsourcing employees (billit | Faceto-face: 11 14
executives, team leaders, backup teafrudio conferencing:3
leaders, database administrator,
network administrator)
Middle level managers (HR at Faceto-face: 5 5
administration manager, assistant HR
manager, manager operations,
Assistant manager operations)

Total number of employees interviewed 45
Interviews Conducted at Islamabad Centre

Female outsourcing employe: All interviews were 4

previously worked in AJK centre conducted face-to-face

Middle level managers (assistant 16

managers and managers of
administration, HR, training,
compliance, IT, information security
operations sales and marketing,
finance and legal departments)
Higher level managers (chief 5
operating officer, senior manager
administration, senior manager
operations, senior project manager,
senior manager compliance/company
spokesperson)
Total number of employees interviewed 25
Interviews Conducted at the US Centre
Middle level managers (manager Face-to-face: 3 3
financial planning and business
analysis, process analysts)
Higher level managers (president, vidéace-to-face: 2 3
president, general manager) Telephonic interview: 1
Total number of employees interviewed 6
Additional Interviews
Public sector ICT officie Faceto-face af 1
Muzaffarabad, AJK
ICT educationist and consult Face-to-face at Rawalpinc | 1
Total number of participants interviewed for theeatudy 78
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2.6.2.20bservation, Informal Conversation and Field Notes

The observations provided additional evidence tppett the interview findings. In
gualitative research, the role of researcher cbeldas complete participant or outside
observer (Mason 2002). As a complete participang tesearcher is part of the
phenomenon under study, whereas in the case ahplete observer, the researcher has
no influence on the research setting. My role essaarcher was as an outside observer,
as | did not play any part to influence the orgatimal setting. However, my
understanding of the local culture and languag@dteime to observe the patterns in
detail. During a longer fieldwork stay, | informalcommunicated with employees in
the AJK and Islamabad centres, especially femalsooucing employees. | developed
good friendly relations with many of them and hadcdssions about local culture,
norms and work practices during lunch and tea Isrebksed to stay in the centre all
day and observe their working environment and hoey wworked in teams. Along with
the interview data, | collected reasonably richights in my research diary, which
helped me better to understand different causestiadts, institutional influences and

participants’ reactions.

2.6.2.3Secondary Data

In addition to the data collection techniques désck above, | also consulted the
publically available secondary data related to Alpbrp (Bryman and Bell 2015). The
purpose was to enhance the credibility of the pryntkata by collecting more evidence
to cross-check. To collect the secondary data, emynwebsite, registration forms and
company reports available on the NASDAQ stock ergka and company press
releases were considered. | also carefully listeioethe video clips available on the
internet related to AlphaCorp’s information and amerview with a senior executive of

AlphaCorp broadcast on a television channel.

2.6.3 Field Work Experience: Personal Reflection

After getting the access approval from AlphaCorp athical approval to conduct the
case study from Manchester Business School, | ltezi/éo Pakistan for data collection.

| was instructed to get in touch with one managéro( was also doing a Ph.D.). She
briefed me about company policies and procedures.dgbided me about the company
hierarchy — whom to contact from different depamitsefor approvals and to seek
assistance for my fieldwork. | wrote an email tanpany managers in Pakistan to
introduce myself and the research study. Latera$ wmvited for a formal orientation

with the HR department. During first meeting witietHR department, | was formally
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briefed about AlphaCorp in a presentation. | wdeeddo fill out a variety of forms for

administrative requirements and also to sign alledgfdavit for maintaining the

confidentiality of healthcare data. They told meattiphotography was not allowed
within the premises of the organisation. | was nexglito obtain special permission if |
wanted to use a USB device, mobile, or laptop wittiie company. | respected the
organisation’s regulations and did not take anyt@im@ph inside the company.
However, | needed my digital recorder, laptop anubibe phone so | submitted the
special request forms. After ensuring that my caiady was related to the employees,
rather than clients and healthcare informationy thidbowed me to use these electronic

devices for research purposes only.

Once | was granted permission to work as a reseamithin AlphaCorp Pakistan’s
centres, | received notification from the HR depemt that | should conduct my case
study while staying in the Islamabad centre. Thghéi management in Pakistan had
concerns related to a female researcher travedimd) lodging in the small district of
AJK, where AJK centre was operational. | informbdrh about the importance of my
presence in AJK centre. They suggested that agdKecentre is connected with the
Islamabad centre through a well-established videderencing link, | could interview
as many of the employees from the AJK centre aanted through video conferencing
from the Islamabad centre. They believed that & e organisation’s responsibility to
make sure that my stay would be safe. AlphaCorphaltlits image as an organisation
that is sensitive to the local culture. It has gdiracceptability/popularity in the area
because of its caring and respectable attitudertb¥eanale employees. And they were
very concerned to maintain that image. For exampldalked to the HR and
administration manager of the AJK centre by phomeadiscuss my data collection
objectives and plan to visit the AJK centre and atieised me to wear Pakistani dress
during that visit. The AJK centre was 3—4 hours{Zm) driving distance away from
Islamabad. I could not commute daily from Islamabad local hotels were not of an
appropriate standard for a young woman to stayeal®he public transport system was
not reliable to commute within the town, especidtly an outsider, who may not be

aware of alternative transport routes and options.

Thus, AlphaCorp’s senior management in Pakistan tesgrvations over my AJK
centre visits, considering it inappropriately ‘réiiidor me as a female researcher. This
was a major constraint, as my case study was phkatig focused on the impact

sourcing initiative being practised at the AJK cent felt that remote interviews could
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not be sufficient to capture the local context aottural perspective. | had conducted
Skype interviews for pilot project and realisedtttige participants (particularly female
outsourcing employees) were not very open and cdaifle sharing their personal
experiences with someone, whom they had never ersppally, through a computer
screen. | therefore negotiated my point of view aesearch need in a face-to-face
meeting with higher executives in Pakistan. Finalhey agreed to my actual presence
in the AJK centre and made all transportation armbamodation arrangements. Every
week, one higher management official visited AJKitoe for two to three days as a
routine management visit. The week any one of then@n higher executive visited
AJK centre, | was invited to accompany them. Wedlad in a company vehicle and
stayed in a small company guest house locatedeogrtiund floor of the same building
used for the outsourcing operation. | found thimagement not only convenient but
also informative for my case study. The journeywsen Islamabad and AJK centres
was not smooth because of the hilly location. | hddquate time to talk informally to
women senior executives during travel and overelisims we stayed in the same guest
house. | discussed various topics, specificallyjuaBdphaCorp, and these conversations
informed my understanding of the case study andeweelpful to shape my
investigation. | talked about local cultural issugl®bal outsourcing market challenges
and requirements, quality concerns of outsourciexyises, quality control, resource
challenges, different local constraints and orgatiosal strategies to deal with them,
availability of human resource, accessing the riglthan resources, training challenges

and strategies etc.

During my stay at the AJK centre, | spent time wimale outsourcing employees in
the outsourcing centre located on the first ands@dloors of the same building in
which | stayed. | interviewed female outsourcingpéoyees and observed their daily
activities and the office culture. Although theynked very hard in teams, helping each
other, they also listened to the latest music, withir collective requests playing
through small speakers fixed on the office wallslike the Islamabad centre — where
there were four times the number of employees spaeaong various departments — all
the AJK centre’s shift employees were closely cates with each other and interacted
extensively during work breaks. | found them frigndhospitable and humble. Almost
every girl | interviewed invited me to visit herre, which | could not accept because
it became dark and cold soon after their officeredmy field work in the AJK centre

was mostly conducted in the winter, November to r&aty). | found them very
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passionate and ambitious to achieve higher educdtiterestingly, during interviews |

was often myself briefly interviewed by many youegearch participants, who wanted
to know how to apply for study abroad and differeuatys to find scholarships. They
shared their future plans and career growth aspist To my surprise, they were well

aware of the market demand and continuously trierighprove their skills.

In my last tour to the AJK centre, | requestedtry donger than usual to complete my
fieldwork, as the women senior executives did rtay snmore than three days. The
management asked me to bring my mother or an slgr who could accompany my
stay in the company guest house, which reflectedcttimpany’s protective culture for

girls.

Although female outsourcing employees in the AJKteewere my major focus in this
case study, | decided to undertake a few intervieitls male outsourcing employees of
the AJK centre to incorporate their perspectivethin case study and corroborate the
findings related to local cultural and communityms. Arranging interviews with male
outsourcing employees was not easy. First, malgoouting employees worked on the
evening and night shifts. Second, not a single femarked during these shifts and it
would become socially awkward if | stayed in théicgf late. The company therefore
arranged the male outsourcing employees’ intervieady in the evening as soon as
their shift started at 4pm. The female senior efteeuwho accompanied me on the
tour) stayed in the office while | conducted th&emiews. The evening and night shift
swap each month, so | conducted the interviews witiployees from the next shift
during my subsequent tour the following month, whiee previous night shift team
were working on the evening shift (4pm-midnightjal$éo conducted two interviews
with male outsourcing employees early in the marnfliam) before the night shift
ended, as the female senior manager HR and adraiiost supported me and reached

the office early to accompany me.

During interviews with male outsourcing employeéggealised that a few recently
employed participants were not very comfortabléitg to me. They were shy and
reluctant to answer my questions, either due to theoverted nature or the influence
of the culture of gender segregation in that comiyunvhich prevented them from
freely communicating with an unfamiliar female ras#er. Mostly, they just nodded
their heads and gave very short answers and | cooldprolong those interviews
because they were not very expressive in commungicdeir views. Following the
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first two or three interviews with male outsourciegnployee who had just joined
AlphaCorp and were in training, | specifically adkthe operations manager (male
shifts) — who was arranging male outsourcing emg@asyinterviews — if he could
arrange interviews with some of the more vocal extlovert member of the team so
that | could conduct detailed interviews. In suhsag interviews, | noticed that senior
outsourcing employees, backup team leaders, teadede and managers were more
confident. They answered the interview questionsdetail and became actively

involved in discussions.

Due to the small number of employees working inAl& centre, with only one major

operations department and relatively few netwottR,(administration, and database
employees), almost all employees working togetheraoshift are closely connected
with each other, like a family. | had a differenperience in the Islamabad centre. It
was a big corporate office with many departmentd arore than 800 employees
working in various departments. In the Islamabadtree | interviewed managers of
various departments in the conference room. Thepeos maintained a similar three
shift system in the operations department in Islzada one female morning shift and
two later shifts of male outsourcing employees. Eaer, unlike the AJK centre, a large
number of male employees were also working dureguiar office hours (8am to 4pm)

in different departments.

| did not interview female outsourcing employeegha Islamabad centre, except four
girls who were transferred from the AJK centre doigoersonal reasons. However, |
spent one month in the operations department penfigr observation with the female
shift. | asked the HR department if they could gime some space in the operations
department where | could work, and they assignedandesk space in the operations
department. | went to the office regularly from 8am4pm, sat beside the female
outsourcing employees (around 80), brought my [agfior which | was granted special
permission, as described above) and transcribedhtayiews. | made many friends;
we had tea and lunch breaks together (the compemyided these meals) and they
shared their experiences. Unlike the AJK centreger@tthe whole shift of employees
was closely bonded, | observed that employees dtaggether in small groups of

friends sharing common interests.

| observed that the overall organisational cultafe AlphaCorp supports female
empowerment. For example, the company encouragedeibale employees in the
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Islamabad centre to learn to drive, even arran@jiag driving lessons and assisting
them to obtain a driving licence. The higher manageld us that their next objective is
to teach driving to the female outsourcing emplgyeé the AJK centre. They were
waiting for an appropriate time as they were gridgusransforming the local

community’s perception about women’s empowermentthe typical mind-set related

to women'’s roles.

One day, | was busy doing my work in the Islamabetre the fire alarm sounded. The
employees sitting nearby informed me that it wasira drill (I was not on the
company’s mailing list so did not receive the erabbut the drill). All employees
immediately evacuated the building through firet®xnd gathered in the open area
outside the building. They lit a fire with a few alnobjects and asked employees to
volunteer to practise the use of a fire extinguisfiehe purpose was to give them
training on how to use a fire extinguisher to coh& small fire before the fire brigade
vehicles arrive. The senior administration managelong with the fire drill training
team — asked girls to come forward and learn hoepterate the fire extinguisher. Girls
were frightened, including me. Interestingly, hartgd giving us a lecture: ‘what if
there will be some fire accidently start in youpdgment and you become stranded?
Would you wait for any man to come and rescue yeiore the fire brigade arrives?
Everyone will rush to save his/her own life. To@msyour personal safety, you have to
know how to operate fire extinguisher placed onryoearest wall to control the small
scale fire before it becomes disastrous.’” Fronthake experiences, | realised that the
overall impact sourcing initiative in the AJK cemtis derived from the general

organisational attitude and culture of women’s ewgonent within AlphaCorp.

2.6.4 Data Storage and Organisation

All audio files from the interviews were transfedro the laptop as soon as they were
completed. A backup on an external hard disk was ajaintained. Interviews were
transcribed and translated in parallel and Microsaird files were stored in different
folders. The field notes specific to any particulaerview were typed within the same
files, with separate headings to organise the agliemformation together. All electronic
data was properly arranged in folders, which, afegurning from fieldwork, were
immediately transferred to University of Manchestecure data storage assigned to the
student. All data was collected with the conserthefparticipants and strictly following
the University of Manchester code of ethics. Thenes of research participants and

case study organisation were anonymised to ensufedentiality of the information.
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2.6.5 Data Analysis

Data analysis is a process of going deeper intatitkerstanding of data to make sense
out of it (Creswell 2009; Miles and Huberman 1994)a qualitative research approach,
data analysis is an ongoing process conducted camtly with data collection. It
involves continual reflection on the data to asélwtical questions, interpretation of the
findings and writing notes throughout the studyly@&man 2006). This study used
NVivo software to facilitate organisation and prsesieg of rich qualitative data (Kelle
and Bird 1995). However, as with other computeredidsoftware, analysis and
interpretation of the organised textual data reglithe researcher to have data analysis
skills (Sinkovics and Alfoldi 2012).

In this study, the data analysis process can b@&eativinto three concurrent and
interrelated stages. These three stages were mtinatively structured as each

subsequent stage did not require completion optheious stage.

Stage 1: Organising data into broad categoriesAs mentioned earlier, the data
analysis process started in parallel with dataectibn after initial interviews. The
initial step in the data analysis process was toicgire raw textual data into
organisational categories, which are broad areaisswes that the research was
anticipated to explore before data collection (Mak&005). Interview transcripts were
read line by line to understand the informationhgatd (Silverman 2006). The
interview recordings were listened to repeatedlyntike sure that the original meaning
of the data was captured. Meanwhile, memos werttenrio record ‘what you see or
hear in your data, and develop tentative ideas tabategories and relationships’
(Maxwell 2005, p.96). In this case study, threeaoigational categories were identified
from the data for further analysis. The first catggis data that relates to AlphaCorp’s
management of the social and commercial orientatioimpact sourcing; second are
the findings that describe the detail of the looadtitutional context and relate to
AlphaCorp’s strategy to implement the impact sauydnitiative; and third, data on the
effect of the impact sourcing initiative on mardisad outsourcing employees. In
summary, the data analysis involved organisationaltjtutional and individual levels
of analysis of an impact sourcing case study. Theganisational categories were
individually analysed and discussed in three irdlially readable articles, which are

included in subsequent chapters of this thesis.
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Stage 2: Template analysis:This study adopts template analysis for coding the
gualitative data (King 2004). Template analysisigata analysis technique based on
producing a list of codes to represent themesxtué data. It starts with some a priori
codes, which will be subsequently modified as tksearcher reads through and
interprets text (King 2012). Coding is a proces§ratture’ (Strauss 1987, p. 29) of the
data to organise it in appropriate categories fomgarison of information and
development of theoretical concepts for theory ding (Maxwell 2013). Template
analysis fits well with the interpretive epistemmiltal approach adopted in this research.
It is highly flexible and iterative and allows thesearcher to tailor it to fit with any
research circumstances through the continuous matidn, addition and deletion of
codes (King 2004). Template analysis is suitable siudies incorporating multiple
perspectives of different groups within the orgatien (King 2004), which is
appropriate for this case study as it seeks to @ammpact sourcing from multiple

perspectives.

For the three organisational categories identifiestage 1, the template analysis started
with three initial templates containing a few pefided codes to guide the analysis
process. The interview guide was the starting poinconstructing the initial templates,
which were then developed based on the acaderaratlire, researcher’s experience,
and informal evidence from the pilot and other tedflastudies (King 2012). In addition,
based on the fieldwork experience, small sub-s¢heftranscripts and field notes were
also referred to in developing the initial temp$atén the NVivo software, nodes and
sub-nodes were created representing the code® imitial template. All textual data
(transcripts, fieldwork notes) was imported into [¥ivo projects file and read line-
by—line, based on which the text portion was drddmethe relevant nodes. New nodes
were added and previous ones deleted or updatéikadata analysis proceeded. The
whole process was performed twice to ensure alveglt text was coded. In parallel to
the computer assisted data analysis, the reseaodminued informal reading and
thinking about transcripts, secondary data and fadservations to create further codes
and apply them to the data (Maxwell 2005). Eleatranemos were created to record
narrative structures and contextual relationshighsniified as a result of informal

thinking and reading during the data analysis psce

Stage 3: Identifying empirical themes and abstractig the theoretical concepts:
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The last stage of data analysis involved extens@ération between the sorted data and
existing literature to identify empirical themesdaabstract them into more general
theoretical themes or concepts (Eisenhardt andb@exe2007). The related codes were
aggregated to create empirical themes that wesedlto data. For theory building from

gualitative data, an additional layer of analysiaswadded to go beyond themes
identification, abstracting the empirical themet® itheoretical concepts (Langley 1999;
Miles and Huberman 1994). In doing so, the reseaighnterpretations and insights

recorded in associated memos and prior literatetedaas a guide to abstract the
empirical themes for theory building (Eisenhardd &raebner 2007; Silverman 2006).

The detailed data analysis specific to all threta a@mganisation categories of this case

study, identified earlier, is presented in eacltlrincluded in respective chapters.

2.6.6 Evaluation of the Research Study’s Reliability

This section discusses the assessment measuresousedure the credibility of the
research study. Different approaches are usedstsashe quality of research, based on
the philosophical worldview and nature of the reskeatudy. Many scholars contest the
conventional research quality criteria of validitgliability and generalisability and
have proposed modified criteria for judging quaivta studies (Gaskell and Bauer 2000;
Walsham 1993). Klein and Myers (1999) present kGatdor judging qualitative,
interpretive and case research in information systevhich | follow here to assess the

guality of this interpretive in-depth case study.

Klein and Myers (1999) proposed a set of princidigs conducting and evaluating
interpretive field studies. The first is ‘the fumdantal principle of the hermeneutic
circle’ (p.71), which emphasises human understandoi the whole complex
phenomenon through the meaning of its small pants their interrelationships. As
Klein and Myers (1999) explain, the ‘part’ may lhee tresearcher’s and participants’
preliminary understandings, and the ‘whole’ woutthe shared meaning that emerged
from the interaction. In this study, | accumulatevidence of participants’
understanding of different issues by collecting ¥feavs of outsourcing employees and
managers belonging to different hierarchal levekhgee locations, and then interpreted

the findings to obtain an understanding of the whgiienomenon.

The principle of contextualisation is the secondnednt that requires interpretive
research to seek meaning from the context (Kleid Blyers 1999). This in-depth
research takes into account social and institutiaspects to study the research problem.
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The research phenomenon was set in its social restidutional context to understand
the contextual background of the current situatiimm, example, the normative and
social aspects of the local community and its i@ship with the impact sourcing
practice of AlphaCorp.

A third principle is related to the interaction Wween the researcher and the research
participants, which requires an explanation of hdata was socially constructed
through interaction between researcher and reseaacticipants (Klein and Myers
1999). Although data was collected by an outsideaecher, there was close interaction
between researcher and research participants dexiegsive fieldwork in Pakistan, as
discussed earlier. In the empirical findings, maeldence is presented to show how the
researcher questioned her own assumptions andateer with research participants to
ask their views. The data gathered through multgderrces, such as interviews,
observations and informal conversations with redeaparticipants, facilitates

triangulation of the empirical findings.

Fourth, the principles of abstraction and geneatib® emphasis that an interpretive
research study should generate theoretical abisimaad generalisation to contribute to
the literature, so that readers can follow thegints (Klein and Myers 1999). A single

case study allows in-depth exploration of the rese@henomenon and helps to build
theory for an under-researched area (Dyer and W¢ilkB91). This study uses the theory
of institutional logics and Sen’s capability franmWw as theoretical lenses to analyse
the empirical findings and further help to abstrdese empirical findings to generate

theory. The study’s theoretical contributions aisedssed in detail in Chapter six.

Dialogical reasoning is a fifth, principle, and popts the sensitivity of interpretive
research toward the possible contradiction of thical preconceptions during the
research design process and actual research owgc@dlein and Myers 1999).
According to Klein and Myers (1999), this princigke not applied in all interpretive
research. This study started with a pilot projedijch helped to shape the theoretical
preconceptions for the detailed study. The pilobjgmt findings were discussed
according to Sen’s capability approach. Howevewast anticipated to be insufficient
for the detailed study to explain many aspecthefresearch. The data collection was
exploratory and open to surprising findings. Fumthere, after gathering the empirical
data, it was decided to draw on the theory of tatinal logics (Thornton et al. 2012)
as this spoke to the findings.

Page66 of 200



Chapter 2: Research Design

Another necessary principle to ensure the cretibdf an interpretive case study is
incorporating multiple interpretations among paptiaits (Klein and Myers 1999). This
study takes into account multiple interpretatiohshe findings from different research
participants. For example, this study presents irigsl related to the effect on
outsourcing employees of working in impact sourainganisations. It incorporates the
views of outsourcing employees at the AJK centrieldia level managers at the AJK
and Islamabad centres and higher level executivébealslamabad and US centres.
Thus, the empirical findings provided multiple raives and stories to unpack the
research phenomenon through the multiple persmectiof different research

participants.

Finally, the principle of suspicion requires semgi to potential biases and distortions
in the empirical data (Klein and Myers 1999). Makw2005) highlights two possible

threats related to individual bias that may infloernthe validity of qualitative research.
First, selection of empirical data that fits theseaarcher’'s theoretical preconceptions,
and second, selection of data that ‘stand outh® researcher (Miles and Huberman
1994, p. 263). To avoid such bias and distortionthiem data, various strategies were
followed. First, data was collected through diffgréechniques, such as interviews,
fieldwork observation and informal communicatiortiwiesearch participants. Second,
secondary data sources were also consulted fogtriation, such as websites, archival
and online documents, press releases, disclosysertse and internal company
documents. Third, the data collection was carriatl @ver a long duration of seven
months, which gave enough time to analyse thergslin parallel and reconfirm any
ambiguous or biased finding from other respondefitsally, the empirical findings

were presented in different seminars, workshops @derences to invite feedback
from people who were not involved in the researtidys whether in the role of

researcher, supervisor or research participant.

2. 7Summary

This chapter has presented a simplified accounthef lengthy research process |
followed during this research study. It also inéadhe justification of my decisions to
select particular research design components. is thapter, | discussed the
philosophical approach and provided the rationale the interpretive world view
assumptions informing the study. It contains ausson about the research approach

and how the chosen qualitative approach is ap@tepto explore the research questions.
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Details of research methods, data collection, aah @nalysis are also presented. |
shared personal fieldwork experiences as a refleatin my fieldwork insights. An
evaluation of the research design was includetieaehd of the chapter. A summary of

the research design is presented in Table 9.

Table 9: Summary of the Research Design

Research Design Selected Approach

Philosophica| Ontology Subjective
approach Epistemology| Interpretive approach
Research approach Qualitative approach
Research methods Case study
Data collection tools Interviews and field studysetvation
Data analys Thematic template analy:
Data analysis to NVivo 10
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Chapter 3: Interplay of Competing Institutional Logics: The

Case of Impact Sourcing

Abstract

This paper explores the management of competinglsoesponsibility and market

logics of social and economic value creation thal/ rhe part of the impact sourcing
practice of the global outsourcing industry. Impsatircing is an emerging trend in the
global outsourcing industry, contributing to thecisb welfare of marginalised people
through providing outsourcing employment opportiesit The social and commercial
orientation of impact sourcing helps in understagdhe competing institutional logics

of hybrid organisations in the global outsourcingustry.

Drawing on the theory of institutional logics, wengloy an interpretive single case
study of a US-based outsourcing organisation, Algrp, practising impact sourcing in
Pakistan. This study challenges the assumption$ thasourcing organisations
practising impact sourcing are unitary and thatsemisus exists amongst organisational
actors to support the social and economic valuatiore objectives. Instead, we argue
that such hybrids are pluralistic and, in casesrelmitsourcing organisational actors
are located within multiple institutional contextsompeting interests determine the
respective priority given to the social respongipibnd market logics. The findings
show how outsourcing organisations practising impsaurcing adopt a collective
response strategy to satisfy the multiple demarfdsompeting institutional logics.
Additionally, the study highlights that competingsiitutional logics of impact sourcing
may have, at the same time, compatible and coinjjiccomponents, and both need
careful management. The paper also contributekeanistitutional logics literature by
illustrating how competing institutional logics magt be uniform across sub-units of
the hybrid organisation. The study identifies emetaof competing institutional logics

where these logics compete at different intensé@sss the whole organisation.
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3.1lIntroduction

In this paper, we explore how competing institusiblogics of impact sourcing, those
of social responsibility and the market, can be agaa by for-profit outsourcing
organisations. Outsourcing is a process of sendiramd business processing jobs to be
undertaken outside the organisation by outsoursergice providers to reduce cost and
to increase work efficiency (Lacity et al. 2009)heT corporate social responsibility
(CSR) discourse of creating social and economigev@Emerson et al. 1999; Porter and
Kramer 2011) has been gaining acceptance, bothcadesmic research and in the
practice of global outsourcing (Babin 2011; Heflapd Babin 2013; Madon and
Sharanappa 2013). Impact sourcing is an emergingnghenon in the global
outsourcing industry aligned with the CSR discowe&reating social and economic
value (Malik et al. 2013; Monitor 2011; Sandeepaét 2013). It is a practice of
providing IT and business process outsourcing jobsarginalised people living in
regions of lowest employment opportunity in ordercontribute in improving their
livelihoods (Heeks and Arun 2010; Monitor 2011).

The phenomenon of impact sourcing is at an eadgestvithin academic research. A
few studies have focused on assessing the socgalications of impact sourcing,
highlighting the positive impacts on the marginatisoutsourcing employees (Lacity et
al. 2014; Madon and Sharanappa 2013; Malik et @L32 Others have attempted to
examine how outsourcing organisations and clierdeage the commercial orientation
of impact sourcing (Lacity et al. 2012). Noneths]escholars have also identified the
existence of tensions due to the paradoxical s@ridl commercial orientations of the
impact sourcing (Sandeep and Ravishankar 2015).t®tlee nascent stage of current
research, theoretical and empirical understandatgsit the management of the social
and commercial orientations of impact sourcing laréted. The only available study
focuses on impression management strategy and sisggeintaining different images
of the outsourcing organisation to satisfy the totifig social responsibility and market
demands of different organisational actors (Sandseg. 2013). However, we argue
that management of the social and commercial @iems of impact sourcing requires
more than satisfying different organisational astoy building multiple images. Hence,
we acknowledge the need for an exploratory studyntwestigate the interplay and

management strategy of competing institutionaldsgi
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In this paper, we draw on prior literature of ihgional logics and hybrid organisation
(Battilana and Dorado 2010; Pache and Santos 201&yplore how competing social
responsibility and market logics influence impacursing. Hybrid organisations

‘incorporate elements from different institutionkmlgics’ (Pache and Santos 2013,
p.972); for example, biotechnology companies inoaafe science and market logics
(Powell and Sandholtz 2012). Thus, we can relatd thutsourcing organisations
practising impact sourcing incorporate social resjulity and market logics in their

interactions with hybrid organisations. This papéns to examine how outsourcing
organisations practising impact sourcing can maramapeting social responsibility

and market logics. The management of competingutisnal logics is a relatively new

research area in institutional studies (Battiland Borado 2010; Lounsbury 2007). To
enrich theory and enable further generalisatiothefresults, institutional scholars have
also identified the need for further research ompeting institutional logics of hybrid

organisations in various research contexts (Batiland Dorado 2010; Battilana et al.
2014; Pache and Santos 2013).

Drawing on the concepts of hybrids organisationd esmpeting institutional logics,
the research question this study address is: ‘Howudsourcing organisations manage

the competing social responsibility and marketde@f impact sourcing?’

To investigate this research question, we empl@rehterpretive case study approach
(Walsham 2006). We studied an outsourcing organisafAlphaCorp, located in the
US and Pakistan. One of the two Pakistani outsngrcentres of AlphaCorp was
located in the small, earthquake affected disticdzad Jammu Kashmir (AJK), with a
social mission of providing employment opportursti® the marginalised educated
youth of that region; particularly women who dict tave enough employment options

available.

This study makes a number of important contribigiolt contributes to the general
literature on global outsourcing; and, more speally, it contributes to the emerging
research stream concerned with impact sourcing. rékearch findings challenge the
assumption in the extant impact sourcing literating outsourcing organisations that
practise impact sourcing are unitary, with all engational actors willing to support

social responsibility and the market logic of impaourcing (Heeks and Arun 2010;
Madon and Sharanappa 2013; Malik et al. 2013a).pEper highlights that outsourcing
organisations practising impact sourcing may beatiktic in nature if organisational

Page75 of 200



Chapter 3: Interplay of Competing Institutiohalgics

actors are located at multiple locations, and mayehdifferent social and commercial
interests. The study identifies that these orgéiniss may adopt a collective response
strategy to manage the market demands of outsguadtients and shareholders and the
ethical demands of impact sourcing. Furthermoreddtnonstrates that competing
institutional logics in impact sourcing may contagompatible and conflicting
components simultaneously. Management of the cadbipattomponents of the
competing institutional logics is equally importaiot management of the conflicting

components in order to maintain the hybrid natdrienpact sourcing.

This research also contributes to the theory dfititonal logics by examining the
management of competing institutional logics in fiyorganisation within different
research contexts, thus providing theoretical ®dsn It empirically validates the
assumption of Besharov and Smith (2014) and shbatscompeting institutional logics
are not uniform across all units of the organisatiolt identifies the existence of
enclaves of competing institutional logics, withe ttompeting institutional logics

interacting at various intensities within differemtits of the organisation.

3.2Theoretical Background
In this section, we discuss relevant theoreticalcepts from theories of institutional

logics and impact sourcing.

3.2.1 Institutional Logics

The institutional logics (IL) perspective beganeimerge in 1970 as a development of
neo-institutional theory (DiMaggio and Powell 2008eyer and Rowan 1977). Rooted
in the seminal work of Friedland and Alford (199ihstitutional logics recognises the
arguments of neo-institutional theory that instdns and macro structures contribute in
shaping organisational and individual behaviounstitutional logics are the organising
principles that define the content and meaningstitutions (Thornton et al. 2012). The
current stream of research in institutional lodies adopted the notion of the ‘hybrid
organisation’ to represent organisations dealinth wiultiple institutional logics; for
example, social enterprises that combine market @ratity logics (Battilana and
Dorado 2010; Jay 2013; Pache and Santos 2013).idHgbganisations operate in a
complex pluralistic institutional environment besau of exposure to multiple
institutional logics (Greenwood et al. 2011). Mplé institutional logics in hybrid
organisations are often in competition (Hayes aa@&®2011; Marquis and Lounsbury

2007; Reay and Hinings 2009) to determine the itegie behaviour of the hybrid
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organisation, including specifying appropriate goahd legitimate actions to achieve

these goals (Lounsbury 2007).

Thornton et al. (2012) define institutional loges socially constructed sets of materials,
practices, assumptions, values, and beliefs thapesitognition and behaviour. The
significant advancement provided by the institugidlogics approach is its emphasis on
multiple contradictory and interdependent instdogél logics in the larger context and
their effects on individuals and organisations (Tfiton and Ocasio 2008). Multiple
institutional logics have been studied widely iffetient fields — for example, social
enterprise (Pache and Santos 2013; Seelos etldl);3tublic-private partnerships (Jay
2013); healthcare organisations (Dunn and Jone®;2Btay and Hinings 2009);
microfinance and banking (Lounsbury 2007); biotedbgy (Powell and Sandholtz

2012); and professional services (Smets et al. 2012

The varied consequences of competing institutitogits are discussed in the literature.
For example, Battilana and Dorado (2010) exploeedbnflicting and contested nature
of competing institutional logics. Jay (2013) jéiss the existence of competing
institutional logics as a source of innovation auodvival of the organisation, whereas,
Tracey et al. (2011) emphasise the challenges aofipeting institutional logics.
Greenwood et al. (2011) argue that competing wtgtital logics are not always
compatible, and centrality and compatibility arentaritical dimensions of competing
institutional logics. Compatibility is the exterdt tvhich competing institutional logics
conform consistently to organisational actions, iehe centrality is the extent to which
competing institutional logics conform to the cahtfeatures or functions of the

organisation (Besharov and Smith 2014).

The literature related to institutional logics raige different organisational response
strategies to manage competing institutional logizseducing the effect of conflicting
demands. Decouplings a strategy through which organisations sepanatenative

structures from their operational processes by s¥icddly endorsing one logic while

practically implementing another, competing logBoxenbaum and Jonsson 2008;
Bromley and Powell 2012). Organisations adopt dpliog strategies to increase
organisational survival and legitimacy (Crilly dt @012). Recent institutional logics
literature also highlights combination as a resposfrategy to manage competing
institutional logics (Battilana and Dorado 2010;ubsbury 2007; Tracey et al. 2011).
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For example, Battilana and Dorado (2010) explo® ¢bmbination of banking and

social welfare logics adopted by microfinance orgations for poverty reduction.

Some limited studies also identify compromise astlaar response strategy that enables
organisations to maintain a balance between ceéiniljiclemands exerted by competing
institutional logics to meet the minimal requirertenf internal and external actors
(Kraatz and Block 2008). Pache and Santos (20h3p comparative case study of
hybrid organisations that provide job opportunities the long-term unemployed,
propose selective coupling of different organissioelements in response to each
competing institutional logic as a viable stratégymanage competing institutional
logics. Table 10 presents a summary of differemgfanisational response strategies

discussed in the literature.

Table 10: Organisational Response Strategies

Response Explanation

Strategy

Decoupling Symbolically endorse one logic and practically iexpent
another competing logic (Boxenbaum and Jonsson;2008

Bromley and Powell 2012; Crilly et al. 2012)

Combining Combine the demand of all competing lo¢(Battilana anc
Dorado 2010; Lounsbury 2007)

Compromis Maintain a balance to meet the minimal demand afatipetinc
logics (Kraatz and Block 2008)

Selective Couple different organisational elements respontingact
Coupling competing logic individually (Pache and Santos 2013

Source: Literature Review.

3.2.2 Institutional Logics in Impact Sourcing

In IS literature, cost reduction, access to skittsus on core capabilities and improved
business processes are widely discussed reasanmtii@ate outsourcing clients to
outsource IT and business process functions (Latigd. 2010b; Lacity et al. 2011b).
However, outsourcing organisations are facing ehngls in providing low cost and
high quality outsourcing services to clients, sirmgerational cost is continuously
increasing in metropolitan cities, e.g. Bombay @ahgalore in India (Lacity et al.

2010a; Madon and Sharanappa 2013). To overcomee tbkeallenges, the global

outsourcing industry has witnessed a trend of isgiftwork to new outsourcing
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locations outside the metropolitan cities (Lacityat 201l1a; Lacity et al. 2010a).
Alongside this commercial rationale for relocatiamother focus of this recent trend in
the global outsourcing industry has been on crgasiocial and economic value by
providing work opportunities to the marginalisedemployed population (Heeks and
Arun 2010; Lacity et al. 2014; Malik et al. 2018)arginalisation is not only restricted
to poverty, it also includes marginalisation duegemder, religion, disability, ethnicity

and education. (Carmel et al. 2014).

As impact sourcing is an emerging phenomenon, tietanited academic research
available as yet. The majority of the existing stgdfocus on the individual level of

analysis to assess the potential for creation obbwalue through impact sourcing. For
example, Heeks and Arun (2010) studied the somgphkct of an Indian rural women-
based social IT outsourcing social enterprisedtiite. They highlight the sustainability
risks because of dependence on the public sectoolitaining work. Madon and

Sharanappa (2013) propose that social IT outsogircam promote social development
in poor rural communities through integrated ICTages and production activities.
These studies are limited to the outcomes of soesdonsibility logics and assume all
organisational actors share unitary support fohbexcial responsibility and market

logics.

Practitioner literature (e.g. Rockefeller FoundaYialentifies that impact sourcing can
contribute to the social welfare of the marginalismitsourcing employees as well as
maximising outsourcing organisation’s business itability because of reduced
operational costs and lower employee turnover irathe marginalised communities
(Monitor 2011). The outsourcing organisations cko anaintain the provision of low-
cost quality outsourcing services to the outsograients (Accenture 2012). Although
the literature recognises the presence of competisgtutional logics in impact
sourcing (Sandeep and Ravishankar 2015), studéeemare focused on the assessment
of social outcomes or highlighting the challengesrtanagement, without addressing

the social and commercial orientation of impactremg (Lacity et al. 2010a).

Sandeep et al. (2013) highlight the competing tusstinal logics and propose
impression management strategies to satisfy diffeganisational actors. They
suggest strategic disclosure of information to etaiders to maintain an image of
competency and legitimacy with the clients. Primidges acknowledge the existence of
competing institutional logics in impact sourcingagtices but do not provide

Page79 of 200



Chapter 3: Interplay of Competing Institutiohalgics

conceptual understanding and practical guidanchawn these competing institutional

logics can be managed. In Table 11, we summarieectiaracteristics of impact

sourcing identified from the relevant literatureiesv.

Table 11: Competing institutional Logics in ImpactSourcing

Logic
Characteristics

Market Logic

Profit maximsation
through competitive
advantages (Lacity
et al. 2012)

Social
Responsibility

Logic

Social welfare o
the marginalised
communities
(Heeks and Arun
2010; Monitor
2011)

Integrated impact
Sourcing logics

Social anc
economic value
creation

Business location

Located where all
necessary resource
to operate
outsourcing
business are
available (Avasant

Located at the
sregion of least
employment
opportunities
(Accenture 2012;
Lacity et al. 2012;

Operating at
locations of least
employment
opportunities where
basic ICT and othe
resources are

(Accenture 2012;
Carmel et al. 2014)

and Arun 2010;
Madon and
Sharanappa 2013;
Malik et al. 2013a)

2012; Lacity et al. | Monitor 2011) available
2010a)

Target population Provide quality andPersonal, ‘win-win’ strategy
low cost professional and | for all stakeholders
outsourcing serviceseconomic e.g. employees,
to the clients by development of the| clients, outsourcing
utilising the marginalised organisation, and
untapped human | outsourcing shareholders
resources employees (Heeks

Management
principles

Organisational
practices to ensure
business growth an
professionalism
(Sandeep et al.
2013)

Organisational
practices to scale u
the social welfare
impact (Accenture
2013)

Organisational
ppractices to
improve
sustainability in
outsourcing
business

Source: Derived from Battilana and Dorado (2010).

3.3Methods

We employed a single case study research desigaubecthis inquiry required a

detailed exploration of the phenomenon and thearyding through in-depth data
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collection (Eisenhardt and Graebner 2007). We &bt qualitative approach to
elaborate the theoretical links (Lee et al. 1999) &0 address the knowledge gaps
identified in the above sections. The selectiothefcase study organisation was based
on the following criteria: we wanted to study a-foofit outsourcing organisation
where both social responsibility and market logasjdentified in the literature review,
were clearly in evidence (Siggelkow 2007). Consetjye the selected case was a
publicly listed offshore-outsourcing company, opie@ at multiple locations (US,
Islamabad and AJK), allowing us to study the efesftoperations and opportunities in
more detail. It also helped to understand how whffie organisational contexts influence
competing institutional logics. To our knowleddeette is no previous study of this type
of complex case and research context where ordamiah actors (e.g. clients,
shareholders, and employees) are spread acrossediffinstitutional contexts and
competing institutional logics influenced at ditet locations (enclaves) with varying
intensity. Therefore, the selected single caseysautis as a revelatory case to explore
the theoretical links in detail (Eisenhardt andeébraer 2007).

3.4Data Collection

We collected rich qualitative data based on a wamé data sources to capture how
AlphaCorp dealt with competing institutional logio§ impact sourcing (Stake 1995).
One of the authors engaged in fieldwork in Pakistam September 2013 to March
2014 and also in the US during August 2014. Prinata were collected from multiple

data sources; semi-structured open ended intervemnvgell as field notes based on
observations and informal communication with empksy over tea and lunch during the
long fieldwork stays at AlphaCorp’s Islamabad andKAcentres (Eisenhardt and
Graebner 2007). We conducted 78 interviews withaage of employees from all

hierarchal levels in the three centres of AlphaCé&unther details of the interviews are
included in Table 12.
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Table 12: Number of Interview Respondents

Respondents’ Detail Location Number of
Respondents

Billing executives and team lead | AJK 4C
Islamabad 4

Middle level management AJK 5
Islamabad 16
usS 3

Higher level manageme Islamaba |5
US 3

Public sector higher level official AJK 1

ICT educational consultant Islamabag 1

Total 78

The semi-structured interviews with middle and kigkevel management were related
to AlphaCorp inception, management, and operatiohallenges. We started interviews
with some pre-prepared questions that gradually tkiedspontaneous questions as
informants guided our inquiry to explore more abihwet case study (Charmaz 2014). To
confirm the existence of the social responsibildgic of AlphaCorp, the outsourcing

employees working in the AJK centre were asked tipres that informed us about the
institutional context of AJK and how working in affshore-outsourcing centre had
social welfare impacts. Interviewees were askedemiht questions about case
organisations, for example, about the establishnoérall three centres, motivation

behind establishing the impact sourcing centre iiKAoperational challenges and
business advantages, management strategies, gogeraad control, etc. Except for
two interviews, 76 interviews were audio recordedhwthe permission of the

interviewees and later transcribed verbatim byathiors.

We collected secondary data related to the casly shat were openly accessible on
internet: websites, press releases, and AlphaCoegistration form downloaded from

the NASDAQ stock exchange website. We had accesgpotiwies and standard

operating procedure documents related to admitimtra management, hiring,

compliance, information security, etc.

3.5Data Analysis

We used template analysis to thematically analgseqtialitative data (King 2004). An
initial template was built based on the literatuexiew, researcher experience and
analysis of a number of interviews (ibid.). We aseld the case study by going back

and forth in the empirical data, mapping it witke thterature (Miles and Huberman
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1994), and revising the initial template until #ie data had been coded. NVivo 10
software was used to assist data analysis as cempided software supports the
organisation and management of large amounts ditafiie data (Bazeley and Jackson

2013). The data analysis was completed in thrgesste

First step — create initial templatelTo create the initial template, we adopted top-aow
coding where the initial coding scheme was gendrfitem the literature (Urquhart
2013). To validate the assumption that competingick of impact sourcing are
embedded within this case study organisation, wesidered the characteristics of
impact sourcing discussed in the literature asia e start the data analysis. Along with
the literature review, personal field research erpee and a sub-set of interview

transcripts were used to generate primary codethéoinitial template (King 2004).

Second step — coding the qualitative datln the second step, we imported all
transcripts in NVivo 10, and went through the textdata line by line to organise the
relevant data according to different codes. Thaaintemplate was modified, as new
codes were added, previous codes revised and alééated. We updated the coding
process to ensure that all relevant data had keréedsto respective codes and the final

coding template had been generated.

Third step — identifying empirical themes and linkg them to the literaturein the
final step, we went through the filtered data orgad against all codes and added our
own interpretation and reflection in memos thatoreated for each code in NVivo 10.
We merged related codes to drive the empirical #eof this case study; for example,
two codes, explicit business objectives and implcirporate social objectives, were
merged to become a single empirical theme: ‘exptiommercial and implicit social
responsibility goals’. To address the research tgqpreswe read the sorted data in the
final empirical themes and read all associated nsetootaining data interpretation and
reflection. Referring to the institutional logiddrature, we tried to make sense of the
empirical findings by mapping them with literatufindings to derive conceptual
categories (Eisenhardt 1989). For instance, wecadtithat the findings showed a
collective response strategy and discussed thi®rdiog to existing conceptual
categories in the literature of decoupling, comtuni compromising, and selective

coupling. The final data structure is presented@iahle 13.
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Table 13: Overview of Data Structure

Competing Logics in Impact Sourcing

Characteristics | Final Codes: Empirical Conceptual

of Impact Organisational Themes: Categories:

Sourcing elements to satisfy Responding to Organisational
competing logics competing logics | response

(Data source: demand strategies to

Literature review, (Data source: Case competing IL

sub-set of data, | (Data source: Case study empirical
researcher field | study empirical data) | data — Aggregated| (Data source: Cast
experience) primary codes) study empirical
data and mapping
of literature)

A%

Goa Explicit busines: Explicit Decoupling
objectives commercial and
Implicit corporate implicit social
social objectives responsibility goals
Business locatic | Location decisio Location decisior | Combining
to achieve
commercial and
social
responsibility goals
Target populatior] Hiring practices Hiring of Compromise
: marginalised
Quality control and employees
monitoring
Governance and| Centralised governance Centralised and| Combining
management _ partially localised
principles Localised governance | governance and
and control management
Standard operating principles
procedure
Customised operating
procedures
Moving selected Operational Selective coupling

outsourcing functions | strategies to
Separate operational | support

shifts commercial as wel
as social
responsibility

3.6The Case Study

This case study was based on a healthcare IT asthdss process outsourcing
organisation, ‘AlphaCorp’ (a pseudonym). AlphaCasp a US-based outsourcing
organisation incorporated in 2001 as a privatetéchicompany and recently, in 2014,
listed on the NASDAQ stock exchange. AlphaCorp hagwo offshore-outsourcing

centres in Pakistan; one in Islamabad, the capitad, another in the small district of
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Azad Jammu and Kashmir (Planning and Developmepaeent - AJK). AlphaCorp
provides IT and business process services to rhare 200 medical practitioner clients
in 40 states of the US. These services include caégractice management, centralised
management information systems, mobile healthaaltgisns, medical billing services
and electronic healthcare record management servidé of these IT and business
process services are provided from AlphaCorp’s hoffs-outsourcing centres in
Pakistan. AlphaCorp established its Islamabad eeimr 2002 with less than 30
employees and by the time of the study it had bectima main operational centre with

more than 800 employees.

In 2009, AlphaCorp had established another offslootsourcing centre in a small
district of AJK to provide a backup office. The astishment of the AJK centre was
also motivated by a social objective of socio-eenitodevelopment of the region by
creating employment opportunities for the educatedmployed youth of the area,
especially women, who had very limited opportusitie work. In October 2005, a
deadly earthquake had badly affected AJK region.

AlphaCorp is the only private sector IT and businpsocess outsourcing organisation
working in this region. Previously, the majority efucated people raised in AJK joined
the public sector or moved to other cities of Pakigo find white collar jobs. Due to
the conservative social norms of that area, mastnps did not allow their daughters to
move to other cities for work (Ferdoos 2005). Tlefé teaching, in public or private
sector schools, as the only employment option flacated women. In winter, the local
weather conditions become extreme and landslidescammon in the mountainous
terrain, and this influences daily routines. At ttime of the study, more than 200
employees worked in AlphaCorp’s AJK centre in thsbdéfts; the morning shift was

reserved for female employees to encourage femagdogment.

3.7Empirical Findings
This section presents the findings related to memamt of social responsibility and

market logics in various elements of the case stuggnisation.

3.7.1 Decoupling: Explicit Commercial and Implicit Social Responsibility Goals
In this case study, the market logic was entrencrat predominately reflected in the
organisational goals of AlphaCorp. AlphaCorp hadrsj market logic of becoming a

leading provider of IT solutions and business psscservices to the US healthcare
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industry. This was explicitly reflected in publichvailable secondary data, such as the

company website and company reports available ®IN&SDAQ website:

“Our objective is to become the leading provideresfd-to-end software and
business service solutions to healthcare provigeesticing in an ambulatory
setting.” (NASDAQ Doc. p. 5)

The existence of market logic was also expressdbercompany’s mission statement,
which endorses the commercial orientation of theecstudy organisation. Analysis of
secondary data reveals much evidence supportingrefied market logic. To achieve
business success, AlphaCorp focused on clientfastisn by providing them with

quality services at an affordable rate:

“...aims to provide healthcare record managementesystand high quality low

cost business process services to the healthcafessional in the US by highly
skilled offshore workforce hired at two offshordsmurcing centres in Pakistan.”
(Source: NASDAQ registration form)

In parallel to the explicit and entrenched markagid, we found evidence of the
existence of competing logics expressed in all ehoentres of AlphaCorp. We
identified an implicit social responsibility objée that was enacted in the
organisational practices but was not formally doeoted. During semi-structured
interviews, middle and higher level managementha Islamabad and AJK centres
repeatedly talked about different social initiaitbat the company had been practising
to satisfy the social responsibility intensionstbé company; for instance, support
activities to encourage and facilitate female emplent in AJK. Although this
initiative was not formally labelled as a corporateial responsibility activity, it was
initiated to satisfy the corporate social respaitigib of the company which
management was aware of as a responsibility obtpenisation. The financial planning

manager from Islamabad centre stated:

“Some time it is not only financial gain you areking for, instead other things
like corporate social responsibilities which youvkato fulfil.” (FP Manager —

Islamabad)

We observed that social responsibility logic existsd is practised implicitly in

AlphaCorp to achieve the social responsibility noissof the organisation. However,
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the data also identified various levels at whicgamisational actors in AlphaCorp were
informed about this implicit social responsibilityrganisational goal. The internal
organisational actors, employees, and managemethieidJK and Islamabad centres
were aware of the existence and implementation eb@al responsibility goal that
incorporated social responsibility logic:

“Obviously this is a business, one would be absbuivrong to say that we are
not making profit... And | think our business is doneally very well.... But
what we have invested in AJK is beyond the coreider of monetary profit.”
(Company Spokesperson — Islamabad)

AlphaCorp’s higher management in the US also ackedged the existence of the
social responsibility goal implemented in AJK, bkriew little about the detailed

organisational practices used to implement thatboesponsibility goal.

However, there was an absence of any informatitaie to social responsibility goals
in publicly disclosed documents or on the webske.corollary of this is that

shareholders and clients in US might be unawatbeotompany’s social responsibility
goal. To probe this chain of evidence, we askedagament in Pakistan about the US
clients’ reaction to the social responsibility logirhe pattern of response we got from
many interviewees was similar — all stated thaerté were only concerned with

obtaining quality services at the lowest possiloist.c

An explanation for this decoupling may well be kakto the clients’ lack of interest in
social responsibility activities. Interviews witBrsor management in the US, who were
also shareholders and members of the board oftdigand had been associated with
AlphaCorp for more than ten years, supported owgenlation of the decoupling of
social responsibility and market logics for orgaiisnal actors in the US:

“l think just providing jobs speak more than allethother things. | don't
necessary need to know as longs it is morale. 8b b AlphaCorp provide
good jobs and salaries that can support employéasiilies and we do not
operate against the law is the question of imparéanght there. So I think | can
hardly provide answer in detail if you need to digeper about AJK centre.”
(Vice President, US)
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Although a majority of the higher management in thiS mentioned social
responsibility concerns in general, they were rué do articulate the organisational
practices of AlphaCorp in Pakistan, particularle thocial responsibility initiative in
AJK.

In summary, the findings show that AlphaCorp addmedecoupling strategy to keep
both market and social responsibility logics sefgam defining the company’s goals.

The market logic was entrenched and explicitly egped in the company’s documents,
reflecting the commercial orientation of the comypafmhus, all organisational actors
were aware of the market logic of AlphaCorp. Theialoresponsibility logic, however,

was implicitly embedded in organisational practidee to its absence in the company’s
formal documentation, there would be a chance sbate organisational actors might

not be aware of its existence.

3.7.2 Combining: Location Decision to Achieve Commercial and Social
Responsibility Goals

AlphaCorp started its offshore-outsourcing operation Pakistan for three reasons.
First, the company commenced operations in Islachab&ollaboration with a female
only non-profit organisation that offered vocatibnaaining and other skills
development courses to Pakistani women. In 20@%, tlad started a small scale project
(employing 25-30 females) that enabled femalesetonl about computers and earn
money through providing outsourcing services toll&clients. Second, the founder of
the business was a Pakistani and it was more c@amnelior him to establish a business
in Pakistan compared to any neighbouring countr@onth Asia, which is a region that
is considered as an ideal outsourcing locationrdlhall required resources, most
predominantly ICT infrastructure and a large poblskilled human resources, were
available at relatively low cost. The small projgcew tremendously and turned into

one of the largest business processing and IT oidsg organisation in Pakistan.

In 2007, the assassination of the former Prime $fiémiof Pakistan caused civil unrest.
Although AlphaCorp managed to maintain importargragions and client services with
a limited number of employees who lived near thiecefpremises or stayed in office
building accommodation areas, the complex situatiade the management think about
the need of a backup office, another offshore-autsog centre in Pakistan at a remote

location. AJK was the obvious choice as it wasaalyebeing considered for social
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reasons. The vice president of AlphaCorp explaittegl market logic behind this

location decision as follows:

“This is the city versus the rural model .... So inkhfrom positioning stand
point, investors and also clients feel some comfbit there are two
outsourcing centres operational in Pakistan to pdev them continuous
services.”(VP — Islamabad)

Availability of skilled human resources is a mdjactor to be considered in the location
decision of any outsourcing organisation (Lacity at 2011b). Many educational
institutions had been established in AJK as a rasfutehabilitation and development
work carried by public sector, national, and inggional NGOs after 2005’s deadly
earthquake. These educational institutions had h@educing a large number of
graduates who remained unemployed because of dngtaployment opportunities
available in that area. The presence of a largd pbeducated human resources
supported the market logic of AlphaCorp’s locatdmtision. The Manager Compliance
reported:

“At time, we realize that we need a backup offisgay from centralizing
everything in Islamabad .... Every curriculum has noamputer subjects
throughout the country so young graduates of AJK @so technology aware.
Our intention was to create ICT based employmemodpnity in this small
district, especially for young educated female, mvhonajority won't get
permission from their family to move to other atitor work.” (Manager
Compliance — Islamabad)

Along with the commercial impetus to select a srt@din in AJK as a backup office for
AlphaCorp, there were other significantly strongciab and emotional motivations
behind this location decision. The earthquake hadative effects on the socio-
economic position of the region and its communitize founder of AlphaCorp was
born and raised in that district of AJK. He expeska desire to ‘share his success with
people of his home town’. The decision to estabéidbackup office there was derived
by a social instinct to provide employment oppoities to the marginalised educated

individuals and contributed to the socio-econongeedopment of the community.
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We thus observed a combination strategy behindioitegion decision, supporting both
market and social responsibility logics. The Geheavianager commented about
AlphaCorp’s location decision as follows:

“First of all, we needed to have a contingency a&fijust in case any thing
happen to the main operational office in Islamab#ittre should have been
another office where operation could continue withany interruption. The
founder of the company belongs to AJK. He wantedbteomething for people
of his home town.... Majority of the youth in AJKetducated; they move to
cities to complete their education and find the kvor We knew that if we open
an office in AJK we will be able to get the humasaurce easily."(GM —
Islamabad)

The data show that both social responsibility amalket logics for the location decision
were compatible in this case study, and AlphaCatppted a combining strategy to
satisfy the demands of both market and social respiity logics of impact sourcing.

3.7.3 Combining: Centralised and Partially Localised Govenance and
Management Principles

AlphaCorp had a centralised governance structutie aviboard of directors in the US
and upper management present in both the US ammidblad. The company followed a
top-down governance strategy to satisfy the enlredicmarket logic demand of
centralised control to ensure uniformity in orgatisnal structures and operating
procedures. However, the empirical data also sudgbesuse of a combination of both
top down and bottom up governance strategies abkshing the AJK centre to satisfy
social responsibility logic. The higher and middével management in the US and
Islamabad mentioned the company’s top down govesmasirategy, but they also
highlighted the practice of giving partial authgrib the local governance structure in
the AJK centre. AlphaCorp deputed management par$mm the Islamabad centre to
establish the AJK centre. There, they hired caplall®l people to perform management
and administration roles and, later, handed ovéneém the management and control of
the AJK centre, considering the fact that they ddugtter understand the cultural and

normative aspects of the local community. The Gandanager of AlphaCorp reported
in an interview:
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“If you hire the local management from the sameaartnen they absolutely
understand the local area norms, culture and ad ttifferent values. So being a
person of same area they know everything; espgcifaim girls point of view
what is acceptable what is not acceptable in theedp and they are controlling

and managing the AJK centre very efficientlfGeneral Manager — Islamabad)

During the fieldwork stay, we observed that a ragudaily meeting of higher and
middle level management was scheduled through e@ovabnference linking all three
centres of AlphaCorp to monitor business perforreaamed operational efficiency. This
explained the existence of both top-down and dabotidtom-up governance structures
to satisfy the market and social responsibilityidsg The chief operating officer
explained the situation in this way:

“I think you must have noticed that our office idKAis very well maintained by
local management. They take very good care of sihiuature, operations and
employees. If there are problems or issues are®, tiscuss them on day to day
basis with higher management in Islamabad and Ugink work runs very

smoothly because they know how to manage thé@®0O — Islamabad)

We observed a very well structured top-down hidrakcgovernance and control
structure designed to respond to market demand.r&8bsed that the bottom-up
component of the combined governance strategy migthelped to managing the social

responsibility logic, but equally supported the ketdogic of AlphaCorp. The president
and of AlphaCorp stated:

“The key of that success is the local managememi@mes who understand
local issues and don't let us making decisions atming anything that well
intended but poorly received(President — US)

The management procedures also followed a combmagirategy. For the sake of
consistency, AlphaCorp adopted standard operatimogeplures and combined them
with some customised operating procedures accotdirtige needs of local employees.
For example, one week’s additional training durai®allowed in AJK in consideration

of the comparatively less well developed humanueszs.

“I would say that there is an overarching similaritn terms of policies and

procedures but they tweak to be set to the locadndt is actually a
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combination of two; centralised and culturally adeg localised strategies.
Wherever it makes sense, we try to make it unifystem. But there are some
areas where it is not appropriate to impose celgeal procedures. It may cause
trouble, especially, in the situations where weenawme local issues that need
to be dealt way differently.(Vice President — US)

Overall, the case study indicates that AlphaCompéetl a combination strategy in its
governance mechanism to satisfy the demands of etmgp market and social

responsibility logics.

3.7.4 Compromise: Hiring of Marginalised Employees

The findings indicate that AlphaCorp’s location @démn to operate in AJK was also
motivated by a social welfare impulse to providepwyment opportunities to the

marginalised, earthquake affected local youth, @aflg females. AlphaCorp hired the
marginalised, educated youth of AJK for outsouromgyk. As discussed previously,

educational institutions in AJK had been produangrge number of young graduates.
The respondents told us that most of these institsit especially higher education
institutions, were recently opened and still in thecess of raising educational
standards as compared to the very well establigiiéer educational institutions in

Islamabad or other metropolitan areas of PakisWhilst their graduates met the
minimum educational requirement standards of Algih@C they were lacking in

communication and other interpersonal (soft) skills

“We don'’t hire people that are not educated. Weeteducated people but the
level of competency is different in AJK and thahpetency difference is mostly

in term of soft skills."(Chief Operating Officer — Islamabad)

The institutional context of AJK played a signifidarole in the capabilities of

marginalised outsourcing employees. According t iR manager in AJK, who was
an educator for more than ten years before joirfMghaCorp, the primary level

educational systems and structures were resporisiblee weakness in communication
and other soft skills. Interpretation of data gatkdefrom middle level management in
the Islamabad centre indicated another factor k Gicmarket exposure — as in part
responsible for the less well developed local gaselst The marketing manager in
Islamabad pointed out that the many work opporiesiavailable in tier-1 and tier-2

cities meant that graduates of metropolitan citiesld obtain market and professional
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experiences before formally starting their profesal careers, such as graduate
internships, practical semester projects, etes. ot common to get such exposure in the
small town environment.

Outsourcing service providers market themselvebaagng highly compatible human
resources that can provide high quality servicethéooutsourcing clients (Lacity et al.
2011b). The field-level commercial logic of the Ig&d outsourcing industry is in
competition with social responsibility logics ofrinig the marginalised outsourcing
employees:

“We don’t get HR according to the company standard&JK. But we hire the
potential candidates and put extra efforts to britteem to our company
standards.”(Manager HR — AJK)

AlphaCorp has achieved different internationalitiedtions to ensure the credibility of
its process and service quality standards in thbayloutsourcing industry, for example,
ISO 27001 (management of information security fiedtion) and 1SO 9001:2000
(process and quality management certificationgpftbe International Organization for
Standardization (1ISO).

In this case study, we found a compromise stratiegymanaging the competition
between the logics of the hiring practices in & of AlphaCorp and in the AJK centre,
where social responsibility logic was in evidente. achieve successful compromise
results and meet the certified quality standardgh&Corp arranged additional training
and monitoring to maintain the quality standardsred by the market logic of the

global outsourcing industry. The senior manageratmns (SMO) commented:

“We have to be more vigilant there. Our primary dscis to train them and
bring them to the same quality level. To maintdie tervice quality, in the
beginning for a month or two months, we put in mohecks on the work
produced by newly hired employees in AJK. But &tdittle they achieve the

certain level.”(Senior Manager Operations — Islamabad)

3.7.5 Selective Coupling: Operational Strategies to Suppb Commercial as well
as Social Responsibility
Operating strategies refer to AlphaCorp’s operatigractices, e.g. shift working and

service provision practices that support eitherketalogic or social responsibility logic.
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The example that follows focuses on the competogjck surrounding operational

strategies that specifically respond to the madgit of global outsourcing.

AlphaCorp provides both IT and business processces to the healthcare IT industry
in the US, but only business process outsourcirgatipns were undertaken in the AJK
centre. IT outsourcing services (healthcare ITtsmhs development, mobile healthcare
applications development, IT clients support sawjc MIS development and
management, etc.) were provided from the Islamaieatte. The senior IT manager in
Islamabad shared his opinion that it would be vdifficult to split the software

development work between two locations; he belighad quality of IT products would

suffer because of different teams at distant locatiworking on a single module. He
further added that distributing the developmentnaidules between both locations
would have encountered integration issues and tisen® point distributing software

development unless there is a cost advantage. Anotason for keeping the IT
functions limited to the Islamabad centre was tedlability of ICT skills, for example,

Android and iOS developers. However, as previousiscussed, there is a large
educated human resource pool available in AJK AipitaCorp had hired and trained
for business process outsourcing services. Dismussith outsourcing employees in
AJK centre and management in the AJK and Islamatedres revealed that the
majority of ICT and engineering graduates in AJKwidoprefer to move to Islamabad,
as in cities there are more options for profesdignawth. Many employees in the IT
department of AlphaCorp’s Islamabad centre werenfldJK. The general manager

reported in an interview:

“Now this contradicts what | have mentioned earligdrwe need to hire people
from IT development for AJK centre, which of cowseild be quite difficult to
hire in that area as compared to hiring people msimess support capacity.”

(General Manager — Islamabad)

Thus, the social responsibility logic of employiremd retaining marginalised IT
employees in AJK conflicted with the market logicedficiency and the perceptions of

career growth opportunity among the employees teéres.

Outsourcing organisations need to provide uningged quality services to clients in
support of contracts in a highly competitive globaksourcing industry (Lacity et al.

2011b). Due to time zone difference between thations where outsourcing services
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were provided and received, AlphaCorp operate®tbomsecutive shifts of eight hours.
AlphaCorp reserves the morning shift for female Exyges to facilitate and encourage

female employment in outsourcing industry:

“We run three operation shifts round the clock and morning shift is reserved
for female employees so that they can independentlycomfortably work.”

(Manager HR — Islamabad)

Historically, few women work in the private sector AJK. The social and cultural
norms of conventional society (Ferdoos 2005; Mu@@i4) had institutionalised job
and role segregation for men and women. The mgjait educated women enter
teaching or the public sector departments that amesidered as female friendly
professions (Ferdoos 2005; Rehman and Azam RoorhR)20These local logics
encountered competition after the 2005 earthquaken national and international
NGOs arrived for reconstruction and many educabed!lwomen joined them. Some
NGOs did not consider the local cultural and noimeatvalues and continued their
western operational strategies in the region. Tbeall community had negative
perceptions about these NGOs because of their pradtices, which did not align well
with their norms and values. For example, the lamahmunity found it disrespectful

for their daughters to work late in the eveninghgkkide men.

Initially, the local community considered AlphaCaap an international NGO because
of its origin in the US and their ignorance abdwé healthcare IT and business process
outsourcing industry. Because of the negative ppdi@me about international
organisations in the community, local people becaigmificantly sceptical about
AlphaCorp. They could not appreciate its establishivand started sharing conspiracy
theories about it. Because of many concerns, titepat allow their children to work in

AlphaCorp. One female billing executive describeel $ituation in this way:

“After the earthquake, many NGOs were operatiomalour town. They had
hired female staff. Afterward the cultural issuesl Istarted coming up. It was
not acceptable in our culture when girls move h# time in communities with
boys till late in the evening. When | intended twkvin AlphaCorp my father
said, ‘I would not allow you to go door to doorvillages all the time; it is not

respectable for girls.{Billing Executive 26 — AJK)
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To overcome these challenges, AlphaCorp adoptadusoperational and management
strategies, one of which was the dedicated mormshit for female outsourcing
employees. This helped to build a relationshipagttbetween the local community and
AlphaCorp. They started accepting AlphaCorp indbexmunity and acknowledged its
contribution to local employment generation. Thdidated morning shift to encourage
women’s participation in economic activities foethempowerment directly reflected
the social responsibility logic of AlphaCorp. Algbarp adopted a selectively coupled
strategy to respond to and satisfy the social mspdity logic. A female billing
executive endorsed it thus:

“The most important thing for us is the secure aeldxed environment. We are
all girls working here. My family is satisfied thahey have treated us
protectively; they send us here by trusting compamanagement.”(Billing
Executive 12 —AJK)

However, while this strategy satisfied the sociesponsibility logic, we observed
negative consequences for the market logic dudddcselective coupling of the social
responsibility logic. Male outsourcing employeas'nover rate in the AJK centre was
far higher than that of female outsourcing emplgyee the morning shift. Along with
some obvious reasons for male employees’ turnaugh as moving abroad to earn
more money, continuing higher education, or movimgities for professional growth,
male interviewees expressed dissatisfaction withldick of opportunity to work on the
morning shift. Many male outsourcing employees dph&Corp were not locally
resident; they had to commute from nearby villagethe hills. Although AlphaCorp
provided pick-up and drop-off facilities, many emmygges — who lived in hill villages —
needed to walk down to the main road where the emypus could pick them up. The
Operations Manager in AJK told us that outsouroemgployees who travelled from
adjacent mountain villages could not continue thelrs on evening and night shifts
because of the severe weather in winters. Fanofiesany outsourcing employees did

not accept their work pattern of nights or evershits and pressured them to resign:

“People in AJK don'’t like to work in night shiftsaagicularly. They don't feel
secure; their parents are very anxious becauseribi the trend there to work in
nights. It is not a problem in Islamabad. Here bagn easily work in the

evening and night shifts(Manager Administration — Islamabad)
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These findings show the existence of a selectiuplony strategy to satisfy the nascent
social responsibility logic, which might not be coletely compatible with the
entrenched logic — market logic — in a situatidke lithis. However, these selective
coupling strategies are unavoidable; not only farvival of the nascent social

responsibility logic, but also to support othemadmts of the market logics.

3.8Discussion and Conclusion

In this paper, we focus on identifying how a foofitr outsourcing organisation
responds to competing market and social respoitgitolgics of impact sourcing. We
explore the tensions among and challenges to thavaliof the social responsibility
logic in maintaining the hybrid nature of impacustng. In a detailed case study of a
for-profit outsourcing organisation dealing withnepeting logics of impact sourcing,
we find a collective response strategy to managectimpeting demands of social and
economic value creation of impact sourcing, inahgdidecoupling, combination,
compromise, and selective coupling. This work etates the theoretical linkage
between impact sourcing and institutional logice Ww discuss how the case study

findings contribute to research in both domains.

3.8.1 Contributions to the Study of Impact Sourcing and hstitutional Logics

The organisational level of analysis will draw thgention of scholars to the need to
explore various aspects of outsourcing organisatiaiming to create social and
economic value and their associated competingtinistnal logics. These findings
challenge the extant assumptions of impact sourstndies that the impact sourcing
organisations are unitary and homogenous, withoajanisational actors willing to
support both the social responsibility and markeids (Lacity et al. 2014; Madon and
Sharanappa 2013). We argue for the complexity tdourcing organisations practising
impact sourcing due to multiple organisational exta different institutional contexts
that may have different interests, which ultimat@lffjuence the competing institutional
logics. This might be the reason for the collectigesponse strategy to respond to the
competing market and social responsibility logicattwe have witnessed in this case

study.

Sandeep et al. (2013) propose an impression marmagestrategy to satisfy the
demands of the social responsibility and markeickb@f impact sourcing. Their study
suggests that an impact sourcing organisation dhstuategically disclose information

to manage its image of competency and legitimadi @different organisational actors
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(Sandeep et al. 2013). A few decoupling studies aksert that decoupling strategies
increase the chances of organisational survivapt@venting such conflicts through
hiding the normative structures from the operatiopactices of the organisations
(Boxenbaum and Jonsson 2008). However, we arguetithae decoupling strategies
may put the nascent social responsibility logicisit. For example, AlphaCorp had a
strong commercial orientation (e.g. NASDAQ listingsince the disclosed
organisational goal broadly spoke to clients andredmolders interested in the
entrenched market logic. Moreover, this study @mges the assumptions of decoupling
studies that all organisational actors adhere & dhme institutional logic and are
willing to protect it (Pache and Santos 2013).His tcase study, some organisational
actors were interested only in the market logic arete ignorant about the social
responsibility logic practised in the AJK centrezdfing in mind the fact that the case
organisation was a publicly listed company, inlthg run, pressure from shareholders
or other influential organisational actors (outsdug clients), who are unaware of the
existence of any social responsibility logic magdeo conflict between the market and

social responsibility logics.

The global outsourcing literature has highlightledttpotential outsourcing clients may
have concerns about service quality, since a higkilled work force is the main selling
point of the outsourcing organisations (Lacity et2810b; Lacity et al. 2011b). Thus,
hiring marginalised outsourcing employees is natraightforward task in the global
outsourcing industry. This research goes beyondetli|mdings and proposes that for
those organisational elements that require a comigeo to satisfy the competing
institutional logics, the organisation might needestablish supporting organisational
elements to strike the necessary balance to achletecompromise. For example,
AlphaCorp management was concerned about market Wigen hired marginalised
employees. It had already paid attention to esslengiquirements such as training,
professional certification, and quality controliong the marginalised employees to the
required level of service quality and implementesldy checks to avoid any negative
consequences of the compromise strategy. This stokiyowledges that compromise is
an expensive strategy for organisations becausteofadditional efforts required to
maintain the balance between competing institutitogacs. Our results concur with the
existing studies that suggest that if minimum staidd for compromise are not set and
managed properly, a compromise strategy may pwnisgtional actors’ endorsement

at risk and raise legitimacy concerns (Carrick-Gagnd Santos 2009). However, the
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case analysis also determines that compromise ispme cases, unavoidable for the
survival of the nascent social responsibility logkor example, in our case study,
compromise was the only option for hiring the maadjised outsourcing employees,
which was a central motivation for the social valtreation objective of the impact
sourcing (Carmel et al. 2014; Madon and SharanapPa3). Implementing a
compromise response to competing institutional degn impact sourcing requires
careful planning including consideration of bothciab responsibility and market
concerns. The negative influence of competing Bgiaight affect survival of the

outsourcing organisation practising impact sourcing

A recent stream of literature in institutional logjiprescribes combining as a response
strategy, where organisational mechanisms areeinfied by compatible demands of
competing logics (Battilana and Dorado 2010; Lowmgb2007; Reay and Hinings
2009). In this case study, we can see the compigtibf two competing logics in the
location decision and the governance and managementiples of AlphaCorp.
However, we noticed that social responsibility tbgcomponents, even though
compatible with market logic, were followed only & hoc practices of a combination
strategy. For example, the location decision wasetbeon a combination strategy of
competing institutional logics that are compatibigh one another, but the implication
of social responsibility logic was an ad hoc pretwhich was not documented.
Additionally, customised operating procedures werplemented along with standard
operating procedures to achieve the demand of Isasponsibility logic, but we did
not find any evidence of their formal incorporatias part of documented organisational
policies and procedures. Therefore, if in the longm challenges arise that affect the
compatible components of the competing logicsefample, if the cost of operating in
rural or remote areas increases, it might exedgume to amend such ad hoc practices,
for example by considering moving the outsourciagtee to another region or country.
Hence, we argue that there may also be a greatimis&rent in a combination strategy,
of eroding the subordinate logic completely. Battd and Dorado (2010) highlight the
need to establish a common organisational idertitycombining the competing
institutional logics in hiring and socialisation ljpees for survival of the hybrid
organisation. Building on this, this study suggeist whether there are conflicting
components of competing institutional logics or patible components of the nascent
social responsibility logic (e.g. as shown in theedtion decision), all should be

formally incorporated in normative and regulatotgustures, e.g. policy and standard
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operating procedure documents. Thus, it concuts tlvg recent impact sourcing studies
highlighting the need to include the social actionghe formal structures of the impact

sourcing organisations (Sandeep et al. 2013).

The case study evidence the existence of selectivpling in the operational strategy
of AlphaCorp. Pache and Santos (2013) describetsadecoupling as the most viable
strategy to respond to competing institutional ésgivhere different elements of the
organisation, each responding to just one of thepmding institutional logics, coupled
together to satisfy the collective demands of tbmgeting institutions. However, we
find that focusing on a single institutional logind ignoring the demand for other
institutional logics in each organisational elememty harm the ignored logic, no
matter whether that logic is entrenched or nasd¥etfurther argue that it is difficult to
find the right combination of organisational elersem selective coupling to maintain
the balance in satisfying the demands of competisgtutional logics. For example, in
the operational strategy element of AlphaCorp, wal fthe selective coupling of
‘separate operational shifts’ and ‘moving selectadsourcing functions’ to satisfy
social responsibility and market logics, respedyiveThe case study shows that
responding to social responsibility logic by alltng a separate operational shift for
female employees to facilitate female employmerd hagative consequences on the
market logic. If the option of the morning shift svavailable to those male employees
who needed to commute from a distance, or thosesavlfi@amilies had some serious

concerns, the male outsourcing employees’ turnovAdK could be reduced.

The findings, although requiring further empiri¢asting in different institutional and
organisational contexts, contribute to recent neseafforts to understand how hybrid
organisations manage the competing institutiongick Prior studies in institutional
logics propose decoupling (Crilly et al. 2012), gzomise (Carrick-Cagna and Santos
2009), combining (Battilana and Dorado 2010), ¢ecteve coupling (Pache and Santos
2013) strategies to satisfy the demand of competnsgitutional logics in hybrid
organisations. This study, however, evidences alecole response strategy
incorporating all of the above strategies — dedagplcompromise, combining, and
selective coupling — to respond the competing tuisbinal logics of impact sourcing.
Hence, it provides new insights to help manage @im@ logics in hybrid
organisations and also enriches the theoreticadtoget of institutional logics. It also
responds to the call of Battilana et al. (2014) forther research to explore how

different types of hybrid organisations can surtiveir social and commercial focuses.
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The case study empirically explores the assumpifdBesharov and Smith (2014) that
competing logics may not be uniform throughout egaaisation. We found enclaves of
competing logics in all three centres of the caselysorganisation. The intensity of
competing institutional logics was not uniform asall units of the organisations. For
example, market logic was very strong in the UShwraces of mainly ‘generic’ social
responsibility logic; we found a balanced influermfeboth competing logics in the
Islamabad centre; whereas social responsibilityclegas more prominent in the AJK
centre, as compared to market logic. These findowggur with the assumptions that
compatibility and centrality of competing institoial logics may vary across different
sub-units of the organisation (Besharov and Snittd2. For example, the centrality of
commercial logic is very high in the US, whereasiaoresponsibility logic is more
central in AJK. These enclaves of competing instihal logics offer a justification for
a collective management strategy for the compatisgtutional logics in a complex

organisation (Greenwood et al. 2010).

3.8.2 Implications for Practice

This study offers practical advice for implementargd managing impact sourcing. The
results show that managing the new trend of crgatotial and economic value is not a
simple task. Extra care is required to implemestithpact sourcing initiatives of the
global outsourcing industry because of the negessit dealing with multiple
institutional contexts and diverse organisationatoes’ interests. The case study
suggests that for-profit outsourcing organisatitret aim to practise impact sourcing
should seriously consider both social responsjbiind market dynamics in goal
definition, location decision, hiring strategy, agavernance and management strategies.
This study will be helpful to guide new start-upglaxisting outsourcing organisations
and may help them to achieve genuine win-win bénedif impact sourcing by

strategically managing the social and commercial.

3.9Limitations of the Research and Future Work

Impact sourcing is a recent research area of globtdourcing. The limited available
literature presents opportunity for future researthis study offers a direction for
future research for scholars interested in res@agcthis emerging trend of global
outsourcing. Further studies in different instiail contexts and various models of
impact sourcing are required to enrich the thecaétinsights. The majority of extant

studies have focused on employee side of impactismu(Lacity et al. 2014; Malik et
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al. 2013), while the client perspective in impaectrging is largely ignored, and that
perspective should be considered as part of fuksearch agendas. The scope of this
study is limited to organisation-level managemehttempeting institutional logics.
Other actors in the value chain of global outsmgcie.g. clients and intermediaries,
should be included in future studies assessing geanant strategy to deal with
competing institutional logics.
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Chapter 4: The Role of Institutions and CSS in lotf@ourcing
Chapter 4: The Role of Institutions and Corporate $cial

Strategy in Impact Sourcing

Abstract

This study aims to improve understanding of the abdjpy of impact sourcing
organisations to empower marginalised groups inegaclt adopts an interpretive case
study approach to explore why an understandinghef local institutional context is
necessary when determining the corporate sociategly of an impact sourcing
organisation. It draws upon the theory of instanél logics to identify key institutional
challenges existing in community, family and prafesal orders of a society. The study
further explores how the corporate social stratfggn impact sourcing organisation can
be shaped to accommodate these institutional clupke

This research contributes to the growing body oérditure exploring socially and
economically viable impact sourcing practice. Itkrmmvledges that institutional
challenges may not only restrict the potentialropact sourcing to create social value,
but can also harm economic value creation. Thus, airgued that social and economic
value creation are interrelated and should be densd collectively when defining the
corporate social strategy of an impact sourcingaoigation aiming to achieve social
objectives. This research also contributes to thdysof institutional logics, proposing
that the institutional logics of an institutionaider may emanate from the influence of

other institutional orders already present in sgcie
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4 .1Introduction

In recent years, the global outsourcing industrg kearted to show a desire to create
social value alongside financial profitability (Heeand Arun 2010; Lacity et al. 2012;
Madon and Sharanappa 2013). The most recent stredesto this dual value creation as
impact sourcing (Accenture 2012; Carmel et al. 2Ba@ndeep and Ravishankar 2015),
which can be loosely defined as the practice ofbdity development of marginalised
individuals, providing them with employment opparities through outsourcing work
(Carmel et al. 2014; Monitor 2011). The phenomenbimpact sourcing is still in its
infancy, and consequently the academic and prawéiti literature is still evolving. For
example, the initial studies of impact sourcingluied the provision of sustainable
outsourcing work to poor people located at thedmotof the pyramid (Prahalad 2009) to
improve their socio-economic conditions (Heeks Anagn 2010). However, Carmel et al.
(2014) have since extended the scope of impactcsmurto include individuals and
groups who are marginalised not only because oir ttreome, but also due to
characteristics related to their education, raeedgr, religion or disability. Similarly, the
early concepts of impact sourcing focussed onlypasiness process outsourcing practice
as a tool with which to generate social impact (M@wn2011), whereas more recent
studies also acknowledge the inclusion of IT outsimg and other digitally-enabled
services (Avasant 2012; Carmel et al. 2014). Algtothe majority of studies discuss
impact sourcing practices in rural areas withinedeping countries (for example, in India:
(Heeks and Arun 2010; Madon and Sharanappa 2018k Elaal. 2013; Sandeep et al.
2013), scholars have also examined impact soungragtices targeted at marginalised
individuals in both rural and urban areas of depetb countries, including prisoners,

members of aboriginal communities, and veteransitg@t al. 2012; Lacity et al. 2014).

The existing literature claims impact sourcing isvan-win’ strategy for all stakeholders
due to its dual social and commercial orientatiéor example, it is argued that impact
sourcing has the potential to contribute to impngvthe social welfare of marginalised
outsourcing employees (Madon and Sharanappa 20&H8k Mt al. 2013) whilst also
being commercially significant for impact sourcingganisations to obtain competitive
advantage by accessing the potential of hithertapped human resources (Madon and
Sharanappa 2013; Monitor 2011). In this paper téhe ‘impact sourcing organisations’
describes those outsourcing service providersattampt to contribute to creating social

value through outsourcing practice. The outsouraiignts concerned may also benefit
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from low cost, high quality outsourcing servicesilgthalso satisfying their corporate

social responsibility obligations (Accenture 20B2bin and Nicholson 2012).

The motivation for this paper lies in the implieissumption in the current literature
(Accenture 2013) that the beneficiaries of impaetrsing will unilaterally welcome such
an intervention. It is clear that there is limitedearch on the influence (both positive and
negative) of institutions on impact sourcing, amdited knowledge regarding how that
influence may affect its impact. Whilst two studiesve considered these issues, Madon
and Sharanappa’s (2013) analysis of the impactngiact sourcing on its beneficiaries
and Sandeep and Ravishankar's (2015) study of dratignment strategies’ used by
organisations to control relationships with localmmmunities, there is nevertheless
widespread acknowledgement that there is a neetuftrer research to gain a deeper
understanding of the challenges to the impact &ogireentures, particularly considering
the lived experience of different marginalised groySandeep and Ravishankar 2015;
Sandeep et al. 2013).

This research attempts to contribute to this neddfi new discourse within the global
outsourcing literature with an examination of thaeial dynamics of impact sourcing
practice, at the same time rooted in local contprbyviding an in-depth analysis, and
taking into account the gaps in the literature (@nay 2010). This study also discusses
the concomitant management practices of impactcgsmyirorganisations attempting to

achieve social value creation objectives.

The paper draws upon concepts of institutional deg{Thornton et al. 2012) and
corporate social strategy (Husted and Allen 20idmfthe management literature to help
explain how the unique features of local institnéibcontexts may affect impact sourcing
practice, and the role of corporate social stratagpitigating the institutional constraints.
The empirical basis for this research is an inttipe case study (Walsham 2006) of a
for-profit, US-headquartered outsourcing organapracticing impact sourcing with the
marginalised, largely female, educated young petgaated in a small district of Azad
Jammu Kashmir (AJK) in Pakistan. AJK was hit by ajon earthquake in 2005, which
has had a major negative effect on the socio-ecanocomditions of the community in the

subsequent decade.
The questions posed in this research are:

1. How does local context influence impact sourcing?
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2. How is the corporate social strategy shaped bytcaingng institutional logics?

By employing an institutional logics perspectiieistpaper builds upon a theory that has
been recognised as being important, but which nesneglatively underutilised by the
information systems (IS) community (Hayes and R&@bl; Sahay et al. 2010). As this
study uses empirical data gathered in the contéximpact sourcing, its analysis
contributes to the limited body of work in this arHeeks and Arun 2010; Madon and
Sharanappa 2013; Sandeep and Ravishankar 2015lsmdb the wider study of IS in
developing countries (Walsham and Sahay 2006). ilhyuc this research increases
understanding of how information and communicateehnology can serve marginalised

communities, which is a growing area of informatsystems research (Avgerou 2008).

The paper is organised as follows. The next seqgii@sents a review of the relevant
literature on impact sourcing, corporate sociatetyy, and institutional logics in order to
develop a conceptual framework for this researdhme Explanations of the research
methods adopted with details of the case studydms@ussed section 4.3. The following
section presents empirical findings. The final mectsummarises the discussion and

conclusions of the research.

4.2Literature Review and Conceptual Framework

This section discusses the theoretical backgrodnienpact sourcing, corporate social
strategy and institutional logics, before presantthe theoretical framework for the

research lens used to analyse the empirical détergal in the course of the study.

4.2.1 Impact Sourcing

The global outsourcing industry has long recogniget social and economic value of
outsourcing practices (Heeks and Arun 2010; Madad &haranappa 2013). The
potential of the global outsourcing industry toateesocial value has been explored by
academics in a number of disciplines, including aggament (Babin and Nicholson 2009;
Babin and Nicholson 2012), development (Heeks anoh/”&2010; Madon and Sharanappa
2013), and information systems (Lacity et al. 208andeep and Ravishankar 2015;
Sandeep et al. 2013). However, due to its relatifancy, there is limited consensus on
terminology and definitions. For example, the hterre refers to rural outsourcing (Lacity
et al. 2011), remote outsourcing (Lacity et al. PQXocial outsourcing (Heeks and Arun
2010), social IT outsourcing (Madon and Sharan&ids8; Sandeep et al. 2013), socially

responsible outsourcing (Babin 2011; Malik et &12), and impact sourcing (Carmel et
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al. 2014; Monitor 2011) when discussing largelyiEmissues. This paper uses the term
‘impact sourcing’ to describe this activity, assthihrase is frequently used in the most
recent information systems research (Carmel 2(dl4; Lacity et al. 2014; Sandeep and
Ravishankar 2015), with a consensus on adoptingirtipact sourcing nomenclature

within the practitioner literature.

The first example of impact sourcing was the coeatf sustainable work within poorer
communities in developing countries through busngcess outsourcing, to improve
their socioeconomic conditions (Heeks and Arun 20d0nitor 2011). Carmel et al.
(2014) included the outsourcing and insourcing Tof business processes and digitally
enabled services to employ marginalised groups trduitionally had few opportunities
for gaining sustainable employment. The academidias$ related to impact sourcing are
largely focused on assessing the outcomes ancdedelatpacts on beneficiaries; for
example, by measuring social impacts (Heeks and 2010; Lacity et al. 2014; Malik et
al. 2013), business impacts (Lacity et al. 2010dMaand Sharanappa 2013), and the
impact on clients’ outsourcing decision making (Badnd Nicholson 2011). Professional
research has tended to focus more on the valuegitam available to both outsourcing
service providers and buyers (Accenture 2012; Avaga12; Monitor 2011), with some
also considering the social impact measures (Accer2013; William Davidson Institute
2013).

There is considerable optimism in the literaturgarding social value creation, with
many researchers highlighting its impact on impngvithe conditions of previously
marginalised outsourcing employees (Heeks and &Qf0; Lacity et al. 2014; Madon
and Sharanappa 2013). These predominately optnfistlings support the assumption
that achieving the creation of social value is andatory outcome of impact sourcing
practice. However, others have recognised thastiogal and commercial orientation of
impact sourcing organisations can be paradoxicah@8ep and Ravishankar 2015).
Sandeep et al. (2013) argue that local people,cesdlyethose belonging to traditional
rural communities, may not automatically embrace #rrival of impact sourcing
organisations, proposing instead that the poliaies$ procedures followed by outsourcing
organisations should be congruent with the existiogns of the society in question.
They call for further research in order to developderstanding of this emerging
phenomenon, considering the challenges to impagtcew from different marginalised

groups (Sandeep and Ravishankar 2015).
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The practitioner studies within the sector havenified a number of challenges likely to
be faced by managers of impact sourcing organissti@ecuring new clients, the
availability of skilled managers in rural areasdiéidnal training costs, and the need to
satisfy a client’'s demand for corporate social oesgbility (William Davidson Institute
2013). However, the influence of local institutibr@nditions upon impact sourcing
organisations, and the concomitant effects onqadi marginalised groups, has not been
fully investigated. This paper attempts to fillglgap in research by studying the role of
the local institutional context and the corporabeial strategy in the likely success of

impact sourcing ventures.

4.2.2 Corporate Social Strategy

Corporate social strategy (CSS) is generally unidedsto mean a firm’s attempt to create
and increase both social and economic value (Huatet Allen 2011). A significant
proportion of management literature proposes thatisainess can achieve both enduring
social objectives and economic advantage if itcaltes resources and includes social
action planning in its strategic decision makingugkéd and Allen 2011 p.13;
McWilliams et al. 2006; Porter and Kramer 2011).riylas et al. (2007) defined social
action as ‘the behaviours and practices that extperydnd immediate profit maximisation
goals and [which] are intended to increase so@akflits or mitigate social problems for
constituencies external to the firms’ (p.926). Thistegic allocation of resources and
social actions to create social and economic vidueeferred to as corporate social
strategy (Bowen 2007; Husted and Allen 2007; Husteal. 2012).

Husted and Allen (2011) believe that CSS is neidreiobligation of a business nor the
response of an organisation to meet stakeholdemscad and legal concerns; and is
instead a clear strategic decision to pursue baitials and economic objectives.

Multinational companies tend to focus on their eatthain, and thus strategically plan
around global markets and products in order totitiewhere they can best create value
(Husted and Allen 2011). It is clearly a challempitask to align the interests of all
stakeholders in an organisation, be they sharefgldamployees, or other internal or
external non-market parties. Consequently, CS®sgyded to benefit the stakeholders in
social action plans formulated to meet both soai@ economic goals. Organisations
therefore require well-developed CSS that can mategseamlessly with their business
strategy. To achieve competitive advantage, CSS amsetail with an organisation’s

internal context and the external environment (Bldstnd Allen 2007).
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A difference in alignment between corporate soa#fategy and a stakeholder’s
perception of a social initiative may lead to negatconsequences (Mbat et al. 2013;
Michael et al. 2015). For instance, Michael et(2015) examine the negative outcomes
of the social strategy adopted by a multinatioribtompany operating in Nigeria. The
company concerned was renowned for its many soesplonsibility initiatives, including
the provision of clean water and rural electrificat the building of schools and hospitals,
annual scholarships for Nigerian students and matimger community development
projects. However, these efforts had limited infloe on improving the relationship
between the oil company and the local community, iastead the two were engaged in
perpetual conflict, with riots, sabotage, roadbkckstrikes and other protests
commonplace. The research concluded that the matitiimal concerned needed to better
understand the local community, its values and etgtiens before implementing any

further social strategies (Michael et al. 2015).

Whilst CSS may be easy to define, in reality itt@mplex and often contested in its
implementation (Bowen 2007; Husted and Allen 20B9wen (2007) discusses CSS
assumptions from two theoretical perspectives:réswurce base and behaviour theory,
which are narrowly focused on internal factors atakeholders, such as organisational
goals, management rationale and resources. Thaeemdé of the local or external
institutional context is missing from much of therent debate in defining CSS. Bowen
(2007) recognises this knowledge gap, stating tteattruly comprehensive view of
corporate social strategy would include both exeand internal factors, incorporating
how institutional pressures affect firms, how firpwsition themselves in relation to those
pressures, and how they mobilize their internabueses to implement their social
strategy’ (p. 109). However, there is a paucitystfdies exploring CSS, particularly in
relation to external institutional forces. This papseeks to build upon concepts within
CSS to explore how impact sourcing organisations lsast manage their social and

commercial objectives considering external instindl challenges.

4.2.3 Theory of Institutional Logics

Institutional theory is an accepted theoreticakpective within the information systems
discipline, and consequently has been used in mamdies of IT outsourcing. Friedland
and Alford (1991) are largely credited with theraatuction of institutional logics into the
sphere, describing the ‘material practices and gfimlconstructions which constitute

organizing principles and which are available tgamisations and individuals to elaborate’
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(p.248). They also explored the interrelationshgpween individuals, organisations and
society, proposing that organising structures aiidegl by institutions’ central logics that
shape both their organisational and individual behas. The defining characteristic of
institutional logics is a premise that society fisiter-institutional system, consisting of a
set of multiple and contradictory interdependestifational logics. Building on this early
work, Thornton et al. (2012) identify that individluand organisational actors are
influenced by different institutional orders in arer-institutional system, including the
family, religion, state, profession, corporatiorarket and community; and each of these
has its own central logic. They further acknowlediat individual and organisational
practices are shaped by each institutional ordanimter-institutional system, which also
has its own distinguishing principles, practicesl aorms designed to both enable and
constrain individuals and organisations (ibid.).cidlson and Aman (2012) have
examined the regulative, normative and cognitiwstitations that may influence attrition
in IT-enabled business process outsourcing; whilem&haw and Miozzo (2006)
investigated the institutional effects on knowledigiensive business services in the

German and British IT outsourcing markets.

It is clear that institutions are socially constad; and therefore both individuals and
organisations play a role in modifying them ovemei (Barley and Tolbert 1997
DiMaggio 1988; Fligstein 1991; Fligstein 1997; Koadand Hinings 1998) — although
actors and organisations are likely to have limigency, with their behaviours shaped
and controlled by the institutional environment [fHdl995). This paradox is referred to
as the agency versus structure debate, and idddlz the ‘paradox of embedded agency’
by Seo and Creed (2002).

The institutional logics theoretical framework Haesen widely used by the information
systems community to examine the implementation adhoption of IT/IS in different

contexts (Weerakkody et al. 2009). For example, ddagnd Rajdo (2011) study the
institutional context of the Brazilian Amazon anslimpact on environmental sustainable
development derived from the introduction of gepbieal information systems. Sahay et
al. (2010), similarly, draw on institutional logider their macro-level analysis of the
contradictory institutional logics that influencénet implementation of healthcare

information management systems in Tajikistan.

In this research, institutional logics is used &sna with which to understand the multiple

logics present in the local context, and combirie thith an examination of how the
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corporate social strategy of the impact sourcinganisation is shaped by these
constraining institutional logics whilst still a@ving the social objectives of the impact
sourcing. The resultant theoretical framework &spnted in Figure 4.

Society as an Inter-
institutional System
(Institutional Orders, e.g.
Community, Professional,
Religion, Family)

Institutional effecton Institutional
Logics - Logics -
Enable & Enable &
Constrain Constrain
Corporate
Cmmial Chundn~.
20Lidl oLllalcygy

Social Value Economic
Creation Value Creation

Individual/Organisational

Organisation
Actors

Figure 4: Institutional Logics and CSS in Impact Sarcing

4.3Research Methods

Due to the limited theoretical knowledge availalale,exploratory single interpretive case
study research design has been adopted to andlgseesearch area (Walsham 2006).
AlphaCorp has been chosen as a case study bedaissa ifor-profit publicly listed
outsourcing organisation, operating in both thednfl Pakistan. Its public listing on the
NASDAQ stock exchange clearly indicates the com{saogmmercial orientation, while
its decision to locate its outsourcing centre i@ temote mountainous district of AJK,
which was devastated by an earthquake in 2005, asmg#s a social mission
commensurate with definitions of impact sourcindieTadoption of this case study
provides the opportunity to study both a margiralispopulation and the local

institutional context in detail.

4 .4Data Collection

Drawing upon Walsham (2006), empirical data wasect#d from a variety of sources.

Semi-structured interviews provided the primaryrsewf empirical data, which was then
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complemented by detailed field notes made durirggpnkations and drawn from informal
conversations with respondents during refreshmergaks, with all field notes

subsequently converted to electronic format. Taioba holistic perspective, interviews
were conducted with employees at all levels of trganisation, including senior
management, middle level managers, and outsoumployees (billing executives).
The researcher, a Pakistani national who speakdotted language, was located in
Pakistan from September 2013 to March 2014 to uaklefieldwork, interviewing a total

of 72 respondents. Six further interviews were cmbeld at AlphaCorp’s head office in
the US in August 2014.

Interviews began with a general introduction, fakm by open ended questions designed
to explore the objectives and operations of Alph@Caespondents’ experience of
working in the outsourcing sector, the institutibolaallenges of working for AlphaCorp,
and the challenges faced by AlphaCorp in AJK. Redpats were encouraged to be as
open as possible, and to share their experiendes.inferview process naturally led to
further questions that informed the research (Mgeis Newman 2007). The length of the
interviews varied, depending upon the time constsaiaced by research participants. The
interviews were recorded and then transcribed venbaith the permission of the
respondents. In addition, copious interview notesewtaken in two of the interviews,
which were later converted to electronic formatblRly available secondary data
sources, including the company’s website, interreglorts, press releases, and the
registration form from the NASDAQ stock exchangebsite were also interrogated, to
enrich the case study data. A summary of the dempbdgs of interview respondents is

presented in Table 14.
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Table 14: List of Interview Respondents

Interview Participant Location Number of
Interviewees

Female Billing Executives ar| AJK 26
Team Leads

Male Billing Executive AJK 14
Female Billing Executives AJK and Islamabad4
(based at two locations)

Middle Level Managers AJK 5
Middle Level Managers Islamabad 16
Senior Managers Islamabad 5
Government Official Muzaffarabad 1
ICT Educational Consulta Islamaba 1
Middle Manager us 3
Senior Managers (U 3
Total 78

4.5Data Analysis

Data analysis was undertaken in parallel with datkection, in order to generate insights
to guide subsequent data collection (Silverman RAQ9@ivo 10 computer aided software
was used to organise and code the large amouniaditative data gathered during this

process (Bazeley and Jackson 2013).

Considering institutional theory as a sensitisirayide, primary codes relating to the
constraints of local institutional context were geated (e.g. ‘conservative family norms’,
‘inappropriateness of women and men working togéth#geaching is the only
respectable profession for women’, ‘family lifeinappropriate to stay outside late in
evening for girls’) from the empirical data. Codesre also applied in order to map data
related to organisational strategies employed tranme these institutional constraints
(e.g. ‘'separate morning shift for women’, ‘pick-amd drop-off service’, ‘community
interaction and awareness plan’, ‘skilled trainjnamiliarisation tour’). Due to the
interpretive nature of the study, we kept the asialypen to multiple interpretations,

biases or distortions to the narrative (Klein angeké 1999). The maximum number of
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codes was generated to sort the data related tongikutional constraints, with the
theoretical literature reviewed in parallel withstldata analysis phase. The theoretical
framework was revised to take account of the emgifindings, with the data analysis
process iterative to ensure constant interactidwden theoretical and empirical data
(Silverman 2006). To ensure all possible findingsravcoded, the coding process was
undertaken twice, then the sorted and coded data clacked and further personal
interpretations and reflections contained in memase added before, finally, being
further coded in NVivo 10. The related codes wéentorganised and merged into five
empirical categories: ‘family order institutionadgics’, ‘community order institutional
logics’, ‘professional order institutional logics’;allocation of resources’, and
‘management practices’. In order to directly anstherresearch questions, the data in its
sorted empirical categories was analysed and teadotheoretical themes were identified:

identification of institutional constraints and ttefinition of corporate social strategy.

4.6Description of the Case Study

The case study under analysis is a healthcare W karsiness process outsourcing
company, named ‘AlphaCorp’ for the purposes of gtigdy. AlphaCorp is a US-based
public listed outsourcing company, incorporatec?@01 as a private limited company,
and listed on the NASDAQ stock exchange in 2014 frtost recently published annual
valuation of AlphaCorp is $32.5 million. AlphaCohas its offshore-outsourcing centre

based in the small district of AJK in Pakistan, vehi¢ practices impact sourcing.

In 2009, AlphaCorp established its impact souraegtre in a small district of AJK, with
two objectives: firstly, to maintain a backup officand secondly, to aid the socio-
economic development of the region by creating egmknt opportunities for well
educated, and yet unemployed young people (espesi@men). In 2005, a deadly
earthquake substantially damaged AJK, with appraséy 1.8 million affected. 46,570
people died and 33,136 were injured in the eartkgu@lanning and Development
Department - AJK 2013). In the small district whekphaCorp is located, 95,516
households were affected by the quake, and an®@H&7 casualties were reported.
AlphaCorp is currently the only private sector Iidabusiness process outsourcing

organisation working in the region.

AJK has long suffered from economic migration, withny educated people raised in the
area choosing to join the public sector and mowvather cities in Pakistan in order to find

white collar jobs. Due to the prevailing social msr of the area, which are deeply
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conservative, the majority of parents did not petimeir daughters to move to other cities
for work, leaving teaching (in both the public gomivate sector) as the only employment
option available to educated women. Weather canttibecome extreme in winter and
this further influences daily routine, with landles commonplace due to the area’s

mountainous terrain.

More than 200 employees currently work in AlphaCerpJK centre, organised into
three shifts; with the morning shift reserved splflr women employees, in order to

facilitate female employment.

4.7Research Findings

Findings are presented in two main themes: thetifttion of institutional constraints
and the definition of the corporate social strate@gble 15 summarises these two

theoretical themes.

4.7.1 Identification of Institutional Constraints

This section discusses the institutional constsaamtsing from the different institutional
orders present in the local context of AlphaCorp3K centre, examining how these

constraining institutional logics interrelate.
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Table 15: Institutional Order Logics and Corporate Social Strategy

Identification of Institutional

Constraints

Defining the Corpo

Allocation of
Resources

rate Social Strategy

Management
Practices

[72)

norms

Lack of any
institutionalised
female participation
in the white collar
labour market

Opposition from
family members

Family
responsibilities

located outsourcing
centre

Pick-up and drop-
off service

Community Conservative Provide separate | Open monthly meeting
Order attitudes in rural working with community
areas environment for members including
men and women | guided tours of the
Community centre
suspicion of
AlphaCorp’s Hire local managemen
motives
Women working
with men
Family Order Conventional family Conveniently Activities to gain

y family acceptance

Ensure safe working
environment

Encourage female
family members of
women employees to
attend familiarisation
tours

Professional
Order

Teaching viewed as
an honourable
profession for
women

Work life balance

Shorter working
hours

Educational quality

Conveniently
located outsourcing
centre

Good salary
structure

Training in soft
skills

OJT (on job
training)

Familiarisation tours
y ‘Appreciate employees|

Schools pupils in AJK
invited to learn English
during school holidays

Morning shift reserved
for female employees

4.7.1.1Community Order Institutional Logics

The qualitative data revealed that the most intiiaénnstitutional logics were derived
from community orders, with respondents reportingt the community was ‘traditional

and conservative’, like many other rural commusitie Pakistan (Mughal 2014). The
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segregation of men and women is considered respeuwith the social mixing of men
and women viewed as unacceptable by the commumigrdos 2005). Research
participants revealed that men and women workigetteer in offices was not considered

appropriate. One female billing executive (BE) sldlaner experience:

“I am the first girl in my family to work in an afe. My father is very broad-
minded. He brought me up like a son. When | wataedork in the office, he
advised me to first check the company environmweinéther boys and girls work

together? Our community usually has many conceves ib.” BE 15

Paradoxically, it appeared that, if financially pitde, people preferred to send their
children to other cities for their higher educatiorhere most of the universities are co-
educational. Some female respondents had alreadyneld university degrees from co-

educational higher education institutions in ottiges.

This phenomenon was investigated further in orderxplore the reasons for such
paradoxical community logics, given that it seeraedeptable for the community to send
their daughters to other areas to receive educatiogender-mixed institutions, but
inappropriate to allow them to work in offices wadroth men and women work together.
The increasing trend for female education in thhalraommunities of Pakistan has driven
women’s participation in the socioeconomic dynanatthe community (Mughal 2014).
This was echoed in this study, where respondentgiomed a large number of schools,
colleges and computer training centres that hac es¢ablished in the AJK area as a
result of the rehabilitation efforts implementedeafthe 2005 earthquake. The ready
availability of education has helped to increase fdmale education rate, and has also
motivated local people to send their children tbheotcities for education. Immediately
after the earthquake, a large number of local meapigrated to Islamabad and
Rawalpindi — the nearest metropolitan cities —ricoktheir children in the educational
institutions located there. This offers an explamafor the accepted behaviour of the

local community to send their daughters to studgtirer cities, if financially possible.

Traditionally, the division of work in AJK has beeary clear, with women responsible
for domestic work and men liable for outside tagkfinding which concurs with Ferdoos
(2005). This research indicates that such gendes are enduring. One billing executive
(BE) who had graduated in commerce from a univerkitated in a major city in

Pakistan shared her experience of joining AlphaCorp
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“When | decided to work in AlphaCorp, no one in wilage had appreciated me
except my mother. | was engaged and my fiancé’sanatas very annoyed about
my job. Then | told them that my mother was a sipgirent who had struggled a
lot to provide us with education, now it's my taensupport my younger siblings’
education. So | refused to leave my job and brokeengagement because they
argued that girls don’t go out for earning in théamily. They told me that | could
study as much as | want but | should not move bilteovillage for a job.”BE 20

As the research proceeded, we found that the Adithuanity held negative perceptions
of work practices in the private sector, derivegart from some bad experiences with a
few of the international NGOs that arrived aftee @005 earthquake. Many NGOs had
provided emergency assistance to the communitincghiocal men and women to assist
in this aid and rehabilitation work. However, fewWwtbe international NGOs considered
the local norms and traditional values of the comityuin their work practices, with the
result that the local community found it ‘disrestbel for their daughters to work in an

office with male employees at ‘odd hours’, takemtean late into the evening.

Some NGOs were deemed to have brought ‘modernreudtind work styles’ to the area,
which were deemed unacceptable by the communitys mlgative perception about
private sector office jobs had adversely affecteditnage of AlphaCorp when it was first
established in AJK, with some local people forbidditheir daughters to work there,
believing that to do so would bring ‘western cudfuro the community, conflicting with
their cultural, religious and traditional norms. eTtManager of Operations (MO)
commented thus:
“When we started in 2009, it was a difficult tim@ifficult in the sense those
NGOs were also operating during that time and timiage was not good. People
don't like their administrative and operational ltythey had even they had fixed
some deadlines for NGOs to leave the town. Duringearly days, people asked
if they could visit us and if we could guide thebowt the operations and work
nature and how we will provide a respectable wonkienment for both male

and female employeesViO1

4.7.1.2Family Order Institutional Logics

Although the family is considered the centre ofiablife for both men and women, the
family usually plays a more significant role in wens lives in most conventional

societies (Weiss 1994). Pakistan is a predominatethyentional and patriarchal society,
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where parental authority is unquestioned (Ferdd@f5P Women in AJK were required
to obtain permission from their families (more gfieally, their fathers), in order to work
in AlphaCorp, with parents initially very concernatiout the work environment when
their daughters requested to join the company. Viee President of AlphaCorp

mentioned the conventional family order of the Adiktrict:

“We have tried a lot to facilitate employment blen it also depends on the home

environment. It depends if parents allow theirgid work.” VP

These findings suggest that the institutional agdera local context are interrelated, with
the institutional logics of one institutional ordeiten influenced or derived from other
institutional orders of the society. For examples tstudy found that the family logic of
not allowing daughters to work in an outsourcingamisation was directly influenced by
the existing community order logics discussed absueh as stereotypical gender roles
and community prejudices against working in thevgie sector. One billing executive

shared her experience:

“There was no trend for women working in officesour family. When | told my
family that | was intending to do a job, they saM/hy? Why do you need to
work?” BE 14

An Operations Manager on the morning shift comneknte

“Girls working in the office here was a unique kiofl experience and many
families thought for a while before allowing thedaughters to work for the

company.”’MO2

The research also uncovered a puzzling dichotonfarofly logics contained in the data
set. Many female employees reported that they gbiliphaCorp because their families
had encouraged them to work there, which was contathe family logics outlined
above. Further investigation revealed that the nitgjof respondents who had mentioned
family constraints were senior outsourcing emplgy@e respect to their employment
tenure at AlphaCorp, having joined the companyyeanl. The respondents who asserted
that their families were very supportive about ttltkscision to work for AlphaCorp were
among the more recently recruited employees. Tagates institutional change within

the society itself. Family beliefs tend to changadgally, and consequently the recently
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hired female outsourcing employees reported legsssof resistance from their families
when they joined AlphaCorp.

4.7.1.3Professional Order Institutional Logics

The case study showed that many educated womesdjdive teaching profession, either
in the public or private sector. The qualitativéadmdicated that teaching was considered
both a ‘respectable’ and ‘female friendly’ professin the region, given the conservative
cultural and normative influence of the societyr@fe®ms 2005; Mughal 2014). Although
the financial recompense of teaching is not padity lucrative, its working hours and
majority female workforce were the main reasonsféonilies preferring their daughters

to follow this career path.

“My family wanted me to join the teaching fieldchese it is a most respectable

profession, where you can manage both home andwBE 23

The professional logic of being an educator, ad a&lbeing considered honourable, is
compatible with existing community logics. It sés the community institutional logics
that segregate men and women in the workplaceaksadoffers a manageable work—life
balance; a finding which concurs with that of Rehnaad Azam Roomi (2012). It also
satisfies family logics, as family members beli¢hat women teachers can also devote

time to their families.

This research found evidence of individual agersyell as physical and environmental
factors shaping institutional logics. For examgkaw respondents had continued their
education, despite their job in an IT-enabled autsmg organisation. They wanted to be
teachers because they enjoyed teaching, with stsoebalieving that it would be easier
for them to manage a teaching career after marriage working in the outsourcing

sector, which often demands long working hours rideo to satisfy its foreign clients.

There was also evidence of individual agency act@sga contributor to change in
professional logics. For example, many respondemsed their desire to work in offices
where the nature of the work was IT oriented. Taggired to work in an IT company and
to be competitive in the professional job markes. gxeviously discussed, new female
outsourcing employees faced much less resistanaoe Ifioth their families and the wider

community, indicating a change in the professiamder.
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4.7.2 Defining Corporate Social Strategy

This section examines how the corporate socialegfyaof AlphaCorp has been shaped by
the local institutional conditions discussed in firevious section. Data is presented in

two empirical categories, the allocation of resesrand management practices.

4.7.2.1The Allocation of Resources

The fieldwork identified both tangible and intanigibresources that AlphaCorp had
allocated in order to facilitate the employmentfeiale outsourcing employees. These
tangible resources included the office and ICTasfructure and the ‘pick-up and drop-
off service. Intangible resources included traginpersonal and professional

development opportunities and familiarisation tours

There were few options for employment prior to thgening of AlphaCorp’s impact
sourcing centre in AJK. AlphaCorp provided a coneatly located working space with
all facilities necessary for white-collar work ihet outsourcing sector. The company
arranged a pick-up and drop-off service in ordezrioourage female employment, and as
a consequence, both the community and the fandfidemale employees were satisfied
that AlphaCorp was concerned about its employeebs @ovided a secure working
environment for their daughters. The outsourcinglegees felt ‘relaxed and satisfied’
that the company van picked them up from their roaed dropped them back home in

the evening. As one billing executive reported:

“Few jobs, mostly teaching, were available befolph@Corp opened the office
here. Due to the unavailability of frequent puliiansport, you had to commute
by walking. AlphaCorp provides a transport faciléyd a free lunch. We don't
have any problems with commuting. We come heretefree and enjoy working
the whole day and into the evening, reaching hame respectable way by using

company transport.” BE 5

In studying the allocation of resources, the ingyrpf both the social and commercial
orientation of impact sourcing practices becomepasmt. For example, AlphaCorp
benefits from the educated human resources awailalthis region, while also promoting
the social welfare of previously marginalised wonign providing them with a well-

equipped and accessible office. The pick-up and-0f® service encouraged more
families to allow their daughters to work at Alph@ag. It clearly satisfied the social

objectives of AlphaCorp to encourage the emanapatf previously marginalised
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women, whilst at the same time this corporate $atrategy fulfiled the commercial

objectives of the outsourcing organisation, prawidimore options for recruitment. The
unreliability and absenteeism of employees due dor public transport and adverse
weather conditions was reduced as a result of itheyp and drop-off service introduced

by the company, ensuring that employees reachedffiice on time.

Interviews with AlphaCorp’s management revealed,tha a result of minimal cultural
familiarisation and poor quality education, Alphagmeeded to invest extra effort and
resources into training the employees recruitedhto AJK centre. Management was
particularly aware of these constraints and hadigded a longer initial training

programme to address them. To improve both intesgueal and professional skills,
continual on-the-job training, soft skills trainiragnd familiarisation visits were arranged

in addition to the initial business process tragi®ne billing executive mentioned:

“They provided us with one month’s training (gerisrawo weeks in Islamabad)
which is related to medical billing. But they guide in almost everything. Even
our madam (supervisor) teaches us how to speak hod to behave

professionally. They treat us very gently. Apaotrirjob training they guide us in

soft skills. They even taught us how to introduas@ves.”BE 14

An HR manager reported that they initially investedra effort in training outsourcing
employees at the AJK centre, but after the trainihg majority of employees could
easily meet the service quality standards set ley diganisation. The research data
gathered in this study demonstrates that the inggn@nts in quality of work and the
wider skills of outsourcing employees gained agataome of this additional training not
only created social value but also met the businessls of the outsourcing organisation.
The employees needed to pass ten levels of testisthey had completed their initial
training in order to carry on working in the outsting company. This illustrates the
commercial necessity embedded in the corporatalssitategy. A team leader described

it in this way:

“During training they terminate the contracts of ployees who they find
uninterested or whom the company believes caniness in this kind of job. Our
initial training consists of multiple-levels. At &@a level the company tests
employees to monitor their progress. If someonefopmis very badly they
terminate their employmentTL 4
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The senior outsourcing employees all mentioned English language training they

undertook after joining AlphaCorp. It quickly becampparent that English language
training is no longer provided to new staff, fiys{las discussed by an HR manager),
because the quality of education in the area hgaawed in recent years, and secondly,
because people were now keen to work for AlphaCamp, therefore the company had a
wider talent pool from which to recruit. It is pdds to interpret these reasons as an
outcome of institutional change, as an increasecheu of recruitment applications imply

a reduction in the influence of the community aachily order constraints.

4.7.2.2Management Practices

This section summarises the empirical findingsteelao the management practices in
place at AlphaCorp used to achieve impact soursowal and economic value creation
objectives. The key management practice identifrethis study was the hiring of local
people to manage the AJK centre. The General Manayealed that they initially
transferred management from the Islamabad centthetdAJK centre. They then hired
potential management candidates from within th@lleommunity, who understood the
culture, norms, and traditions present in the ¢pciand then gave them on-the-job
training. He further commented that, especiallyrira female perspective, it was crucial
to understand ‘what is acceptable and what is fid# HR Manager of the AJK office is
a renowned and respected woman (ex-school principdlo was well known by the
majority of families in the community. Almost alf the female billing executives stated
that their parents trusted her and thus felt vafg sind comfortable when sending their

daughters to work under her supervision. One kiléxecutive shared her experience:

“The reason why | applied [to work] here is its sadnvironment, they take good
care of girls. | had not got permission to work sevhere else but here my family
allowed me to work very happily. Our Madam (HR ngerais concerned about
us and gives us extra care; she also gives pridotyur honour, cultural and

religious values.”"BE 5

The data show that AlphaCorp maintained its oféogironment in accordance with local
cultural norms. It overcame enduring community paé&es against private sector work
practices that had increased after the involvernENGOs. The company was deemed to
respect the norms and values intrinsic to the $peard provided opportunities for local
girls to work in the outsourcing sector without nfeng their mode of dress. For instance,

they provided a dedicated female-only morning shifiere outsourcing employees could
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work independently and comfortably; they could kebpir heads covered (with the

appropriate hijab) and the company did not exgeaintto stay late into the evening.

Respondents reported further practices of AlphaCegigned to gain the community’s
trust, including open days and free English languiagining for school children. Parents
of the outsourcing employees and other local peaple invited to attend sessions where
they were given a briefing on the company’s operetj which was particularly important
as healthcare information processing and medidiadiwith insurance companies in the
US were totally new concepts for local people. Ewslucated local people did not
understand the company outsourcing operations with US, as Pakistani medical
practice differs completely from the US, with thencept of using insurance companies
to pay for medical bills uncommon in Pakistan, vehpeople either go to public hospitals

to obtain free treatment, or pay in cash for vigitprivate medical clinics.

When gathering observational data, it became dlear the management practices of
AlphaCorp have both social and economic compondfas. example, to improve an
employee’s performance, AlphaCorp had devised iassef ‘appreciation activities’ and
awards, such as employee of the month and shiftteimonth. The whole outsourcing
shift that won the latter award was entitled taeefrecreational trip chosen by the team
members. The introduction of a competitive incemtivas deemed to have improved the
quality of service provided by AlphaCorp, and thuismately supported the commercial
objectives of the outsourcing company. The femadlandp executives based in the AJK
office were allowed to bring one female family mamifusually their mother or sister)
along with them on these trips, so that they wdlewad to participate. Along with the
social objective of increasing the empowerment ofvipusly marginalised female
outsourcing employees, there was also a commecoiaiponent to this action, as it
motivated all employees to win the monthly shiftaagy safe in the knowledge that if
they were successful, they would be allowed toigpete in the prize. Without this
intervention, some female employees may have beEssrhotivated to win the title. One

billing executive revealed that:

“People did bad-talk against this company previgusWhen those bad talks
reached to company, they organised many meetingsirasited our parents to
satisfy them....we are allowed to bring our mothers every company

entertainment trip at the company’s expense. Myharotvent to Attock and
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Rawalpindi with me. She liked it very much and abkvpraises AlphaCorp.BE
13

4 .8Discussion and Conclusion

This paper has engaged institutional logics teectfupon how local institutional context
influences impact sourcing. It has focused on ifigng the key institutional challenges
that act as antecedent conditions when definingraocate social strategy of impact
sourcing. By applying the institutional logics comst, it identifies the institutional

constraints existing in community, family and psg®nal orders in the local context.

This research provides three key areas of theateticd practical contribution. Firstly,
recognising that impact sourcing remains in itsunaly, this study responds to calls from
Madon and Sharanappa (2013) and Sandeep and Rakash(@015) for further research
into novel contexts of impact sourcing. Specifigathe findings of this research concur
with Sandeep et al. (2013) and Sandeep and Rakah#R015) that success in impact
sourcing requires the recognition of the institaéibconstraints of the local context. This
study adds to previous work by providing a morenuea analysis of the policies and
practices in place, and their congruence with pliegasocial and cultural norms. In
addition, this research contributes the conceptarporate social strategy to existing
impact sourcing literature. This has a practicédvance for the management strategies
employed by impact sourcing organisations seekimgrespond to the institutional
challenges posed by the local context, principhityallocating additional resources and
adopting culturally sensitive management practicEBe study acknowledges that
implementing a corporate social strategy to cresteial value requires additional
investment of human or capital resources (Hustedle2012). However, allocating
additional resources and adopting prudent manageprantices in impact sourcing to
achieve its social objective does not require comiakobjectives be discarded (Watson
et al. 2010). To illustrate, by allocating additbrresources to training and adopting
culturally sensitive management practices to a&hisacial objectives, AlphaCorp also
maximised its commercial success. The findings tameur with Lacity et al. (2012) that
if the community rejects an outsourcing organisatilue to a lack of congruence with
local institutional logics, then families will ngiermit their children to work in the
company concerned, confirming that the creationso€ial and economic values is
interrelated, and that elements of impact souremgst be considered in unison when

defining corporate social strategy.
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This paper answers (at least in part) the calfddher impact sourcing research focusing
on the attitudes and lived experience of margiedligroups (i.e. women) other than the
economically marginalised (Sandeep and Ravisha@kadb). The respondents in this
sample were marginalised by both geographical imeatnd gender, with women
marginalised by cultural norms of patriarchy andgemtation, as indicated by prior
research (Ferdoos 2005; Mughal 2014). Although bm#m and women had limited
opportunities to engage in private sector workha AJK region, the local contextual
conditions did not support women moving to otheiesito find work. The information
and communication technology underpinning impactrciog clearly allowed this

marginalised group to enter into gainful employment

This research also contributes to the study oftutginal logics (Thornton et al. 2012) by

building upon the concept of a multiplicity of iftetional logics (Besharov and Smith

2014; Greenwood et al. 2010), as illustrated byitberplay present in impact sourcing.

The case analysis demonstrates that institutiagatd of different institutional orders are

not isolated, and that the logics of one institudloorder may influence or be derived
from the institutional logics of other institutidnarders in the inter-institutional system.

For example, professional order institutional legaf being a teacher were derived and
intertwined with family and community orders. Thukese findings concur with the

existing studies of institutional logics and hetp strengthen the understanding of the
concepts related to society as an ‘inter-instindicsystem’ (Thornton and Ocasio 2008;
Thornton et al. 2012).

The paradox of embedded agency is a topic of mablateé amongst institutional theorists
(Battilana et al. 2009; Smets et al. 2012). Theysmaprovided in this research reveals
that institutional change can be an outcome of ahpaurcing. For example, families are
now more supportive of their daughters working fre tprivate sector IT-enabled
outsourcing organisation than they were a few yagos Both the HR Manager and Vice
President interviewed as a part of this study noeetil that whenever they announced
recruitment using only word of mouth, they receielirge number of applications from
both male and female candidates. The study alswsshbat other factors, including
individual agency, physical and environmental festeach contribute to the process of
institutional change in a way that has not beenméxad in previous research. Future
research may advance the theory related to théuith@bal change process as an outcome

of impact sourcing practice.
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There are a number of limitations of the case stkdst, the study only considers the

local context and its mapping with corporate sostehtegy to achieve impact sourcing,

whereas higher-level institutional logics (e.g. state or industry) may also influence

corporate social strategy in a way that has not lez@mined in this research. Second, the
study mainly focuses on institutional challengeshew other constraints, be they

environmental or personal, may also play an imporizart in shaping the corporate

social strategy.

Finally, a single case research design has mamegeats (Eisenhardt and Graebner
2007; Levina and Vaast 2008), but is sometimesc#d for making unfounded
generalisations. Following Walsham (2006) guidancemaking generalisations from
interpretive cases, this paper draws its theorett=velopment from a combined
framework and illustration of the concepts from #mapirical cases, thus offering rich
insights.
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Chapter 5: Can Impact Sourcing Address Social Issi#?
Toward a Human-centred Corporate Social Performance

Assessment

Abstract

The contribution of business to solving social ésus an area of growing interest in
management research and practice. This study feausémpact sourcing, an emerging
practice in the global outsourcing industry, whams to contribute to the social welfare
of the marginalised individuals of the society. Wirag on the concept of corporate social
performance (CSP) from management literature, shisly assesses the impact of an
impact sourcing practice, which focuses on theadassue of inequality and contributing
to reduce gender exclusion in the labour markespide extensive research exploring the
relationship between business and society, the gesnant literature on corporate social
performance (CSP) has made limited inroads inttab@®sues. In this article, we present
a model that extends the theory of CSP to embracielsssues by drawing on a wider
conceptualisation of stakeholders and incorporatirepry from development studies. A
qualitative case study of a global outsourcing piggtion, practising impact sourcing,
provides the empirical basis to our theoretical etdulilding. We adopt Amartya Sen’s
Capability Approach from development studies toarsthnd social impact assessment.
The paper contributes a theoretical model to asesfiuman-centred CSP outcome,
which, in this particular case study, is used focial impact assessment of an impact
sourcing practice. The novelty of the model is @®P outcome assessment approach;
mapping expected and acknowledged CSP impacts oefibary stakeholders’

capabilities. This model has implications for btithory and practice.
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5.1Introduction

‘We saw an increased understanding that in an wotarnected world, our futures and
fortune were linked as never before. This fuelleglaving determination from

individuals, businesses, and organisations to loegkond narrow self-interest.’
The Courage to Change, Kofi Annan, Oxford, 12 Ap€l3

Social issues, such as poverty, inequality, ananphgyment, were originally seen solely
as the responsibility of the state and later of-gowernmental actors. Over the past two
to three decades, there has been growing intaretbtei role that business may play in
addressing these and other social issues, andilmginig to the well-being of society
(BCtA 2008; World Bank 2013). International dongeacies, such as the United Nations,
Rockefeller Foundation, and Bill & Melinda GatesuRdation, have played central roles
in highlighting these social issues as large glatisllenges and acknowledging the
potential of business to address them (PrieBarmn et al. 2006; Rockefeller Foundation
2011; World Bank 2013). Other prominent organisaicuch as the World Business
Council for Sustainable Development (WBCSD) and @emmittee for Economic
Development have also argued that business leatherdd think beyond the limits of
corporate social responsibility for paying tax, ionmental considerations, fair wages,
labour rights, and provision of jobs, goods, anises; they should consider utilising

their resources to address social issues (WBCSD)200

The Rockefeller foundation introduced the concépinpact sourcing, which emphasises
the potential of the global outsourcing industryctmtribute to the social welfare of the
marginalised individuals of society by creating smutrcing jobs while remaining
commercially viable (Rockefeller Foundation 201h)this paper, we focus on an impact
sourcing practice of a global outsourcing orgaimsaand assess how it contributes to
address social issues. We extensively draw ondhgocate social performance concepts
from management literature to unpack the impacessseent of impact sourcing. In
management journals, scholars have contributeldet@ébate on the potential of business
to achieve social performance alongside commepgdiormance — often referred to as
‘doing well by doing good’ (Porter and Kramer 20bit)the triple bottom line (Elkington
1998). However, considerable pessimism exists i;discourse related to paradoxes of

business intentions and capabilities to deal wittiad issues (Blowfield 2007; Friedman
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1970; Utting 2007). This pessimistic discourse leémges management scholarship to

better explore the dynamics of business contributbosocial issues.

The discourse on corporate social performance (0B8RPhe management literature
focuses on the principle, process, and outcomergdnisational social actions (Carroll
1979; Wood 1991). Social actions are socially imfed policies and processes of
organisations. Various scholars have studied th® @®asurement approach (Carroll
1979; Wartick and Cochran 1985; Wood 1991) and havkided the management of
social issues as a compulsory component in altiegis<CSP measurement frameworks.
However, significant limitations remain in CSP m@&asnent research, which leaves the
concern of addressing social issues unanswerech(B@h2; Salazar et al. 2012; Walsh et
al. 2003). Specifically, much of the prior CSP mesé is focused on identifying general
stakeholder issues limited to the organisationatll®f analysis, reporting the output of
organisational social actions rather than assesiagCSP outcomes (Mitnick 2000;
Salazar et al. 2012) or examining the wider busingwolvement in social issues
(Clarkson 1995; Walsh et al. 2003). We take anrmdtitve perspective on CSP
measurement, which instead focuses on the sociédrn@eof individuals including their
social systems (local context). Why is this impotPaAddressing social issues involves
going beyond the organisational level of analysigitlude the interplay with individuals

and their social context (Sen 1999).

Social issues are complex in nature and requirenttiesion of organisational, individual,

and societal aspects for evaluation (Clarkson 18%&rson 2007). Although the recent
structural frameworks of CSP assessment have iaedlite CSP outcome component,
extant models lack any theoretical attention to wiyae of CSP outcome should be
measured and what procedure would be followed t@some the CSP impact on

individuals (Salazar et al. 2012). This paper prnesa theoretical model to address this

gap.

The paper responds to many calls for research baiim impact sourcing and CSP studies.
For impact sourcing studies, it responds to theafaCarmel et al. (2014) to assess the
effect of impact sourcing practice on the majokstelder, employees. It also responds
to the research need identified in the CSP liteeata include the effect on individuals
and society in CSP outcome measurement by incdipgraoncepts from other
disciplines, thus broadening the discipline’s tle¢ioal understanding (Moura-Leite and
Padgett 2011; Wood 2010). Specifically, Wood (20i@jtes that, ‘refocusing on
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stakeholders and society and crossing the diseiplibarriers in the name of CSP may be
just what is needed to invigorate and sustain G3®Blarship and to discover the results
that will be truly meaningful to corporate managensl their many stakeholders’ (p.76).
To satisfy these knowledge gaps, this study dramtiterature from development studies
and incorporates Sen’s Capability Approach (CA)oeg that focuses on the capability
development of the individual (Sen 1999). Here,refer to the marginalised individuals

as the beneficiary stakeholders, where these lmisfistakeholders are those individuals
who are affected by social issues and can bemefit the CSP outcome. In response to

these knowledge gaps, this paper explores thenmipresearch questions:

1. Can impact sourcing contribute to addressing sssales?

2. How can the CSP outcome of an impact sourcing ioeabe assessed?

To do so, we use a single case study of a for{peafisourcing organisation practising
impact sourcing, AlphaCorp. The case narrative riless how the organisation attempted
to address a social inequality issue of femaleusxah from the professional Information
and Communication Technology (ICT) labour market ibnyplementing an impact
sourcing practice in a remote district of a develgountry. Inductive analysis from the
case study derives a theoretical model to undefstaman-centred CSP outcome
assessment using Sen’s Capability Approach. Theradeemphasis of the model on
assessing the impact on individuals’ capabilitiesngficiary stakeholders) explains its
human-centred orientation. This study has multgdatributions to the study of impact
sourcing and CSP. Its novel contribution to theamg practice is its extension of Wood'’s
(2010) work. The model proposes a CSP outcome sxsses approach incorporating
organisational, individual and societal aspects Kay addition here is an approach to
assess the impact on individual beneficiary stakihis, embedded in their social
systems (Clarkson 1995; Wood 2010).

5.2Background Literature

In this section, we review literature regarding aapsourcing, CSP, Capability Approach,
and gender inequality.

5.2.1 Impact Sourcing

The conceptual underpinnings of impact sourcing tmayraced to a discourse related to
the business advantages of engaging with low incgroaps demonstrated in Prahalad

and Hart (2002) concept of Fortune at the BottorthefPyramid (BoP).
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Scholars have a significantly optimistic approashinipact sourcing and present it as a
win-win strategy for both the outsourcing serviceoyiders, in terms of business
profitability, and the social welfare of margina&ispeople (Avasant 2012). Social welfare
represents the well-being of people and communiiMidgley 1995) and is an approach
that offers an effective response to current sasg@les. Impact sourcing may contribute
towards social welfare by providing employment appoities to marginalised
individuals (Carmel et al. 2014). For example, nraljsed people with relatively lower
market exposure and personal or professional chtmsiwho may face difficulty when
competing for jobs in metropolitan areas (Monit@12). Environmental, physical or
social constraints may also restrict marginalisedpgbe from gaining access to the job
market. Malik et al. (2013a)’s study of a rural mep sourcing initiative in India shows
that women were not allowed to move outside théag@ for work because of

conservative social norms.

The phenomenon of impact sourcing is in its nass&ge of research but it is possible to
discern two broad categories of business modelBnfact sourcing practice in the form
of outsourcing social enterprise established faiagdavelfare, and 2) Impact sourcing as
corporate social responsibility within a commera@atsourcing organisation (Malik et al.
2013b). Although private sector outsourcing orgainss are considered to be the major
catalyst of impact sourcing (Monitor 2011; RockefeFoundation 2011), most existing
studies consider non-profit or social IT outsougciorganisations, such as government
financed impact sourcing initiatives for rural ladiwomen (Heeks and Arun 2010), a
non-profit social enterprise impact sourcing ititia for poor rural Indian people (Madon
and Sharanappa 2013), or the prison employmentrgmoge of a US Federal
Correctional Institution (Lacity et al. 2014). Tharvival of the social enterprise type of
outsourcing initiatives is in the long run a magmncern because of various types of
dependency challenges, for example, dependencyhengbvernment sector for the
outsourcing work (Heeks and Arun 2010), or finahclapendency (Heeks and Arun
2010). Moving to prior literature on the ‘impactf onpact sourcing, the practitioner
literature provides evidence of a remarkable irm@da marginalised people’s income and
spending; however, these findings are based omslaeported without any empirical
evidence. For example, Monitor (2011) claims thapact sourcing may influence
marginalised individuals’ education and health slyem because of an increase in their

net income of 40 to 200%. It also claims that impsaurcing may provide business
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benefits to outsourcing organisation because of0% 4lecrease in total operational

expense in rural areas and small cities (Monitdr120

The academic studies report improvements in maligeth outsourcing employees’
personal lives, professional skills, social accepta networking abilities and economic
uplift (Heeks and Arun 2010; Lacity et al. 2014; dda and Sharanappa 2013), but, as
discussed above, these studies examine only th&l son-profit outsourcing initiatives.
For example, Heeks and Arun (2010) explore a gawemn financed social outsourcing
initiative, ‘Kudumbashree’, in the Indian state Iérala. They apply the Sustainable
Livelihood (DFID 1999) framework to evaluate thevgmment supported outsourcing
initiative and present the results quantitativety percentages to show increases in
financial, physical, social, human, and politicakets. Another example is Madon and
Sharanappa (2013), who also draw on the Capabipipproach to evaluate the impact of a
non-profit outsourcing enterprise on outsourcingplEryees’ capabilities improvement.
Personal development, work and lifestyle changd,iarproved community relations are
a few of the capabilities they discuss briefly ne paper (Madon and Sharanappa 2013).
Lacity et al. (2014) investigate a prison employim@nogramme of a US Federal
Correctional Institution (Lacity et al. 2014). Umdghis programme, called prison
sourcing, prisoners were hired and trained to perfcomputer based business processes.
The study found a positive influence of the progmanon prisoners, resulting in some
benefits, such as work habit development, goodhfired compensation, development of

business skills, productively occupying time, amdleation of self-efficacy and status.

Carmel et al. (2014) propose a future researchdegef impact sourcing and call for
future research to study the effect of impact siogrcon marginalised outsourcing

employees, a call to which this study aims to regpo

5.2.2 Corporate Social Performance

CSP and its related concepts (corporate sociabnsdpility (CSR), corporate governance,
and corporate social responsiveness) have beensestty studied for more than five
decades. However, it has been argued that thatliteris multiplying rather than building
theoretical concepts, leading to fragmentation (Aguand Glavas 2012; Matten and
Moon 2008; Wood 2010). CSP has been studied inemcidliterature as ‘CSR in
practice’ to justify the measurement aspects ofsigal objectives of business (Carroll
1979; Wood 2010). It is defined as a set of busiregivities that focus on the impacts

and outcomes for society, stakeholders, and thiméss organisation itself (Wood 2010).
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Several scholars have advanced the CSP measurapmoich (Carroll 1979; Clarkson
1995; Sethi 1975). For example, Carroll (1979) enésd the first operational model to
measure CSP by integrating three dimensions: cat@aocial responsibility, corporate
social responsiveness, and social issues. WartidkGochran (1985) built on Carroll's
(21979) work to define their model of CSP. They gntde principles, process, and policies
with Caroll's (1979) three-dimensional model to stvact a general model of CSP, which
consists of the principles of social responsibilibe process of social responsiveness, and

policies to address social issues.

Wood (1991) builds on existing models of CSP amtbiporates concepts from other
theories, such as organisational theory, instiaiagheory, and stakeholder management
theory. The significant contribution of her revisSE&P assessment model is the addition
of outcome and impact components of CSP in termghef effect on people and
organisations, their natural and physical enviromisieand their social systems and
institutions (Moura-Leite and Padgett 2011; Wood @0 However, the model does not
provide theoretical insights to guide assessmenh®fimpact on individuals and social

systems, which limits the CSP outcome in terms @asurement of social issues.

Clarkson (1995) presents a stakeholder framewarkialysing and evaluating CSP and
highlights the distinction between stakeholder essand social issues. The stakeholder
issues are general stakeholder-related challemgéed to the organisational level, for
example, employee assistance plans, carbon ensssioistomer trust, and employee
satisfaction and well-being. The social issues, dv@x, are societal problems identified at
municipal, national, or global level over an exteddperiod of time and requiring
legislation and regulation, for example, socialguality and poverty, health and safety,
environmental degradation and climate change, dipectancy and health. Thus, the
stakeholder issues are not always the same asitlee gocial issues (Clarkson, 1995),

reinforcing the need for individual, organisationad societal level of analysis.

As noted above, the social issues component isi@etand has been included in some
prior CSP measurement scholarship (Carroll 1979rtidkaand Cochran 1985; Wood
1991). However, the majority of studies have agamphasised only the general
stakeholder issues at the organisational leveppssed to a wider scope including social
issues (Clarkson 1995; Husted and Allen 2011; Welsdi. 2003).
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The major criticism of CSR and CSP scholarshipelated to the lack of acceptance of
the role of business participation in addressingjadassues (Devinney 2009; Friedman
1970). Pessimists doubt the ability of organisai®aa understand and address social
issues and argue that government or civil ager{eigs NGOs) should be responsible for
dealing with social issues (Edwards 2008).

Critics also argue that the management literatacks agreement on what aspects of the
social performance outcome should be assessed andthey should be measured
(Salazar and Husted 2008; Salazar et al. 2012; Swah999). A large number of CSP
measurement studies are focused on reporting thgutof an organisation’s social
actions (Mitnick 2000). These studies rely on comypdisclosure reports or professional
indices (e.g. UN Global Compact Index, PollutionrfBenance Index, KLD Index) to
assess the output of social actions (Wood, 201®Yafe, management studies have paid
less attention to examining the effect of socigioas on people and society (Salazar et al.
2012; Wood 2010). These limitations in managemémdiss represent research gaps
related to the paucity of a detailed examinatiosadial issues in CSP (Moura-Leite and
Padgett 2011). Wood (2010) calls for incorporatingerdisciplinary approaches and
making a concerted effort to accommodate methgasoaches, and results from other
disciplines to fill these knowledge gaps. Anotheggestion evident in the literature is to
examine the social performance impact in terms whdn development, for example,

well-being and quality of life (Prieto Carmn et al. 2006; Salazar et al. 2012).

In order to better understand how we can conceptudluman development and these
key social issues, and, importantly, how to assessal impacts, we next look to the

development literature.

5.2.3 Social Inequality and Capability Approach (CA)

With over 1.2 billion of the world’s population livg under extreme poverty (on less than
$1.25 per day) (UNDP 2014b), the key focus in régears within the domain of socio-
economic development has been poverty reduction DRN2014a; UNDP 2015).
Although lack of income is one important factoryedy is seen as a multidimensional
problem, driven by economic, political, geographiparsonal, and social factors (UNDP
2014b). While a country may develop economicallgttgrns of economic growth can
deepen inequality within society, hence stiflingiabdevelopment of some (vulnerable
or marginalised) groups (Alesina and Rodrik 1994rd&ll and Londofio 1997;

Deininger and Squire 1998). Other factors affectimgpuality can be rooted in issues of
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class (and/or caste), gender, ethnicity, religemd other social dimensions. Hence, the
concept of socio-economic development recognisesdmplex and contextual nature of
an individual's situation, and addresses key issaesund inequality and the

empowerment of marginalised groups (Kabeer 2005shiaum 2011).

Women in particular are recognised targets of agarakent agendas due to their often
marginalised place in many developing societies BN 2014a; UNDP 2015).
Particularly in relation to employment, women makeonly 40.4% of the global formal
labour market (ILO 2012; ILO 2015), with a largeoportion of this in the agriculture
sector. There is abundant evidence of both horaghy discipline or sector) and vertical
(retention and advancement) gender-based segredatimany industries, particularly in
science and technology areas (Erikssodetterquist 2007; World Bank 2013). For
instance, in the ICT sector there is much reseancthe gender division of labour that is
prevalent globally (Chase 2008; Hafkin et al. 206f&wcroft and Richardson 2008;
Kelan 2008). This research indicates that as welpmactical issues such as access to
resources (finance, technologies, training, jols)men face gendered societal barriers
affecting their mobility, control of resources, atiecision-making powers, among others
(Kabeer 1999; Kabeer 2005; Pearson 2007), oncen alghlighting the complex

multidimensional and contextual nature of ineqyalit

In his Capability Approach to development, Amart$@n (Sen 1992; Sen 1999)
conceptualises development as a process to enabfdepto live the lives they value, by
addressing policies and initiatives to improve ttlegipabilities to do so. This is a broad-
based conceptualisation representing a shift ireldgment theory away from economic
growth toward a human-centred approach (Nussbaubi)20t has been applied in a
number of domains, including more recently the rimfation systems field, to analyse
social change at the personal and individual anthatsocietal or community levels
(Cushman et al. 2008; Madon and Sharanappa 20&8)agues that such social change
needs to be unpacked in detail to identify not fhetresources that an individual needs to
utilise to enhance their capabilities (e.g. ac¢ed€T training to develop marketable ICT
skills), but also what contextual factors can suppo impede them in converting those
abilities into actively functioning and using thdeg. getting a job in the ICT sector).
Hence, their choice, or agency, may be limited @&ab1999; Sen 1999). For instance,
Malik et al. (2013a)’s study of a rural impact szng initiative in India found that
women felt unable to move outside their village 6T work because of conservative

cultural norms (despite having developed the necgsCT capabilities). Here we see
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women’s choices (and ability to realize their cali#ds) restricted by the social system
they are part of. This reinforces Kabeer's (199901 conceptualisation of
empowerment, whereby increased awareness of chaialsble, and increased agency
to choose among them despite strong contextuaé$onepresents positive change (i.e.
development).

This capability approach to assessing social impaclresses calls from development
theorists (Mansell 2006) to move away from presuedi expected impacts for
interventions to a focus on beneficiary empowermartividuals can be empowered to
choose for themselves what kind of lives they valnd therefore what kind of impacts
they experience and value, given their situationC#&pability Approach to assessing
impact enables the beneficiary’s perspective tthkekey focus. Critics of the Capability
Approach argue that it is hard to operationalise ttheory and several have developed
operational tools to assist in identifying key gemeapabilities (Kleine 2013; Nussbaum
2011; Robeyns 2005). However, a true Senian apprastvocates allowing the

beneficiary themselves to determine the valuedlméfes.

This research takes a Capability Approach lenssess the impact of impact sourcing as

a perceived CSP outcome of a commercial outsoummiggnisation.

5.3Research Methods

We adopted an inductive case study design to relsghae phenomenon in its social
context (Stake 1995). The case study approach eflous to consult multiple data
sources that support the reliability of the reseghin 2014). We selected a single case
study to obtain a deep understanding of the rekeamgblem with respect to its social
setting, which helps to gain richer theoreticaighss into this relatively little examined

research area (Dyer and Wilkins 1991).

5.3.1 Research Context and Case Selection

AlphaCorp was selected as a particularly revelataise (Eisenhardt and Graebner 2007)
to investigate the assessment of social impactngfact sourcing for the following
reasons. First, AlphaCorp was a commercial orgéaoisgractising impact sourcing and
focusing on a social issue — the social inequalitgender exclusion in the professional
ICT labour market — as part of its CSP. This caseegis an appropriate platform through

which to unpack our research inquiry.
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Second, the aim of our research is to study ga@SR measurement scholarship related
to its effect on individuals and society. AlphaCdrwpd implemented an impact sourcing
initiative in a small, earthquake-affected distraft a developing country. It provided
outsourcing work opportunities to educated locamea, who were geographically and
socially marginalised, to bring them into a maieatn job market and improve their
socio-economic conditions. The beneficiary stakébid of the CSP initiative were
marginalised local women, which enabled us to stimy CSP impact on individuals.
Analysing the traditional culture and conventiosakial norms reflected in the daily
practices of the local community where AlphaCorpl l@plemented impact sourcing
(Mughal 2014) enabled us to examine the interplaywben the CSP outcome, the

beneficiary stakeholders, and their social systems.

5.3.2 Data Collection

We carried out the major part of our fieldwork imkistan and collected data from
AlphaCorp’s Azad Jammu and Kashmir (AJK) and Islbathcentres over seven months
(September 2013 to March 2014). Long engagemetiteifield within the research sites
improved the reliability of the findings by enalgimccess to multiple rich data sources
for triangulation (Lincoln and Guba 1985). We drewm three data sources: semi-
structured interviews, extensive field notes duramyl after observation and informal
communication, and archival documents (Yin 2014mBstructured interviews were the
main source of data, conducted with employeesmabst all levels of the organisational
hierarchy: outsourcing employees (e.g. billing exees (BE), team leaders), middle-
level management, and higher-level management.t#l td 72 interviews of varying
length were conducted during fieldwork in Pakist&e conducted two interviews
through video conferencing, seven through audiderencing (via an official internal
communication device), and one telephone interviefvile the remaining interviews
were undertaken face-to-face. These interviews waped and transcribed (where
permission to record was granted) or detailed ne® taken and written up as soon as

possible afterwards.

Our primary focus was the AJK centre because it thesCSP initiative implementation
site. We conducted 45 interviews in AJK and, ofsthe26 were female outsourcing
employees, who were the beneficiary stakeholdergshef CSP initiative. We asked
guestions about the differences they perceivednyf, in their personal and economic

circumstances, social status, and various abillliefere and after being employed. We
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asked questions related to enablers and constrainth as what kind of constraints they
had faced in getting this job; enablers and chg#erduring initial days of work and how
they overcame these challenges; and family reactidvie also interviewed 14 male

outsourcing employees to broaden our understarafitige local context and corroborate
the case study insights relating to the existerfceooial inequality and organisational

impact, especially about local cultural and soni@ms related to female work practices.
Additionally, we interviewed five middle-level magement officials at the AJK centre.

We asked questions about their strategy of operdtia AJK centre, their perception of
the impact of impact sourcing on female outsourcamgployees, and the perceived
influence on and response of the local communitytHermore, we asked about different
opportunities and challenges existing in the regaol how the company had availed

itself of the opportunity and managed the challengfeunning the operations smoothly.

In addition, we interviewed four female outsourcemployees in the Islamabad centre
who had also worked in the AJK centre. We alsoruiteved sixteen managers and
assistant managers of different departments aedhiiyher-level executives in Islamabad.
Subsequently, we conducted six more interviews \mitiher-level managers during a

visit to the US centre in August 2014 to incorpertiite US side of the story.

During fieldwork in Pakistan, the fieldwork reselaec was enrolled on a staff orientation
course focused on the company’s core operationsfamctional departments, which
provided valuable data on the background of AlphaCas well as its management
processes. Alongside the semi-structured interyielwsng breaks and after work it was
possible to observe work in the centres and infdymalk to the outsourcing employees.
Notes were written from these observations and exsations as soon as possible
afterwards as a research diary. The fieldwork mebes’'s understanding of the local
language, actual presence at data collection sitess-checking/comparison of interview
findings during interviews with outsourcing emplegeand management, as well as field
notes and observations, are strategies that wdosvem to ensure the authenticity and
validity of the research findings (Eisenhardt 1988Jden-Biddle and Locke 2007).

5.4Data Analysis

We used template analysis to analyse the collatatal Template analysis is a structural
approach of thematic analysis that helps in redpaitarge amount of textual data to that
required for a research study (King 2004). Thidysia started from the development of a

very flexible initial template on the basis of abset of data, the researcher’s field
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experience, and initial concepts from the literat{King 2012). We moved from raw data
to theoretical implementation in an iterative psxéollowed in three stages (Gioia et al.
2013; Langley 1999).

Stage | — Producing an initial template and codingaw data We began our data
analysis by producing an initial template (list obdes) after obtaining a basic
understanding of our case study and conductinditstefew interviews. To analyse our
data related to human-centred impact, the conadptse Capability Approach informed
our initial template. The initial template consastaf three main categories: the case study
organisation, impact on employees’ capabilitiesl social and environmental influences.
These categories contained a few initial-level soderived from the literature and a
subset of data to give a starting point to our datalysis. For example, personal
capabilities, financial capabilities, social capiéibs, and professional capabilities came
under the category of impact on employees’ capasli Template analysis is highly
flexible and helped us to constantly modify, reaage, and add and delete new codes and

categories when we started analysing the data fivelic (King 2004).

We used NVivo 10 software for coding the textuahdand developing the final template,
which helped to manage and sort a large amounataf, @s it allowed double or multiple
coding (the same text code under multiple codebjclhwwas well suited for the iterative
process of updating categories and codes (Bazelégckson, 2013). We collated data on
AlphaCorp’s organisation, its impact sourcing mtitre, the local social context of AJK
(implementation site of the impact sourcing initia), effect on employees’ capabilities,
and effect on local context. We picked out difféardascriptions from the text to create

NVivo nodes.

Stage Il — Finalising the templateln the second stage, we ensured that all reledatat
had been coded in the final template by repeatwegdata analysis process twice. The
final template is presented in Figure 5. In thalffitemplate, we sorted all codes into six
main categories. The codes that contained dateedeta AlphaCorp were arranged in the
‘organisational detail’ category. We grouped thosées in the ‘local context’ category
that contained data explaining the environmentallehge and social structures of the

local community where AlphaCorp had implementednitgact sourcing.
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1. Organisational detail
1.1 Company details
1.2 Business and social objectives
1.3 Corporate social performance initiative
1.4 AJK centre details
2. Local context
2.1 Environmental challenges
2.1.1 Earthquake affected region
2.1.2 Extreme weather
2.1.3  Mountainous geography
2.2 Social structure
2.2.1  Conventional cultural norms
2.2.2  Women'’s job roles stereotype
2.2.3  Patriarchal society
2.24  Conservative traditions
2.25 Religious values
3. Social activities output
3.1 Socially informed process and policies
3.1.1  Offered equal wage rate
3.1.2 Professional development opportunities
3.1.2.1 Additional training
3.1.2.2 Exposure activities
3.1.3  Culturally sensitive working environment
3.1.4  Dedicated female-only morning shift
3.1.5  Pick-up and drop-off facilities
4. Management perceived impact of CSP
4.1 Personal and professional capabilities
4.1.1  Confident employees
4.1.2 Improved professional attitude
4.1.3 Improved work quality
4.1.4  Winning quality competitions
4.2 Improved financial condition
4.2.1 Low living cost in small town
4.2.2  Getting higher salary
4.3 High satisfaction level and socialisation
43.1 Networking with peers

4.3.2
4.3.3

Sharing knowledge
Reduced employee turnover rate

4.4 ICT skills improvement

4.4.1
4.4.2
4.4.3
444
5.

Providing ICT training

Learning by doing

Working on computer for long hours

Better MIS usability skills
Employees’ perceived impact of CSP

5.1 Personal and professional development

511
51.1
511
511
51.1
51.1
512
5.1.2
512
5.1.2
512
512
5.1.2
512
5.1.2

Personality development
.1 Respecting others’ opinion
.2 Punctuality and self-discipline

.3 Planning and setting life goals
.4 Multicultural adjustment
.5 Improved self-confidence

Professional skills

.1 Communication skills

.2 Discipline and punctuality

.3 Decision making

.4 Language proficiency

.5 Team work

.6 Stress management

.7 Stamina building for work

.8 Sense of professional responsibilities

5.2 Empowerment

521
5.2.1
521
5.2.1
522
5.2.2
5.2.2

Social and personal empowerment

.1 Acceptance and appreciation
.2 Sense of achievement (self-reliance)
.3 Self-belief

Financial and professional empowerment

.1 Improved financial status
.2 Future employability

5.3 Informal learning and education capabilities

531
5.3.2
5.3.2
5.3.2
5.3.2

Capabilities to acquire higher education
Learning and transferring knowledge

.1 Peer learning
.2 Capabilities to gain knowledge
.3 Guiding friends and family

5.4 Economic development

5.4.1  Self and family financial support

5.4.1.1 Contributing to family earnings

5.4.1.2 Financial self-dependency

5.4.1.3 Spending on education

5.4.1.4 Spending on health

5.4.2  Savings and investment capabilities

5.4.2.1 Saving for wedding expenses

5.4.2.2 Saving for future

5.4.2.3 Saving for education

5.4.2.4 Spending on assets

5.4.2.,5 Spending on small business

5.5 Socialisation and networking capabilities

5.5.1 Personal social capabilities

5.5.1.1 Socialisation with friends and family

5.5.1.2 Fulfilling family commitments

5.5.1.3 Attending family functions

55.2 Professional social capabilities

5.5.2.1 Professional networks

5.5.2.2 Entertainment

5.5.2.3 External exposure

5.6 Information communication technology (ICT)
skills

5.6.1 Unaffected ICT capabilities

5.6.2 First-hand learning experience of MIS

5.6.3 Future employability for ICT-based jobs

6. Change in local norms and cultural practices

6.1 Change in family norms

6.2 Change in community mind-set

6.3 Acceptance of women’s job roles

6.4 Realisation of women’s professional
empowerment

6.5 Relaxed patriarchal structures

6.6 Change in conservative local culture
Source: Adopted from King (2012)

Figure 5: Final Template of Analysed Data
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The ‘social activities output’ included codes thantained data related to AlphaCorp’s
social actions supporting CSP, for example, additicraining, exposure activities,
offering equal wages, and so on. Furthermore, atasgt generated two types of codes
related to impact on employees’ capabilities: fissiphaCorp’s management reported
an impact on employees’ capabilities; and secohd, Ibcal female outsourcing
employees reported an impact on their personalbilites after being employed in
AlphaCorp. We grouped these codes into two sepaatgories. First, ‘management
perceived impact of CSP’ grouped codes relatetidaetfect on employees’ capabilities
perceived by AlphaCorp’'s managers, for example,sqeal and professional
capabilities, improved financial condition, and dayees’ ICT skills. Second,
‘employees’ perceived impact on CSP’ contained sodelated to influence on
employees capabilities as per the employee’s patsoew. Our case study generated
different codes containing data that reflected ange in local norms and practices, for
example, change in family norms, change in communiind-set, acceptance of
women'’s job roles, and so on. We grouped thesesctmdgether in a category ‘change in

local norms and cultural practices’.

Stage Il — Identifying themes to build a theoretitmodel.After organising all data in
the final template, we travelled back and forthwestn organised data and relevant
literature to generate abstracted themes for thieaitgding (Miles and Huberman 1994).
We further aggregated these themes into a thealetiodel that encompassed three
core concepts representing the model’'s central tnmis: expected CSP outcome,
acknowledged CSP outcome, and effect on sociaésystincorporating organisational,

beneficiary stakeholders’, and societal perspestikespectively.

We engaged with the CSP literature from managersieiies and abstracted a theme
‘managers’ perceived impact on beneficiary stakedwsl capabilities’ as an expected
CSP outcome: organisational perspective. Furthesmwee abstracted another theme,
‘beneficiary stakeholders’ perceived impact on ¢dlgees’ and six sub-themes:
‘personal and professional development’; ‘empowertne‘informal learning and
education capabilities’; ‘economic development’;ocmlisation and networking
capabilities’; and ‘information and communicatioechnology (ICT) skills’. We
engaged with the capability framework literature aostract the theme ‘beneficiary
stakeholders’ perceived impact on capabilities’ ams acknowledged CSP outcome:
beneficiary stakeholders’ perspective. Lastly, wgaged with both the management

and development literature and abstracted a theinfehange in social norms and
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cultural practices’ as an effect on social systeimslable 16, we summarise the core
concepts, themes, and illustrative data from wkehderived our theoretical model. To

increase the reliability and validity of our integpation and theorisation, we presented
the case study insights on various platforms, stsch seminar, workshop, and working
group conference. The external scholars’ reviewfardback helped us to improve the
emergent theoretical model (Lincoln and Guba 1990).

Table 16: Summary of Core Concepts, Themes, and distrative Data

Core Conceptand | lllustrative Data

Themes

The Case Study

The case study “...has offices in US, Islamabad, Pakistan and AJ&kiftan.
organisation We employ a highly educated workforce of more tia®00
people in Pakistan.” (NASDAQ registration form)
“Basically we started the AJK office for two reasoifo create
job opportunities for the youngsters of that regiespecially
girls, and second, we need a backup office anywdngther it
was located inside the country or outside the agunt
(Company Spokesperson)

“The company van picks us from our homes and dispsff
there. My family is very happy that their daughteworking in
a good environment.” (Female BE — 11)

Local contextual “Here the environment is not like urban areas. fwee is
detail concerned about where are you going and what yewaing.
That's why my parents were very concerned whenclddel to
work in the office.” (Female BE — 14)

“...it was not easy to get there simply because i waite an
inward-looking society.” (Manager Compliance)

“There was significant social inequality between nmand
women. Females had some limitations, for exampleir th
education ratio, travelling and other family resions.” (Asst.
Manager HR)

“My family wanted me to join the teaching field laerse it wag
considered as an honorable profession for girlsehfale BE
23)

“It might be a little difficult to get permissiorrdm the family
to move to another city for a job.” (Female BE— 10)

“...but some elder people in my family are very cowuatve,
like my grandmother. She said, ‘Don’t do a job inadfice, you
will be sick.” A few girls got backache initiallyiting in an
office for longer hours, but it was not a big issak all.”
(Female BE — 27)

Expected CSP Outcome: Organisational Perspective
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Managers’ perceive
impact on beneficiary
stakeholders’
capabilities

“...but actually I am ver pleased with the development

these girls at AJK. | believe that a smaller grongkes more

connections and networks, that's why | am more eaped how
they learn.” (Manager Compliance)

“There are few employees of the AJK centre who hbeen
selected as employee of the month and team of trehmThe
female morning shift at the AJK centre has receivedshift of
the year award because of the quality of the waomky tare
delivering; we are finding them personally and pssionally|
groomed.” (Manager Marketing)

“We bring local girls toward technology and professlism.
Now they have realized their potential and thatytiean do
something different.” (Chief Information Officer)

“Here we have to teach them, from computer knogdetb
office etiquette. But once they have learnt, thesrfgorm
outstandingly.” (Manager Operations)

Acknowledged CSP Outcome: Beneficiary Stakeholder&erspective

Beneficiary
stakeholders’
perceived impact on
capabilities

Personal and
professional
development

Empowerment

Informal learning
and education
capabilities

Economic

“My confidence level is way better than | had pomsly.”
(Female BE — 07)

“l can feel the drastic change in my personality.doh’t say
that | have become perfect, but | have gained bilgyato adapt
myself in an official environment.” (Female BE -)18

“Due to my family background, I initially found difficult to
work outside home. Although | studied in co-edumatiit
seems | could not prove myself. Now | can commuricgith
seniors and other people in a professional mann@eam
Leader — 03)

“We are now not like ordinary girls who would besgato
pressurize. They may think we can only focus oaraer, but |
think a working woman is more organised and cark lafter
her family better.” (Female BE — 16)

“We have trust and faith in ourselves that we apraluctive
part of society.” (Female BE — 15)

“After doing a job here, now | am interested indiimg a bette
job somewhere else. | know no one would stop mevidhg
my dream.” (Female BE — 03)

“l continued my study during my job and completed/
Master’s degree.” (Team Leader — 03)

“We learn from each other. My general knowledge

improved. | am now more aware about what is goingnomy
country and globally.” (Female BE — 14)
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developmel

Socialisation and
networking
capabilities

Information
communication
technology (ICT)
skills

“l want to continue my education and study MSc Euuits.
To obtain this degree | have to leave my town amyemno a
big city. Right now | am saving money for my high
education.” (Female BE — 14)

“I pay my younger sister's school fees and spendhen
educational expenses. | also support my youngesthér's
daily small expenses. | also keep some fixed portod my
salary in back for saving purposes.” (Female BB} 0

“...if my father’'s monthly salary is delayed or hecés some
financial crisis, then | support him in meeting hbbusehold
expenses.” (Female BE - 05)

“I was completely cut off from my extended familytea
joining the job. | could not attend many functiomsd socia
events in my family. This makes them offended."nllaée BE —
25)

“My social life has changed in the way that evesan my
circle complains about my limited social interantio(Female
BE — 23)

“...only one bad consequence of working here: we otgive
time to our family and relatives.” ( Female BE — 8)

“l used computers before joining AlphaCorp. | didS (high
school with major in computers)... | have my own comep at
home.” (Female BE — 13)

“l already knew much about ICT. We attended an exgdfor
computer training courses, but they taught us thgick. We
could not learn that deeply.” (Female BE — 15)

“I knew how to operate a computer, but my billingokvledge
and skills are further improved after practicallprking on a
computer in this job.” (Female BE — 24)

Effect on Social Syst

ems

Change in social
norms and cultural
practices

“My parents said, ‘It is fine if you want to do theb, you can
try.” We did not tell other relatives that we weapplying for
the job (the interviewee and her sister). We tbleht after we
got a job offer. They all are very happy to knowoatbthe
nature of the job and the company.” (Female BE - 9)

“We started there four years ago and there are Hiffgrences
in these four years. Every time we hire a new batehnotice
the improvement in the local community.” (Managé®)H
“Initially people raised many issues, and then ngenaent
invited local people to visit them... Now people’smtiset hag
also changed. Three girls from my neighbourhoodvareking
here. Here families prefer their daughters to worRlphaCorp
after graduation.” (Male Manager Operations)

D
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5.5The Case Study Findings

Due to the context-specific nature of this reseavah start by presenting the findings
related to the case study organisation and logalextual details to introduce the case

study.

5.5.1 The Case Study Organisation

The case study concerns a publicly listed Inforomaffechnology (IT) and Business
Process Outsourcing (BPO) organisation, AlphaCeiphaCorp provides medical

billing and electronic healthcare record managensamvices to the US healthcare
industry. Its head office is located in the US amdnvolved in marketing, sales, and
face-to-face client support activities. AlphaCorpwpdes IT and BPO services from its
two offshore outsourcing centres in Islamabad adl,A°akistan. AlphaCorp operates
three shifts — morning, evening, and night — tovigle continuous IT and BPO services
to clients in the US. At the time of the study, et¢inan 1,000 employees were working
in the three centres. The Islamabad centre wagar merational centre established in
2002. In 2009, AlphaCorp established its seconghoffe outsourcing centre in a small
district of AJK with both business and social ohijs: to act as a backup office and to
provide employment and growth opportunities to duicated youth of that region,
especially women, who did not have many employmepportunities. The

administration manager explained:

“The motivation behind the AJK centre is not ordyetarn profits but to satisfy
the company’s social obligation.”

At the time of conducting this case study, morentBA0 employees were working in
the Islamabad centre and around 200 employees &éead bhired in the AJK centre.
AlphaCorp reserved a morning shift for female outstng employees as part of its
CSP. The objective was to facilitate the local wamsenclusion in the ICT oriented job
market by encouraging a certain number of femalpleyees to the AJK centre.
AlphaCorp arranged additional training in ICT andsimess operations as well as
personal and professional skills development tagbthese inexperienced and lower-
exposure female employees to the same professievell as metropolitan city-based
outsourcing employees. AlphaCorp took many stepgédm the trust of the local
community in AJK so that they would allow their dgaters to work and learn. For

example, a dedicated female-only morning shiftkfuip and drop-off services, hiring a
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renowned local female HR manager whom the localmamty could trust when they
sent their daughters to work, and an office cultespecting the religious and cultural

norms of the local community. The assistant hunesources manager commented:

“We provide a working environment appropriate toethocal culture and
people’s mind-set. We provide facilities like aticef pick-up and drop-off
service. That's why their families and parents asadisfied. We build trust in

them that is our key to success.”
The general manager added:

‘...for example, our AJK centre HR manager is from shme area, she knows
everything from the girls’ point of view, what iscaptable and what is not

acceptable there.’

Here, we see a clear example of how the organisatias influenced by the social
context and how it responded to the social reginst on the targeted beneficiary

stakeholders.

5.5.2 Local Contextual Detail

Pakistan is a patriarchal society following strangtural and religious values. While
the urban communities of the major metropolitanesithave witnessed a significant
change in women’s work practices in the last fewades, the major part of the
Pakistani population, belonging to rural areadl, gtactise the social norm of women'’s
seclusion in office jobs (Ferdoos 2005). The srdatrict of AJK where AlphaCorp
was operating its CSP initiative was a conventicmaliety similar to other rural areas
of Pakistan (Mughal 2014). The local community olsed strong gender segregation in
everyday life. They had predefined, stereotypicales for men as the main
breadwinners with women responsible for the houlsefte roles and responsibilities
associated with gender also resulted in a profeakgiereotype that constrained women
from entering the job market. Teaching alone wassitered a female-friendly and
honourable profession. One female billing executiugerviewee 05) shared her

experience when she decided to work:

“My dad asked, “Why do you want to do a job, do y@ed money?” | told him,

‘I want to do a job not because of earning monegmistaying at home and feel
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like | am uneducated. | cannot utilize my skillgladucation.” He said, ‘OK.

You can do teaching then.”

This example highlights constraints of the socj@tems on women’s choices. First, it
was unusual for women to enter the professionalualmarket, second, male family
members made the key decisions, and third, thee avatrong conception of what

constituted suitable women’s work.

Geographically, AJK is a mountainous district witktreme weather conditions in the
winter. On 8 October 2005, AJK was hit by a devasgaearthquake that badly affected
the social, economic, and physical infrastructuffe ttee region and community.
According to the Earthquake Reconstruction and Ritetion Authority (ERRA), at
the epicentre in the small district of AJK, 9,36&ople lost their lives and 7,440 were
injured (ERRA 2007). The surviving people migrateda large scale to nearby cities of

Pakistan to continue their daily life. The femafemtions manager at AJK recalled:

“A large number of families got affected after #s@rthquake. Our houses were
destroyed so we had to move to Islamabad tempgrdadl four years.

Meanwhile | finished my graduation there.”

After the earthquake, public-sector reconstructiod rehabilitation and the activities of
many national and international NGOs resulted & éstablishment of a number of
educational institutes in the region, producingrgeé number of educated young people.
Private-sector employment is almost non-existerthis region except for some small
branches of banks. Thus, the educated male yoirththje public sector or migrate to
other cities in Pakistan and abroad to find empleytmopportunities. Due to the
conventional and patriarchal society, the girlseverquired to get permission from the
head of the family to work. Although large numbefsgirls (especially those from
educated families) were allowed to move to othgegiin AJK and Pakistan to receive
a higher education, nevertheless the majority efmtdid not receive permission from
their families to move to other cities for work.fémale team leader commented on the

situation:

“I could not go to other cities for work because Hamily did not give me
permission to stay in a hostel in other citiesnvéts not acceptable in our family.

The majority of girls here couldn’t get permissitsam their families to move
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out for work, so if this company was not establisheere we would be

unemployed or working in a school on less salary.”

These examples show that, as a reaction to a haligester, social norms adapted and
allowed local women to pursue higher education. e\®v, norms restricting labour
market participation prevailed.

5.5.3 Managers’ Perceived Impact on Beneficiary Stakeholeks’ Capabilities

This section summarises the perceptions of Alpha@oanagement on the impact of
their socially informed policies and procedure\ghaCorp in AJK on the capabilities
of female employees. The data reveal that they wenéident about the improvement

in capabilities of the local women working in théK\centre.

The management believed that AlphaCorp had conéibuto the economic
development of local women. They supported thisebddy offering the following
evidence. First, there was no difference in thargastructure of the employees in the
Islamabad and AJK centres, despite more ruralilmesisuch as AJK normally offering
lower pay. Second, the cost of living in a sma#itdct of AJK was far less than the
living cost in Islamabad. Finally, the average nhbnsalary that AlphaCorp offered to
its female outsourcing employees in AJK was moe tlouble what they would have
earned from private school teaching in the regidhe chief information officer
commented:

“We have two focuses in AJK centre, social andrmss continuity. Cost saving
is not a reason to select this region; we couldheatselect any other area
instead of this hard area. We just want to keep lodices on the same pace and
to bring the employees to the same level. Thatis thvd salary level is equal in
both offices.”

Whether this strategy is driven by the social dfojes or by the commercial rationale to
retain staff is unclear, but we can see here thet assumed that the women’s only
alternative would have been to work in educati@nde that is used as a benchmark to

determine economic development.

AlphaCorp provided ICT, business process, and skifis training to its employees.
The male employees of the AJK centre had to atieitidl training in Islamabad. To
facilitate and encourage local female employmems, training department arranged
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AJK centre visits to train female employees. Thegrevallowed to take a longer
training duration if required. AlphaCorp also agad exposure trips, soft skills training,
and on-the-job training for personal and professiodevelopment of the female
employees of the AJK centre. The managers higldajkite significant improvement in
women’s communication skills, professional attitudeam-working abilities, and
overall personality attributes. For instance, tlendle senior operations manager

reported:

“Even the girls themselves admit that there are dyochanges in their
personality and level of confidence. Their dressseeand the way they
communicate with others have improved a lot. Thegract with people of
different educational and family backgrounds, ariteyt are supposed to

communicate with each other in a very professionahner.”

Unlike the previous example, where the managersiqption of improved economic

capabilities was based on factual assumptions ayesvéevels, the perception of the
personal and professional development of the feraalployees was built on the key
achievements of the AJK female employees. Theeatlaie morning shift received the
‘shift of the year award’ because they maintainedststent outstanding performance
throughout the year. The management opinion offeheale employees’ personal and
professional capability improvement became strordier they had beaten all shifts at

the AJK and Islamabad centres to win the award.chief information officer stated:

“...two years earlier we couldn’t even think that timerning shift could achieve
that level of success.”

The managers told us that AJK's female employeessidered AlphaCorp as their

second family. They socialised together, netwonkitth each other and wanted to stay
longer with the company. They learned from eacleothecause of the friendly and
relaxed working environment and networking oppaties. Thus, the case study
findings pointed out AlphaCorp’s manager’'s percapif improvement in socialisation

and networking capabilities. Management linked Itheer turnover rate in the female

morning shift with the assumption of employee $atison and improved socialisation

capability. The vice president told us:

“You see they come out of their colleges and usities after graduation and
join us, and stay with us up until the time prettych they get married and they
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have to move on. ... The fact is they are happyfatieis they are content; the

fact is they consider AlphaCorp as a second family.

The managers found that the ICT skills of the cdatdis they hired in AJK were not up
to the organisation’s required standard. The mgjaf the local graduates applying to
AlphaCorp had a basic level of computer certifigatiThis certification improved their
theoretical ICT understanding. But they lacked ficacin commands for advanced
computer functions. Their ICT capabilities gradualimproved while working
continuously on computers at AlphaCorp and gettinghe-job assistance from seniors
and peers. They believed that due to improved IKpe#ise, the local women would be
capable of progressing in their future professi@raleavours, as basic ICT expertise is

a must-have skill for an office job. One manageyaxed:

“Their computer skills were not very strong. Thejoni&y usually did a one-
month computer course, but they didn’'t have prattexperience. We need
employees to work in our management informatiotesys (MIS), which needs
competent practical computer knowledge. The fetoald employees learn that
very well while working at AlphaCorp.”

The managers believed that AlphaCorp had a goo#ehamage as a leading IT and
BPO services provider. They perceived work expeeein AlphaCorp to have a
possible positive effect on employees’ future emalolity. Nonetheless, they accepted
that improved professional capabilities are alseessary, along with professional

experience from a reputable organisation. The s@merations manager commented:

“They may hire you based on your previous expegdana renowned company,

but after a month or two they will know about ycapabilities.”

The interview data also revealed women’'s empowetnas) another perceived
capability outcome of AlphaCorp’s social actionsorA the management interviewees’
point of view, AlphaCorp had helped in ‘breaking thlass ceiling’ for women to enter
the labour market in office jobs. The managerselvelil that the social status of female
employees had improved in society and they had rhecmore empowered in their
personal lives as well. They would consider themesehs an important part of society
who could contribute to the economic developmentttd community. The CEO

emphasised:
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“We operate our AJK centre to provide AJK girls thgportunity to work and

be empowered.”

Here, we see evidence of management perceptiote afapability development of the
beneficiary stakeholders in a number of areas: @oar) personal, professional,
socialisation and networking and ICT skills. In @abh, they perceived an impact on
the social systems by empowering local women tdrifmrie in a professional labour

market, thus challenging the local norms.

5.5.4 Beneficiary Stakeholders’ Perceived Impact on Capailities

This section presents the findings related to thsessment of impact from the
perspective of beneficiary stakeholders — femalpleyees of the AJK centre. The case
study data highlighted six capabilities that hagerbaffected: personal and professional
development, empowerment, informal learning andcation capabilities, economic

development, socialisation and networking capaésliand ICT skills.

5.5.4.1Personal and Professional Development

The effect on the personal and professional dewedmp capabiliies of female
employees is the most prominent theme we intergprétem the empirical data.
Respondents mentioned the functioning that theycapable of performing after their
employment in AlphaCorp, such as confidently comivatng with people, handling
difficult situations, and so on. These present envi@ of various personal and
professional capabilities that these employees hasguired. One female billing

executive (interviewee 18) reported:

“My whole personality has changed. Previously whenfew people were
present, | could not speak in front of them. | feluctant and shy. Now we
speak during OJT (on-the-job training) because Yénavercome my shyness. If

we are being asked a question now, | do speak;attemf | answer it wrong.”

The work experience and training provided by thésowrcing organisation helped
employees to polish their communication, decisiaakimg, stress management, and
planning skills. As most of the female employeesenfeesh graduates, this professional
experience taught them how to work efficiently i@ams and how to behave

professionally. One female team leader added:
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“I get professional experience on how to work iudgh circumstances under
work pressure; how to work in teams; how to treatl abey seniors; how to
manage juniors for work distribution and to achigaegets; and how to handle

your boss.”

This was the first official work experience for theajority of the respondents. They
mentioned the improved punctuality and self-disoiplthat they have gained over time
since becoming professionals at AlphaCorp. The fenmamployees valued their
improved capabilities and most of them felt thatdmaing more punctual and well-
disciplined had also positively affected their jpeia lives outside the workplace. We
observed a remarkable difference in levels of seiffidence of senior and junior
female employees during the fieldwork. The respotslevho had been working in the
centre for a year or more were noticeably more ootable and confident while talking
with us compared to the female employees who hah ecruited only within the

previous few months. The longer-established gralg ws that they had learnt how to
adjust and work with people belonging to differeneigions and cultures. They
considered their capability as a strength that&dalp them in dealing with different
people while progressing professionally. One Hhilliexecutive (interviewee 02)

expressed the learning experience as follows:

“The main thing | have learnt is how to toleratedannderstand other people

while working with many different people.”

Respondents mentioned an increase in work stanfiaajaining the company. They
reported that initially it was very hard to sit awdrk for long hours. We noticed that
every respondent specifically mentioned the longkimg hours, which initially was
interpreted by us as an effect of the highly pres$uglobal outsourcing industry,
meaning that these female employees had to spetrd @orking hours in the
outsourcing organisation to serve clients acros® tzones. One billing executive

(interviewee 19) mentioned:
“I have developed the skill of working for long msun an office.”

After spending several days at the AJK centre ifddWork, we realised that the centre
operates in three shifts of a strict eight houchewvith lunch and tea breaks similar to
the Islamabad centre. During data collection atlgteemabad centre, it was surprising
that no one remarked on the long working hours itkeghe same shifts being in
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operation. This puzzle can be explained by considehe traditional working practice
of the region. Teaching was considered an honogirabt female-friendly profession
where working hours were from 8 am to 2 pm. Thus,e&ght-hour workday was
considered ‘long’ according to the local norms. Tieenale employees, however,
realised that the lack of a private-sector officerkvculture in this region meant that
they were not used to the routines of a typicatefénvironment and, therefore, valued

this as improved professional capabilities.

5.5.4.2Empowerment

The female employees talked about different kindesnepowerment that they felt after
gaining employment at AlphaCorp. Almost all respemd talked about financial
empowerment during the interviews. They felt thayt were not dependent on anyone
to meet their personal living expenses. For inganaoe billing executive (interviewee
21) told us:

“Everyone appreciates me now that | am working atehd on my own feet.”

The female employees of the AJK centre commentatphor to the establishment of
AlphaCorp in that area, there was no culture of enmworking in private-sector offices
(partly because there was not a single privateofgany in this region). But now local
women felt a sense of social empowerment. They wppeeciated by their families for
their professional achievements and also acceptédespected by their community for
working in a private-sector company. One femaldingjl executive (interviewee 10)

shared her experience:

“Now | can take firm decisions. Before that | remad in doubt about my
decisions and their consequences. My family memhbax® started giving
importance to my decisions, because they know hgmrofessional and much

more mature.”

During interviews, participants expressed a semsloievement and self-belief. They
felt that they were financially and professionadignpowered. The female employees
were confident about their future employability &ese of their improved professional
skills, work experience, and the positive markeag® and reputation of AlphaCorp.
The majority of them had prepared a career planpimgress within AlphaCorp,
including a plan to avail themselves of other gfowdpportunities outside the

organisation. We found that the female employeesJsf centre were also aware of the
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market demand for particular skill sets and pratess experience in this outsourcing

industry.

Here, we can see evidence of multiple forms of emgpment. As well as personal
impact, we see the interplay with the social systetine outcome of which is a more

empowered role for these women.

5.5.4.3Informal Learning and Education Capabilities

Learning is a process of acquiring knowledge; imfak learning is knowledge acquired
without following a formal organised learning pragrme or event (Eraut 2000). Our
data indicate that the majority of female employeese able to continue higher studies
and also sought knowledge through informal learningey valued their ability to

continue into higher education as employees of &drp because they were aware of
the importance of being highly qualified and knodgeable. Peer learning enabled
these women to gain knowledge by learning inforyn&lbm each other (‘on-the-job’

training). One female billing executive (interviesv®1) acknowledged the broader

learning:

“We have gained knowledge of other countries’ syste policies, and
procedures. One thing | often think is why we do ingplement the same
medical insurance system here for poor people. Wivenare exposed to
international systems, we can learn how we wouldlément good practices in

our country.”

Their learning capabilities spread outside the wiggion into the community by
knowledge transfer from employees to their socetivorks (friends and family). The
respondents told us that they were willing to gadvice on choice of educational
degree and career counselling to their networkheg had learnt from their experiences
and tried to guide others accordingly. The operstimanager, who was previously a

billing executive, commented:

“When | joined AlphaCorp, | realised that if | hddad a computer-related
education then how much more beneficial it wouldenlaeen for me. After that,
| did not let my younger siblings and cousins rantloselect any degree for the
sake of just getting a degree. Random educatiomseducation without career

planning.”

Pagel63of 200



Chapter 5: Can Impact Sourcing Address Social E&ue

During informal conversations with female employaéshe AJK centre, we identified
a mutually held interest of many respondents intinamg their higher degree in
parallel with their jobs. Senior employees who f@ded AlphaCorp after graduation
had completed their Master's degrees. Some resptsaecre also in the middle of
their Master’'s degrees, and others, who wantechtn their degree from a renowned
university in a major city, were saving money taafice their education and follow their

dreams. One female billing executive (interviewdg shared her future plan:

“I do this job for myself. | save my salary for tmgher education. My dream is

to earn a higher degree and study in a renownetiuti®n.”

5.5.4.4Economic Development

We interpreted the economic development capalsilifem the empirical findings
related to the earning abilities of female emplsyé&®e found that female employees of
the AJK centre were financially stable and spermirtiearnings on meeting their
personal expenses. They were financially selfneleand as a result did not need to ask
anyone to meet their living expenses. Many respoisdeontributed to domestic
expenses and supported their families’ daily livedid, education, and healthcare

expenditure. One billing executive (interviewee G&§)orted:

“I keep my pocket money and give the rest of tHangao my mother. She
manages all the finance. | and my sister now firalycsupport our family. We
need this job. My brother is also working, but nayhér’'s business is not

running well.”

The female employees who did not have major respititiss to support their families

had saved or invested some portion of their sal@he capability of budgeting and
managing finance was an indirect outcome of theneguic development capabilities
that we observed during interviews. Respondentsuslithat they spent some portion of
their monthly salary and kept the remaining amaaved in the bank. A few female
employees who were going to get married in the riere were saving for their

wedding expenses, and others who were focused giretheducation were saving to
cover their educational expenses. One female teatel had established a village-
based small boutique business and tailoring scfavoher mother, who was a home-

based tailor and wanted to expand her sewing sialismercially.
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As AJK had been affected by the earthquake in 2606Be respondents told us about
their investment in rebuilding their houses or Ingysome assets for their homes. A

female billing executive (interviewee 05) said:

“After the earthquake our financial situation becarso bad. My father faced a
financial crisis. Then | saved my salary and rebwilr house, which was
destroyed in the earthquake. Our house had beenpletety demolished

because of the earthquake and we had been stayimghelter.”

5.5.4.5Socialisation and Networking Capabilities

Our interpretation of socialisation capabilitiesswthe ability of female employees to
manage their social networks and participate inilfaactivities. Unlike the previously

discussed positive effects on capabilities, respotsd stated that working in an
outsourcing organisation has a negative effecheir family and socialisation activities.
One female billing executive (interviewee 16) coaipéd about her limited personal

social activities after being involved in a fulivte job:

“My social life has become very limited now. | amiaisy and can't give time to
my friends and family. My aunties and uncles alwaysplain that you have

forgotten us.”

Respondents could not find time to meet friends famdilies like they did before

joining the full-time office job. They felt veryréd when returning home after work and
could not keep in touch with friends. Due to théisely competitive nature of the
outsourcing industry, outsourcing service providens highly disciplined, high-quality

services for their clients, 24/7. Daily BPO opesa demand the full attention and
regular presence of outsourcing employees in thieeof Respondents told us that
working in an outsourcing company means that mas easy to take leave to attend
family functions or events, especially those trequire travel outside the city. This
upsets family dynamics, which in rural Pakistantaaitionally close-knit. One female

backup team leader (interviewee 17) commented:
“I could not attend the majority of family functisnwhich upset my family.”

The respondents pointed out the lack of sociatisattapabilities, and compared
working in the outsourcing industry with other joli$iey told us that serving US clients
meant that they were not able to spend many ofsSBakKs national public holidays with
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their family members. For example, Eid is a religicoccasion in Pakistan and three
days’ public holiday is the state tradition. Thejonidy of employees apply for their
entitled work holidays together with Eid holidagsisit family. The respondents told
us that they are not allowed to have three- to-flay holidays for the Eid celebration
because outsourcing companies in developing casntan’'t afford to shut down the
business services for a week; it may annoy th@nts in developed countries. Most of
the female employees were unmarried. A few of thetmp were not very passionate
about working in ICT-related office jobs, were imting to switch back to the teaching
profession after getting married. They were focusedmproving their higher education
in parallel so that they could compete for goodasatl teaching jobs in the public
sector or lectureships in colleges and universifié®y believed that it would be more
convenient as a teacher to manage family and job. lfllling executive (interviewee 06)

shared her future plan:

“l can continue an office job after my wedding buwtm thinking of joining the

public sector as my future career.”

This is evidence that the opportunity to work ipA&Corp has empowered the local
women in a number of ways. However, it has alssemed a dichotomy for them

because of clashes with social norms and the eatp@us of family life and community.

5.5.4.6Information Communication Technology (ICT) Skills

Our case study respondents did not mention anyifisignt impact on technological
capabilities. They commented about the influenceheir ICT skills very generally in
response to our specific inquiry of any impact Gif lcapabilities. We realised that they
interpreted the effect on ICT capability neutradlgd did not consider it as a major
contributor of change in their lives. However, vauiid it quite interesting to present
their approach to assessing and considering the@dmen ICT skills here. As we
mentioned earlier, the female employees in the Aditre were the educated youth of
the region. We noticed a trend in this region ttudlege graduates tried to attend basic-
level computer training courses from small prive¢etor computer institutes operating
in the area. One female billing executive (intenee 09) stated:

“I took three months’ computer training from prieatcomputer training
institutions. It is a common practice here. Alma#itstudents could join any

computer training centres that are quite affordable
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The majority of respondents mentioned that thegaaly knew about computers before
working here. They had computers at home and hihded short, basic computer
courses from private institutions or had studiedhpoters in high school. Although
most of them admitted that after working in Alphagdheir computer proficiency
improved, they declined to consider it as a sigaifit ICT skill. They told us that it was
just their typing speed that had increased and ttesl become more knowledgeable

about using MS Office because of regular work @habmputer.

They admitted that it was their first experience using management information
systems (MIS) and they also have learnt to worlannintegrated enterprise resource
system (ERP) after joining AlphaCorp. In contrashen they were asked whether
working in AlphaCorp had any effect on their ICTpaailities, the majority of them
straightforwardly reported no significant changeneOfemale billing executive

(interviewee 01) contradicted herself in a singlawversation:

“...other skills have improved but computer and IGdlls not very much. |
already knew about computers, | knew what to do lamd to do it. But yes, |

have learnt to work in MIS and other specialisefivgare solutions.”

It was very surprising that they indirectly recaggd different ICT skills that had been
affected significantly, but did not acknowledgesths an impact on their ICT capability.
We probed this further and found two reasons f@ tlonfusion: first, they perceived
higher producer-level ICT activities as significd@XT capabilities, such as software
development, database development and managemmhtnetwork administration.
Thus, they failed to consider the user-level laagrof MIS, ERP, and other solutions as
an improved ICT capability. Second, they consideopérational skills in MIS and
other software solutions as a business skill imstednich would be beneficial in future

jobs. One female backup team leader (interviewger@htioned:

“Initially, 1 had no idea of an office job, espedtlia how to work in business
software solutions. But now | have experiencedgugiem | am well prepared

for my next job; | want to continue my professioteieer.”

5.5.5 Change in Social Norms and Cultural Practices

The case study empirical data revealed signs afggh@n social systems (local context).
The respondents in the AJK centre reported a gtatiffierence in conservative family

norms and preferences. The local women were fdoingr resistance from their family
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when they decided to take jobs in AlphaCorp. Pardvad started encouraging their
daughters to build a professional career and becammmowered. During fieldwork in

the AJK centre, the female employees shared thenies with us including their

families’ reactions when they decided to join Alfimap. We found a drastic difference
in the level of resistance in the last four yedise senior female employees, who joined
AlphaCorp in its initial days of establishment, Haded the maximum resistance. The
more recently hired batch of female employees (aloiour months before our data
collection) told us an entirely different storyatéhg that they had family support and
encouragement to work in AlphaCorp. The professiatareotype associated with
females is noticeably changing, as more familiesxtwiheir daughter to work in

AlphaCorp. One billing executive (interviewee 2hared her experience:

“My uncle suggested to me that | should join Alpbg&after graduation. He
worked in a workshop where AlphaCorp’s vehicles evdsrought for
maintenance. He knew that many girls are workingAiphaCorp and he

appreciated the way the company treats them.”

The local community’s attitude to women workingafiices had been changing. More
recently, private-sector office work had been gainiacceptance as a respectable
profession for women, similar to teaching. Both #dEorp management and female
employees in the AJK centre reported the changdhé local community. The

administration manager commented on their expegienc

“Previously we had many small glitches. They [lopabple] used to say “look,
girls are going to the office.” People in remotesas didn't like that. Now, they

are accepting of it.”

The HR manager and vice president mentioned imviei@s that when they announced
recruitment through word of mouth alone, they reedi a very large number of

applications from female candidates.

Some of our respondents in the AJK centre came frearby small towns and villages,
and had moved to hostels in that district of AJKmark in AlphaCorp. It was still not
very common practice to send girls to other cit@swork. However, the presence of a
few female employees from adjacent towns and \ekam the AJK centre had shown
some initial-level change in families’ norms andiab systems. The chief information
officer stated:
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“We can see the change, even in these four yearsawe observed the change in
mind-set of local people. Now people are well awdiee conservative concept that
girls should not go out to work in offices has bebanging. They [local women]

are staying in hostels to study and work.”

5.6A Theoretical Model to Assess Human-centred Corpota Social
Performance Outcomes

The case study insights combined with the relatedature inform a theoretical model
to understand the human-centred CSP outcome assaisspproach, summarised in
Figure 6.

The theoretical model informs the assessment of @B respect to its impact on
individual capabilities (Sen 1999). We identifydlrmain constructs to be considered
for the assessment of human-centred CSP outcompecexd CSP outcome,
acknowledged CSP outcome, and effect on sociaésystin the following section, we

explain each of these constructs in detail.

5.6.1 Expected CSP Outcome: Organisational Perspective

In our model, the expected CSP outcome incorpoiatesrganisational perspective to
assess the outcome of its social actions. Here, agsessed the organisational
perspective of expected CSP outcome by identifyfirggmanagers’ perceptions of CSP
impact on capabilities of the beneficiary stakekadd Our understanding of social
actions is socially-informed organisational polgieand processes to achieve CSP
(Clarkson 1995; Matten and Moon 2008; Salazar .e2@12). We recognise a need to
acknowledge our understanding of the differencevéen output and outcome before
starting the actual discussion about assessmeng @xpected outcome. Outputs are the
resultant activities that any system generatesredseoutcomes are the impacts of these
activities (Mitnick 2000). To assess the expecte&sP@utcome, our model suggests
identifying management’s perception of impact ondiiiary stakeholders’ capabilities
(Sen 1999). Stakeholders are individual groupsarigations, or institutions that affect
and/or are affected by the firm (Wood and Jones519We assign the label of
beneficiary stakeholders to those individual stakddrs that are the target of the CSP
outcome, for example, the marginalised female eygas of the AJK centre in this case
study. Our findings identify two approaches thanhagers adopt to assess the impact of

their social actions on beneficiary stakeholders.
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First, the management supports the output of itSabactions (socially informed
policies and processes) with the assumptions dibfreen the external social systems to
identify the CSP outcome (Boulding 1956). For exklanpur data show that managers
in the case study organisation perceived an impneve: in the economic capabilities of
the beneficiary stakeholders because it offerechlequage rates (output of socially
informed policies) to its female employees in btite AJK and Islamabad centres.
Additionally, the external social systems inforntedm that the female employees were
receiving three times higher salaries than theylevbave received from other available
employment options (e.g. teaching in this casey3tadd the cost of living in a small
district was much lower than in metropolitan citi@ssumptions derived from the
external social system). Hence, by considering@&& output (the wage received by
the employees) with this ‘factual’ contextual infaation they can assume that the CSP

outcome is of increased economic capability.

Second, the management identifies the perceived d&®me by mapping the output
of its social actions with measurable organisationdicators (Wartick and Cochran
1985). For example, our findings indicate that tase study organisation provided
additional training and exposure opportunities gatitof socially informed processes)
for the personal and professional development wiafe employees. A few employees
won employee of the month awards and the whole leemerning shift received the
shift of the month award (measurable indicatorbusl this strengthened the perception
of managers about the personal and professional@awent of marginalised female

employees.

However, our data also highlight the possibilityiméorrect organisational perceptions
of the CSP outcome. It might be due to attributimgleading or incorrect assumptions
from the external social system or unrelated mednderindicators to the outcome of
social actions. For example, in our case studyha(orp perceived a positive impact
on socialisation and networking capabilities of égpes. It believed that because of
the conducive working environment (output of so@ations), the female employees
were able to access opportunities to network aobse. It saw as evidence of this the
low employee turnover rate in the female morningdt €ind the increasing number of

local women’s CVs received during the hiring pracesneasurable indicators).

Nonetheless, the findings showed that the capgphilitcome of improved networking

and socialisation was not perceived by the empkoykeemselves. There might be other

reasons for the low employee turnover rate andritreasing number of CVs, perhaps
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associated with a different capabilities outcoroe eixample, attractive salary, lucrative
ICT professional career, or unavailability of otleenployment options. This shows the
need to include the beneficiary stakeholders’ peotpe in the CSP outcome
assessment model.

5.6.2 Acknowledged CSP Outcome: Beneficiary Stakeholder$erspective

The second construct of our proposed model focasesvaluating the perceived CSP
outcome from the beneficiary stakeholders’ perspectThe management literature
lacks the theoretical understanding to unpack tl&P @utcome assessment at an
individual level of analysis (Wood 2010). Thus, @row the theoretical concepts of
the capability approach from development studieassess the CSP outcome in terms
of individuals’ capabilities (Comim et al. 2008; IBayns 2005; Sen 1999). Our model
includes the beneficiary stakeholders’ own percgptabout the impact on their
capabilities as the acknowledged CSP outcome. Timpope of assessing the
acknowledged CSP outcome from the beneficiary s@lkers’ perspective is to
identify the capabilities that they value insteddnly identifying what organisations
believe should be valued. The impact on capalslitean be assessed through
beneficiary stakeholders’ personal view about ttigaasion (or not) of their capabilities
(Comim et al. 2008; Robeyns 2005; Sen 1999).

However, beneficiary stakeholders might not be ableassess the complete CSP
outcome. There might be some capabilities that fh#yo realise have any impact on
them because either they are so used to them pmitsinterpret them (Schischka et al.
2008). This justifies the need for the model to nexpected and acknowledged CSP
outcomes by assessing both organisationally pexdeémpacts on capabilities and those

acknowledged by beneficiary stakeholders.

5.6.3 Effect on Social Systems (Local Context)

We include the effect on social systems (local exf)tin our human-centred CSP
outcome assessment model to explain its relatipnghithe evaluation of impact on
individual capabilities. CSP scholars have sougisirtess organisations that are part of
an open system, grounded in larger social syst@&uoalding 1956; Wood 2010). The
organisations, stakeholders, and social structaresnterconnected in a social system
and continuously influence each other (Wood 199Qur findings support the

understanding in the literature that organisatiem# their output into society and affect
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social systems (Wood 2010). For example, the cas#y Zlata here evidenced some
changes in the social systems regarding family atis@ practice, local community
mind-set, belief stereotypes of professional gesdgregation, and exclusion of women
from the professional labour market. Our model easgges the need for a broader
understanding of CSP’s effect on social systemsaumse those social systems shape the
personal agency of the beneficiary stakeholderar@@®a 2007; Robeyns 2005; Sen
2009). Personal agency represents individual freetio live the life of one’s own
preference. Our case study shows that acceptartbe community of women working
in private-sector offices and also family suppdrdse local women’s agency to build a
professional career. In turn this influences thailuing those capabilities necessary to
enter the office job market. Equally, as more woraes seen working successfully in

this area, social acceptance of them (and thelsomiens restricting them) change.

5.7Discussion and Summary

World-renowned philanthropic organisations (e.gcksdeller Foundation, World Bank,
United Nations, Bill & Melinda Gates Foundation) gmasise various social issues — for
example, social inequality and poverty, unemploytneand the youth bulge in
developing regions — that business organisatioms feglp in solving (BCtA 2008;
UNDP 2014a; World Bank 2013). To understand thisti@ship between business and
society, this study examines an impact sourcinggaiinie of a commercial outsourcing
organisation aiming to reduce the social inequatitygender exclusion in the ICT
professional labour market. The case study findeggess the social impact of impact
sourcing and show that it has potential to contebim addressing social issues by
improving various capabilities of the marginalisedlividuals. This supports the
consensus in the practitioner and academic litexatiniat business organisations can
drive economic and social progress (Emerson e1399; Monitor 2011; Porter and
Kramer 2011; WBCSD 2000). The study observes adamosocietal-level effect of CSP
outcomes that may change the normative practicésanservative social structure of
the local community, having an impact on sociaburaity; what Kabeer (1999) refers
to as transformative change. The study has numbeouwtributions to theory and

practice, discussed below:

5.7.1 Contributions to Theory

This study responds to the research call of Casheall. (2014) and provides insights

about impact assassment of impact sourcing. Theireapfindings show differing
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outcomes, both significantly positive and slightiggative, of impact sourcing on the
capabilities of marginalised outsourcing employeBse study concurs with existing
literature and highlights improvement in capalaktiof female outsourcing employees,
such as personal and professional development tiipabempowerment, learning and
economic capabilities (Heeks and Arun 2010; Madaeh Sharanappa 2013). However,
it also identifies a negative influence on socatl®sn and networking capabilities of the
marginalised outsourcing employees. The noveltyhief research lies in its employee
focus and its research context — Pakistan and Azadnu and Kashmir — which has not
been studied previously. The sample populatiorisis different from those of existing
studies; the reason for marginality is not povestylow education level, but lack of
availability of private sector employment opportigs and gender inequality. The
Capability Approach has received various criticigorsnot identifying a list of relevant
functionalities, or capability set (Nussbaum 20@0pbeyns 2000). Although the
findings of this case study can be useful for otingpact sourcing cases, the set of
capabilities identified in this paper is specificthis case study, which supports Sen’s
argument for not prescribing a set of capabilitiéareover, ICT usability capability
was a major theme identified in Malik et al. (20t3aowever, rather surprisingly, in
this case the respondents did not of mention of UGability capability. The apparent

difference can be explained by employees consigéhis as a business skill.

Some negative impacts were encountered on the lisatien and networking

capabilities of the outsourcing employees; theirspral socialisation activities have
become very limited. This is where our work goegdmel the existing work of Madon
and Sharanappa (2013) and Malik et al. (2013a)chviare arguably too focused on

positive contributions to capabilities achievemaimpact sourcing.

Another novel contribution of this study regarde #xisting CSP assessment debate in
the management literature related to which CSPoows should be assessed and how
CSP outcomes should be measured (Salazar et &; 3danson 1999; Wood 2010).
Although the CSP outcome category has been inclumedCSP measurement
scholarship (Wood 1991), the theoretical elabomatio enhance its understanding
related to individuals and society was still a nmgspiece of the puzzle (Salazar et al.
2012; Wood 2010). Our study has a number of impboa for CSP theory.

First, the study responds to Wood’s (2010) calshdt the focus of CSP measurement

research to its effects on individuals and socty to deliberately incorporate research
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concepts from other scholarly disciplines. We aiéi a dialogue between management
and development disciplines to understand the hweatred CSP outcome
measurement approach. In particular, following &alaet al.’s (2012) proposal to
assess CSP outcomes using development studiesptenee adopt the concepts of
Sen’s capability approach and assess the CSP oetdonterms of impact on the

capabilities of individuals as beneficiary stakelers (Sen 1999).

In contrast, the management literature has beeitetinio an organisational level of
analysis (Clarkson 1995; McWilliams and Siegel 200&cusing on measuring CSP
outcomes by reporting objective data (e.g. diselsund index reports; (Chatterji et al.
2009; Wood 2010) or identifying processes, outpaty] outcomes of social actions
from an organisational perspective (Mitnick 2000je also found that CSP research
emphasises general stakeholder issues, such asyemptatisfaction, welfare, or
consumer trust (Cox et al. 2008). The managemtnature has given limited attention

to the CSP research focusing on social issueskgiar1995).

The first novel contribution of our study is to amporate individual, organisational, and
societal perspectives in a theoretical model of G8fome measurement to unpack its
impact on addressing social issues. A few manageswmwlars have emphasised the
inclusion of outcomes in CSP measurement insteadnbf focusing on identifying
social actions and their output (Mitnick 2000; $etB75; Wood 2010). Nonetheless,
these studies do not propose any mechanisms toumeetie expected CSP outcomes.
The second significant contribution of our studytasprovide guidance about causal
relations and suggest a possible mechanism thahis@ions may adopt to assess the
impact of their CSP.

Another novel contribution of our study is to prgpoa model of CSP outcome
assessment that integrates both expected and alddged CSP outcomes. It helps to
reduce the shortcomings associated with impacsassmt approaches in management
and development studies, considering the orgaoisatior individual perspective,
respectively. We argue that the integration of elg@ and acknowledged CSP
outcomes in our model helps to identify the orgatimal actions that cause possible
conflicts because of differences in organisati@mal beneficiary stakeholders’ interests.
It also helps organisations to determine sociabastthat have no actual CSP outcome.
Thus, our proposed model suggests a more compligheapproach to assess the

impact of CSP related to social issues.
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5.7.2 Implications for Practice

The study has many practical implications to hegmagers and consultants to carefully
implement impact sourcing arrangements to gainaseetlfare benefits. It focuses on
managing the negative implications for family séisa&ion, which requires careful

management in cases of traditional societies, asdn rural Pakistan, that have strong
family and religious traditions. This study offeasnumber of recommendations for

practice.

First, identification of the beneficiary stakehasleneeds and an awareness of the local
normative and structural constructs in their sosiadtems are prerequisites for the
social actions of any business organisation airtorgupport a social issue. In particular,
when considering social inequality and povertytumall sensitivity to the external local
institutional context where organisations intendirtgplement the social actions is a

major aspect to be reflected in organisationaladquolicies and practices.

Second, any situation where the interests of thesoowucing organisation and the
beneficiary stakeholders may intersect should Izt deth tactfully to avoid negative
consequences. Our case study highlights a possiindict situation between the
organisational business interest of satisfying rmg@onal clients and its negative
consequence on employees’ socialisation and netmgrdapabilities. It has not only
had an adverse impact on organisational sociabpagnce toward social issues, but
also influenced business performance, for exangtgloyee dissatisfaction, turnover,
and service quality. Managers should identify theseflicts carefully and find some
mutually agreed strategy to avoid possible harmawial and business objectives. For
example, some additional payment could be madéndeet employees who work on

public holidays, flexible hours for married emplege and so on.

5.8Limitations and Future Work

This study has focused on a single case studyaltieetcontext-oriented nature of the
research inquiry and theory building needed fas thlatively unexplored area in impact
sourcing and CSP scholarships (Darke et al. 199&enBardt 1989). The
generalisability of the model posits the futureemsh need to test the model in
different research contexts. The theory generatddlis case study should be extended
by applying the concepts of this research to otirganisations focusing on different

social issues as well as different beneficiary atakders. Our model focuses on
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evaluating CSP outcomes in relation to expected aokihowledged impact on
beneficiary stakeholders in a case study of impaatcing. Although we do incorporate
some of the aspects of social systems, the needadditional research has been
highlighted to examine the detailed influence diestvarious market or non-market
institutions (Thornton et al. 2012).
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6.10verview of the Chapter

This chapter aims to summarise the findings of thisearch study and highlight its
theoretical contributions, practical implicationsdafuture research need. It is structured
as follows. The next section revisits the reseayaebstions, recaps the main empirical
findings and indicates how these answer the rekequestions. In section 6.3, the
overall theoretical contributions of the study digcussed. The practical implications of
the research are reported in the following secti®ection 6.5 states limitations of the
study and also suggests future research directiorthe final sections, a few personal

reflections on this Ph.D. journey are added to wipdhe thesis.

6.2Research Questions Revisited and Summary of Main idings

This research study aimed to examine the vialdlitimpact sourcing for private sector
global outsourcing organisations. The overarchiggearch goal that has been
investigated in this research is: How is impactrsimg managed in commercial (for-
profit) outsourcing arrangements? Specifically, ttesearch has focused on the
management of challenges associated with the saaoidlcommercial orientation of
impact sourcing and the local context of the matiged communities where impact
sourcing is being implemented. Another focus of tegearch has been to assess the
impact of impact sourcing. The study examined imgacircing from the perspectives
of the outsourcing organisation and employees aatlithtes analysis at organisational,

individual, and institutional levels.

Overall, this study reports that impact sourcing iable practice (‘win-win’ strategy)
for private sector organisations in global outsmgdndustry aiming to create social
value. However, to remain socially and commercialible, these outsourcing
organisations need a well-defined management gyratensidering the different social
and economic value creation interests of all stakks. The research concurs with
existing studies of ICT and IS in developing coig#r(\Walsham and Sahay 2006) and
identifies that implementing impact sourcing in giaalised communities is not a
straightforward task because of institutional casets in the local context. The
findings reveal that the outsourcing organisati@eds to invest additional resources
(human and/or financial) to maintain the quality ofitsourcing services and to
customise its process and policies to adjust tocthiral and normative requirements
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of the local context. This is necessary not onlactbieve social value creation through
impact sourcing, but also to maintain the comméreiability of the outsourcing

organisation.

The study reports a strong potential of impact ciogr to contribute to the social
welfare of marginalised individuals. However, sonegative impacts on marginalised
individuals’ well-being may also be observed beeao$ competitive nature of the
global outsourcing industry. The study offers arfeavork to assess social impact in
terms of effect on individual well-being. It alsdentifies a need to include the
assessment of effects on social systems (locakxtniThis study evaluates the social
impact of impact sourcing from the perspectivebath the organisation and employees
to discover to what extent that social value coratbjective of impact sourcing is

actually achieved by the outsourcing organisation.

Now | summarise findings related to each researgstipn (RQ) in turn. The study

posed two research questions to examine. Thegfiesstion is:

RQ1:. What challenges do commercial outsourcing orgasations face when

implementing impact sourcing and how can these chehges be mitigated?

As mentioned earlier, this study particularly foedson two kinds of challenges as
discussed in articles one and two of this thediss hvestigation is guided by following

two research sub-questions:

RQla: How do outsourcing organisations manage theetdnands of social and

commercial orientation of impact sourcing?

The findings show that, as a public-listed compafiphaCorp has a well-defined
business goal of becoming the leading providerToahd BPO, which was explicitly
stated in all disclosure reports and company wefegaHowever, the goal of creating
social value, which AlphaCorp was attempting toi@eh in AJK through its related
social actions, remained formally undocumented. ddme study organisation followed
a decoupling strategy (Crilly et al. 2012) to defiousiness and social goals. The study
asserts that this decoupling strategy is not aleiatrategy to manage the social and
commercial orientation of impact sourcing in comanar outsourcing arrangements.
There would be a possibility that a few stakehddefior instance, clients and

shareholders, might not aware of the existencengfsmcial value creation objective.
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This ignorance of the existence of social valuaioa objectives could jeopardise the
survival of the social orientation of impact soagiin case of any pressure from

influential stakeholders interested in economicigatreation.

The availability of educated human resources afet#fe ICT infrastructure are pre-
requisites for the outsourcing organisation (Laeityal. 2011b; Oshri et al. 2011). The
findings show that behind the impact sourcing lmeatdecision is a combination
strategy to manage social and commercial oriemati©utsourcing organisations
market themselves as having skilled employeesdwige outsourcing services (Lacity
et al. 2011a). This contradicts the social welfateology of impact sourcing that
focuses on hiring marginalised individuals (Monit@011). Whilst marginalised

individuals hired for impact sourcing are educatedmost cases they do not have
previous professional experience or an appropr&did sets because of minimal
exposure to the professional market (Madon and&slagpa 2013; Malik et al. 2013).
The case study shows that AlphaCorp relaxed itsdhariteria while recruiting in AJK.

However, to satisfy the commercial orientationaitanged comprehensive training
programmes to bring those marginalised employees® @m acceptable skills standard.
The outsourcing organisation also needs an efticigrality control mechanism to

ensure that the social value creation objectivesnat achieved by compromising the
outsourcing service quality. The study demonstrétescompromise of managing the
social and commercial orientation of impact sougciis an expensive strategy,
especially for outsourcing organisations involvedpiroviding high-skill outsourcing

services such as ITO services.

Previous studies acknowledge that impact sourciag be used for high-skill
outsourcing services and IT outsourcing (Accent2042). However, the case study
findings report that recruiting highly technicalildd employees in remote areas of
developing countries could be challenging. Firbe supply of qualified ICT and
engineering graduates is limited, and second, tealin qualified persons prefer to
settle in metropolitan areas where more employnogortunities are available for
career growth. AlphaCorp selectively couples itdsourcing function with impact
sourcing practice, and thus has only moved busipessess outsourcing functions to
the AJK centre. In summary, the findings demonstthat the commercial outsourcing
organisation adopts a collective response strategyanage the social and commercial

orientation of impact sourcing.
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RQ1b: Does local context influence impact sourcing®hat strategies could the
outsourcing organisations adopt to manage the chalhges existing in the local

context?

This case study identifies constraints relatedatmify, community and professional
institutions existing in the local context that dafluence impact sourcing. The small
town of AJK, where AlphaCorp has implemented itpatt sourcing initiative, was part
of a conventional patriarchal society where woneguire permission from head of the
family to work (Ferdoos 2005; Mughal 2014). The @iecommunity was conservative
and observed strong gender segregation in every@ayAlthough, if a family could
financially afford it, sending daughters to studydifferent cities was accepted, it was
uncommon for girls to move to other cities for wofleaching was considered the only
respectable profession for women. When AlphaCotabdéished its centre in AJK, the
company initially faced resistance from the locamenunity. The local people
perceived that the outsourcing organisation would to introduce western work
practices in the community, which they perceivedaisrespectable for women. Their
perceptions about international organisations weegeloped after the earthquake
because the few international NGOs that operatedhisi town for rehabilitation

activities were not sensitive to the social norma eulture of the community.

The case study findings show that AlphaCorp stieddly allocated its resources and
defined management practices to mitigate theseleciggds that existed in the local
context. For example, to respect local culturey gstablished a dedicated morning shift
for female outsourcing employees; provided a pipkand drop-off service for
employees; and to run the daily business operatiord a renowned local middle-level
manager who understood the cultural requiremertts. [dcal community felt satisfied
and allowed their daughters to work under her sugien in a female-friendly office
environment. Furthermore, AlphaCorp invited locabple to attend a company open

house and briefed them about organisational op&i®ito gain community acceptance.

These initiatives supported the social value coeabbjective of AlphaCorp, but the
case study observed a high employee turnover nmtmg male outsourcing employees
as compared to that among female outsourcing erapfoyAlong with general reasons
for employee turnover, such as getting anotherojobontinuing education, not having
an option to work on the morning shift was anotiheason for male outsourcing

employees’ turnover revealed in this case studyneé&Sonale outsourcing employees
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commuted from adjacent hill villages and it wasdhi@r them to continue to work night
shifts, especially in winter. The employee turnoxege was not of a serious nature or
alarming for AlphaCorp, but the findings indicateetpossibility of tension between
social and economic value creation objectives whil@naging the institutional

constraints of the local context.

RQ2: How does impact sourcing contribute to the seal welfare of outsourcing

employees? How can its impact be assessed?

The case study findings demonstrate a positive anga the personal and professional
capabilities of female outsourcing employees. Thegrnt official etiquette and felt
more confident in communicating and performing theiork. Their personal and
professional skills improved, for example, decisioraking, team working, stress
management, planning, and organisation. They itedintially, socially and personally
empowered and began to consider themselves asdagbne part of society. The
impact sourcing initiative enabled them to contilieir higher education. Working in
an outsourcing organisation also enabled themuntribaite financially to the health and
education of their family members. Along with supbsitive impacts on female
outsourcing employees’ capabilities, the study ata@ negative influences on their
family lives and socialisation. The case study oesients mentioned that working in
the global outsourcing industry demands hard wedknplete attention and regular
presence of outsourcing employees. However, initioadl societies, especially
rural/remote areas of developing countries, faméyd social networks are
conventionally strong. Women in particular had masugcial obligations, such as
entertaining guests and attending family events.aAsemployee of an outsourcing
organisation, it is not easy to manage these saaidlfamily commitments or to book
the holidays they would like to, which upset thenfiges. Hence, a number of female
outsourcing employees, who were not passionate talotking in the ICT sector,

planned to join the teaching profession after ggttharried.

To assess the social welfare impact, the study esiggevaluating the effect on
marginalised employees’ capabilities, which theyluga after they are employed
through the impact sourcing initiative of an outsing organisation. The study
emphasises assessing impact from the perspectitebthe outsourcing organisation
(attempting to create social value through impastreéng) and its employees

(marginalised individuals who are beneficiariesnopact sourcing). The findings show

Pagel87 of 200



Chapter 6: Conclusion

that there would be a possibility of the organmatincorrectly perceiving the social
welfare impact. For example, the case study masagerceived that the impact
sourcing initiative had helped in improving so@alion and networking opportunities
for the marginalised employees and those employess happy and satisfied. They
perceived this because of the lower employee iatirttate among female outsourcing
employees (compared to males) and the tremendeerest of local girls in joining

AlphaCorp, as large numbers of applications hadgdbeen received for recruitment.
However, the findings capturing employees’ perdpgestshow a completely different
picture of limited socialisation and networking opfunities. Thus, incorporating both
perspectives in the assessment of social impachelpnthe outsourcing organisation to
audit whether the social value creation objectiiase been met successfully, while
also helping organisations to define their socigjectives according to the needs of

marginalised individuals.

6.3Theoretical Contributions of the Study
This section briefly summarises the theoreticaltdbutions of the study. Detailed
discussion of theoretical contributions has alrebegn presented in the empirical

chapters (three, four, and five).

Most importantly, this study contributes to the ceag¥ body of impact sourcing
literature. It offers rich theoretical insights t®lp understand the impact sourcing
phenomenon for private sector global outsourcingictvis the area least discussed in
impact sourcing studies. The study specificallypoggls to the research call of Sandeep
and Ravishankar (2015) to examine the impact segrghenomenon for for-profit
ventures operating in different institutional s&g8, and the call of Carmel et al. (2014)
to assess the impact of impact sourcing for the takeholders — employees, whose
lives are transformed by impact sourcing. This gttiterefore makes a number of

theoretical contributions.

First, the study challenges the existing assumstiorihe literature that all stakeholders
of impact sourcing support the social and commemmigntation of impact sourcing
(Lacity et al. 2014; Madon and Sharanappa 2013} 3tudy shows that private sector
global outsourcing organisations (commercial farfjpy practising impact sourcing are
complex in nature because their stakeholders asept within different institutional
contexts and have different interests in the soeiatl economic value creation

objectives of impact sourcing. The study, in comklion with competing institutional
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logics concepts, introduces the notion of a ‘cdilecresponse strategy’ to explain the
management of competing demands exerted by thal soad commercial orientation of
impact sourcing. This includes adapting decouplingmbining, compromise and
selectively coupling strategies to manage differeglements of outsourcing

organisations to practise impact sourcing.

Second, the study extends existing research (Spnded Ravishankar 2015) to
examine the ‘win-win’ strategy claims of impact sting (Carmel et al. 2014; Lacity et
al. 2012; Monitor 2011). This study reports thatoaprofit commercial outsourcing
organisation needs to invest additional human anfifancial resources and adopt
culturally sensitive management practices to imlenimpact sourcing in marginalised
communities, especially in remote/rural traditiorsaicieties of developing countries
(Walsham and Sahay 2006). The theory of institatidogics has helped to identify the
institutional constraints existing in local contexif impact sourcing practice. The study
also highlights the possibility that additional @sment of resources to address these
constraints can lead to achieving social valuetimeampact in the short term, but in
the long term requires the outsourcing organisatioachieve economic value creation

until it reaches a breakeven point for investmeiat @arning.

Third, one of the novel contributions of this studyto propose a model to assess the
social impact of impact sourcing. Using the ternaigees and concepts from corporate
social performance measurement studies and the bliapaApproach from
development studies, the model incorporates theppetives of both the outsourcing
organisation and employees to evaluate the soomgact on the well-being of
employees. This contribution of the study in propgsa theoretical model goes beyond
the research call for the assessment of impacthguiayees (Carmel et al. 2014). The
proposed model also includes the component of efiedocal context (social systems)

in the assessment of impact of impact sourcing.

Fourth, as a multidisciplinary study, the reseabdnrows the concept of Capability
Approach from development studies and attemptsotdribute to filling knowledge

gaps in CSP studies. It responds to the many itatlse management studies literature
(Moura-Leite and Padgett 2011; Salazar et al. 20@pyd 2010) to focus on people and
society in outcome assessment of CSP by drawingpooepts from other disciplines. It
proposes a human-centred CSP outcome assessmest basd#d on data from an

impact sourcing study.
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Fifth, the study contributes to the study of ingtdnal logics. It adds to the knowledge
of competing institutional logics and empiricallglidates the assumptions proposed by
Besharov and Smith (2014) about the lack of uniftynef competing institutional
logics across different sub-units of organisatioitie study found enclaves of
competing logics (social responsibility and marlagics of impact sourcing) across
different centres of a global outsourcing orgamsatThese competing logics exist at
different intensities in different sub-units, foxaenple, market logic was strong in the

US office and social responsibility logic was doamhin the AJK centre.

Sixth, the study has increased the understandingoofety as an inter-institutional
system consistent with the metatheory of institaidogics (Thornton et al. 2012). It
reports that different institutional logics, demvEfom different institutional orders in a
society, are not isolated. Some institutional csd&r example community and family
in this case study, are intertwined. Hence, thé&ldgrived from one order can also be

influenced by other institutional orders existimghe system.

6.4Practical Implications of the Study

This thesis has a number of implications for practf impact sourcing. The research
provides useful insights to guide new start-ups aestablished outsourcing

organisations to achieve the social and econonligevereation objectives of impact

sourcing.

To implement an impact sourcing initiative, outsong organisations should consider
using both social and economic aspects to defimapany goals; the choice of
operational locations; recruitment of marginaligedividuals; and governance structure
and management strategies. Careful consideratidrotbf social and economic aspects
to maintain the right balance between social anahraercial orientation of impact
sourcing is necessary. Focusing too much on swalak creation and defining social
actions without considering the commercial aspewyg harm the outsourcing business.
Similarly, ad hoc practice of impact sourcing, witih formally registering the existence
of any social welfare motivation and associatedad@ctions in organisational policies
and procedures, would threaten the sustainabifityhe social orientation of impact
sourcing. There would be a risk associated withdimival of social value creation
objectives in future. The study proposes that wmichmegative consequences of impact
sourcing, commercial outsourcing organisations khaarefully deal with situations

where social and economic value creation objectmayg conflict. Otherwise, it would
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not only be harmful for the social welfare ideolagfyimpact sourcing, but would also

have an adverse effect on business performance.

This study guides managers in how they should impl culturally sensitive
management practices and allocate resources acgdadihe needs of the marginalised
community. The study recommends that commerciadaurting organisations should
be fully aware of the cultural and normative densamd the local context before
implement the impact sourcing initiative; this wadube similar to the traditional

business practice of preparing a feasibility report

The study suggests that assessment of the so@attnof impact sourcing may enable
managers to define social strategies and respestisial actions according to the needs
of the marginalised individuals. As mentioned eaylithe implementation of social

strategy to achieve the social value creation obes of impact sourcing requires the
investment of additional resources. The assesswiettte social welfare impact on

employees would help the company find out if ig&ting a social return on investment.
Otherwise, the outsourcing organisation would adgsrevising its social strategy and

social actions.

6.5Limitations and Implications for Future Research

As mentioned earlier, impact sourcing is an emergigsearch phenomenon and has
significant areas that remain to be explored. Dudirhe and resource limitations, |

narrowed down the research focus to fulfil the épih investigation and theory

building requirements of the Ph.D. Whilst, all pbtes efforts have been made to

conduction this research study successfully, tlaeestill some research constraints,
identified as research limitations, which should dmnsidered as areas of potential

future research. This study offers the followingamendations for future research:

» This study focuses on a single case study andtige¢ss one operational model
of impact sourcing practice in a commercial outsow organisation. There is a
need to consider other perspectives of social ardntercial orientation of
impact sourcing in different operational modelsisThesearch introduces the
term ‘collective response strategy’ to indicate htmvmanage the social and
commercial orientations of impact sourcing. Moreidgs are required to
investigate this concept further to progress towarore generalised theory

building related to management aspects of impagoicsw.
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* The study has considered impact sourcing benefisiakho are marginalised
because of gender inequality and geographic latafidve social impact of
impact sourcing should be assessed for other naigga groups to identify the
generic social welfare impact as well as negativglications for the well-being
of the marginalised individuals that would resulbri the impact sourcing
practice.

» This study could not take into account the perspestof outsourcing clients,
which are major influential stakeholders in the bglb outsourcing industry
(Lacity et al. 2010). The overall conclusion of thtudy is drawn from the
information gathered from employees and managersthef outsourcing
organisation. Hence, there would be some posgibiiat the study includes
many assumptions about clients’ views narrated uthino employees and
managers. The consideration of incorporating thentd’ perspectives should be
at the front of the agenda for future researchisstudn impact sourcing.

» Future research studies of impact sourcing shoatwsider other actors in the
global outsourcing value chain, for example, cortpest and intermediaries, as
well as different factors influencing the globatsaurcing industry, such as: tax
free zones; location attractiveness; barriers tdryenn some regions;
outsourcing-friendly government policies; and pait stability.

* Whilst this study touches upon the institutionahstaints existing in the local
context, nevertheless the community perspectivemiasing in the discussion,
and this would be another possible future researefa for impact sourcing
studies.

6.6 Personal Reflections on the Ph.D. Journey

This Ph.D. journey exploring the social dynamicd@f and management research has
been an exciting but challenging experience. Belapgto a computer science
background, my personal approach to viewing theldvaas completely positive —
though | did not realise it before starting this[Phl must admit the fact that it was a
real challenge for me to examine the knowledgetiexjsn social structures and collect
the information through the people experiencing pienomenon. The concepts of
business and management were not new to me — iledtuifferent business and
management related courses in my four years Comg&tence and IT degree —
nevertheless, how to study social aspects of IC$ samething that | was completely

unfamiliar with before starting this Ph.D. There reveso many things which |
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experienced for the first time in this journey,elikhe Ph.D. itself. Qualitative research
and the interpretive way of viewing the knowledgerevon top of the list of those
things.

It was not an easy task to scrape away my matheahand scientific approach and
learn to view the world through a social scienaesléNriting the interpretive narrative
was another challenge, particularly when | was usedriting code and reports that
state facts straightforwardly. Generating theofiem textual data was something truly
alien for me before | started writing articles frony fieldwork data in the second year
of my Ph.D.

But despite all these constraints in terms of peabskills, there is no doubt that this
Ph.D. was an amazing learning process. At evegestd this research project, | have
had opportunities to learn new skills. This Ph.@urpey must be over soon after the
completion of this thesis, but the research jounnw#yremain to continue to satisfy the
research thirst that has been ignited during thlesee years of a wonderful learning

experience.
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Appendix 1. Approval for Alternative Format Thesis

Doctoral Programmes Office
Manchester Business School
The University of Manchester
Booth Street West
Manchester

M156PB

MA NCHF‘%‘;ER

+44(0}161 2751200

Fareesa Malik
Stuclent 1D: 8106190

Sent hy email to: fareesa.malik@mbs.acuk
12 May 2015

Dear Fareesa,
Application: Alternative Format

I'am writing to you regarding your recent application to change your mode of study. The Director of
Fostgraduate Research, Professor Stuart Hyde, acting as the Chair of the Postgraduate Research
Committee of Manchester Business Schoal has corsidered your case and has approved your reguest
to submit a thesis in Alternative Format,

Flease note that before you can submit your thesis you must give Motice of Submission at least &
weeks before thie submission date. The Notice of Submission form is available orline wia eFrog,
wehich you can access with your normal University username and password at

bttps:/fapp.m anchester. ac.uk feprog

If wou have any questions regarding ary of the above, please contactyour divisional administrator,

Yours sincerely

B MM

Helen Mchanamaon
Coordinator, Doctoral Programmes

8 Brian Micholson
Sharon Morgan
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Appendix 2. Participant Information Sheet
Title of the Study: Impact Sourcing: Social Development Potential ofol@l

Outsourcing

Introduction

This study examines a recently emerging sub-fidldglobal outsourcing — Impact
Sourcing. Impact Sourcing provides employment opymities to the people living in
the region of less employment opportunities- ramasub-urban areas. The aim of this
research is to assess the management of impadirsp@and its impact on outsourcing
employees. The study is a part of an academic n&seaf a doctoral student of
Manchester Business School.

What will you do in the project?

You will be requested to appear in a face-to-faterview. The interviewer will ask
informal questions about change in your skills abdities, confidence, livelihood, and
social relationship as well as challenges and dppiies related to this outsourcing
arrangement. The questions about local culture reovghs will also be asked. The
interview will be conducted in the office premis@$e interview will be recorded and
transcribed. However, if you don't like it to becogded, the researcher will respect your

wish.
What are the rights of you in taking part?

* You may ask questions about this study, researobeps, data collection and
data security before deciding to be part of theystor anytime during or after
the research study.

* You have all rights to refuse to answer any quastieing asked during
interview.

* You may deny proceeding with research process iamg during study without
providing any explanation. You have rights to askdeletion of collecting data

if at any point you may have decided to withdra@nirthe research study.
What are the potential risks to you in taking part?

No known risk is attached to this study for papant.
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What happens to the information/data in the projec®?

All data will be kept confidential and completelgamymous. You are not being asked
for any personal or confidential detail. The datt e used for academic purpose only.
All personal data on participants will be processedccordance with the provisions of
the data confidentiality and security policy of theiversity of Manchester.

In case of any question related to the researctlysttesearch procedure and data

confidentiality; please feel free to contact reskar or research supervisors.

Researcher Contact Details
Fareesa Malik Ph.D. Student (Accounting and Findbigesion)

Fareesa.malik@postgrad.mbs.ac.uk

Manchester Business School
Booth Street West, Manchester
Greater Manchester M15 6PB UK

Research Supervisors’ Contact Details
Dr. Brian Nicholson, Manchester Business School

Email: brian.nicholson@mbs.ac.uk

Dr. Sharon Morgan, School of Environment and Depelent

Email: sharon.morgan@manchester.ac.uk
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Appendix 3. Interview Guide for Semi-structured Interviews

Personal Demographic e« Name
Information (Optional) « Duration in the company

* Recent education:
* Education at the time of joining the AlphaCorp
« Age

Provisional Interview Questions for Higher Level Managers

wh e

S

© N

9.

10.What are the clients’ perceptions and concernsrdags sending their work t

Can you please brief me about company history,utham and progress?
Why did AlphaCorp choose Pakistan as an offshoteeaucing location?
Has AlphaCorp faced any kind of challenges whileraping in Pakistan, if ye
how has AlphaCorp overcome these challenges?

What was the motivation that led AlphaCorp to oparentre in AJK?
What kind of challenges has AlphaCorp faced whierating in AJK, and hoy
has AlphaCorp overcome these challenges? Pleaspacernjour experience
operating in a metropolitan area, Islamabad, ante area, AJK?

What company governance and control strategiesmarace?

What are the key business and social developme3R]@oals of the company
How is the AJK initiative’s success monitored andasured? Are there af
matrices to measure the impact of social welfak @8R activities, quality, g
employee performance?
Please comment generally about whether operatiagdeveloping country ma
affect the company’s marketing strategy.

developing countries? How could they be satisfied?

=

Yy

Provisional Interview Questions for Middle Level Managers

1.
2.

9.

10.What are the processes for hiring and trainingauting employees in AJK

What are the current challenges of operating iroterareas

Share your general views: if an outsourcing compaants to move to
marginalised area, would it recruit higher and rfedével management frof
the local community or from metropolitan cities? wHavould they retain
managers from the cities in the marginalised area?

Can you say moving to locations other than metiitarolareas would increas
the firm’s competitiveness?

What sort of social welfare benefits do you peredir AJK employees and th
community?

What is your opinion about the effect of workingAtphaCorp’s AJK centre o
outsourcing employees’ personal and professionzdluitities?

Please comment on the employee turnover rate irothsourcing centres (
Islamabad and AJK?

Do you feel that employing marginalised people apdrating in a developin
country may affect the company’s marketing strategy

What kind of challenges has the company faced rimgiemployees in AJK
Could you find sufficient skill sets to provide saurcing services and to satig
clients’ requirements?

What is the supply and demand ratio of human ressuin AJK? Pleas
compare it with Islamabad.

Are there any differences from the Islamabad cénbe you need to inve

€

e

[

5t

additional resources?
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D

11.Please comment whether AJK centre is obtaining wateqreturn for thé
resources invested.
12.Please comment about the local culture of AJK an AlphaCorp adjusts to it.

Provisional Interview Questions for Outsourcing Empoyees

1. Why did you choose to become an AlphaCorp empldsestory behind joining
AlphaCorp)?

2. Are you the only girl in your family who works imaoffice or is it a common
trend in your family? (For female outsourcing enygles only.)

3. Did you take a computer training course or degederie applying for the job?

4. What kind of technical (ICT) skills have you aceaurduring your work ir]
AlphaCorp?

5. Please comment on your knowledge improvement.

6. Please comment on pre-job and on-job training piexviby the company.

7. What differences (improvement or decline) do yoel f@m your personal an
professional capabilities?

8. Would you like to share if you financially contriteuto the family finances
Please comment on your financial condition afterdpeing employed.

9. What is the effect of your employment on your sbsfatus and social life?

10.How do you see your future professional career gi@ing experience here?

11.How does your previous education contribute to ywofessional development?
Please discuss the role that educational institstltave played, or should have
played, in providing quality of education for pemabdevelopment, professional
development, knowledge, and learning capabilities?

12.Would you like to discuss personal challenges wiyich feel may restrict you
employability? Do you feel working in an outsougimrganisation has any
effect on them?

13.Please discuss your personal abilities which hayparted you in getting the
job.

14.Would you like to talk about challenges in the abdetting and community
associated with working in an outsourcing compagny?

15.Please discuss the environmental and resourceengak that may restrict your
employability?

16.Would you like to comment on the existing job marki€uation in your area and
other available professional opportunities?

o

)

=
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