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Abstract

The purpose of this study aims to explore the possibilities of Taiwan Lifeline International turning
into a social enterprise to remediate the burden of scarce resources. The European and American
countries provide their people with good welfare through the support of government resources
and policy. However, after several financial recessions, the financial shortfall makes the
governments rethink their welfare policy. "Nonprofit organizations" therefore start to play an
important role in providing various services to people in need. Governments of different countries
constantly provide resources and assistance to nonprofit organizations over the years. By the case
study of Taiwan Lifeline International, conclusions with profound insight and some possible
solutions can be helpful to nonprofit organizations encountering similar challenges. This study
investigates the history of nonprofit organizations in social enterprise. The second part of this
study continues with the case study of Taiwan Lifeline International, which provides insights on
the challenges and possible solutions of the transformation process from nonprofit organizations
to social enterprise.
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I. INTRODUCTION

Social Enterprise Development

The need for financial stability urges nonprofit organizations to transform into social
enterprises in order to achieve financial stability. During the progress, the importance of social
enterprises also increases with time. (Defourny and Nyssens, 2010). A social enterprise is an
enterprise indeed, which means it requires the ability of operation and management, risk tolerance,
and resources seeking. Basically, it will have to operate sustainably on its own. Commercialization
is necessary and inevitable (Boschee, 1998; Dees, 1998; Leadbeater, 1997; Austin et al., 2006; Perrini
and Vurro, 2006).

The Development of Social Enterprises from Nonprofit Organizations in Taiwan

The origin of the transformation is the goal to help disadvantaged people to better blend into
society and to solve their financial problems with innovative solutions (Wu, 2012). At the same time,
the transformation development in Taiwan is also in response to the needs of vulnerable populations.
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Partly because the needs keep growing with time and partly because there are more and more
nonprofit organizations sharing the budgets, the issue of how to operate sustainably, which urges
some of the nonprofit organizations to turn into social enterprises in order to maintain the service
quality, is getting more attention. Challenges of the Transformation:

»  Challenges in financial resources: there are only limited resources, which cannot support all
nonprofit organizations (Acs et al., 1997; Qureshi and Herani, 2011).

*  Challenges in human resources: a balance between financial sustainability and service
quality is needed. (Eikenberry and Kluver, 2004).

*  Challenges in the business model: An urge to solve operation and management problems
results in transformations in nonprofit organization structures (Young, 2012).

*  Challenges in organization positioning: Hybrid structures and organization goals may be a
solution to positioning drift between profit and not-to-profit (Dees and Elias, 1998).

II. LITERATURE REVIEW

Common European Social Enterprise types include (1) cooperatives; (2) mutual aid societies;
(3) associations/ voluntary organizations, and (4) foundations (Brandellero, 2004; Qiu, 2006).

On the other hand, common types of social enterprise organizations in Taiwan include (1)
employment promotion groups, (2) community development groups, (3) service provision and
product sales groups, and (4) independent venture philanthropy enterprises, and (5) social
cooperatives (Guan, 2006b).

From the types of social enterprises, it is easy to understand the objectives for each of them.
For example, service provision and product sales groups help people to provide services and/ or
product sales, which may help develop a small business. On the other hand, employment promotion
groups help people blend into society by means of getting back to the job market and to make a living.
Community development groups aim to develop local communities through various activities, such
as art and cultural events, tourism development and promotion, environment protection, and care for
vulnerable populations.

From a Policy Perspective (Chinese Organizational Development Association, 2013; Lin,
2007; Li and Huang, 2007)

The United Kingdom sets up the "Big Society Capital." The "big society" is to create an
environment that helps reduce unemployment problems. The “Big Society Capital" policy gathers
public resources to help and support the development of social enterprises, and thus reducing
obstacles during the process from a nonprofit organization to a social enterprise.

The United States has an open development policy, which is derived from bottom-up
development and from the needs of the vulnerable populations through law-making and various
approaches. In general, the purpose of the policy aims to solve the difficulty of social enterprise
positioning.

As for Taiwan, the purpose of policy regarding social enterprise is to develop a legal system.
The system should protect social enterprises and vulnerable populations. Such examples that have
been implemented include:

* Diversified employment, which aims to solve the problem of social enterprise capacity and
resource deficiency.

» Savings Mutual Empowerment-Volks Bank, which helps the vulnerable populations to
increase saving, to improve personal skills, and to better blend into the society.

* Attracting venture capital with art and culture development, which enables the organization to
move towards a self-sufficient business model with the help of venture capital investment.
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Yet there are some potential concerns regarding nonprofit organizations' transformation to
social enterprise. For example, how to balance between nonprofit services and profit activities with
limited human resources (Eikenberry and Kluver, 2004). Also, when there are more and more
profitable activities, there may be a drift or positioning (Dees and Elias, 1998). These are important
issues.

III. RESEARCH METHODOLOGY

This research started with the two following parts to investigate nonprofit organizations and
from a nonprofit organization to social enterprise:
1. Case Study: case study was conducted on Taiwan Lifeline International to understand its
organizational structure, financial status, and its transformation.

2. Literature exploration: Literature study provided an in-depth understanding of the nonprofit
organization's transformation to social enterprises, the financial and human resource
dilemmas encountered, and the social environment.

Financial and human power
burden

Transformation to social
Taiwan Lifeline International > enterprises

Policy and resources

Figure 1. Research framework

Research propositions:

R1 : Influences of financial and human power burden from the change of social environment.
R2 : Transformation issues between nonprofit and profit positionings.

R3 : Combination of the government and public resources.

By studying the current status of Taiwan Lifeline International, the interactions with government
policy directions and social resources, current financial and human difficulties, and the
transformation of social enterprises, it can provide in-depth insight into the transformation of Taiwan
Lifeline International.

PEST analysis on nonprofit organizations:

Table 1. PEST analysis of Taiwan Lifeline International.

Political [Economic
Grants for nonprofit organizations become lessy ~ The global financial burden makes it even harder
and more competitive as the policy changes with for nonprofit organizations to serve.
time.
Social Technological
Average life increases, making the need forj  The increase in technology usage, such as social
nonprofit organization services to grow| media, seems to bring up new problems for
significantly as well. people.
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IV. FINDING AND DISCUSSION

Case Study -Taiwan Lifeline International

There are currently 23 Lifeline Associations in Taiwan now. However, due to the change of
policy, the evolution of time, and the development of technology, Taiwan Lifeline International faces
severe financial and human resource crisis. After serving for years, volunteers become aged, which
makes night shifts of the phone service more and more challenging to them. Additionally, there are
numerous nonprofit organizations in different areas nowadays, which makes it harder for Taiwan
Lifeline International to recruit volunteers of the younger generation. For current volunteers, it is also
challenging to learn to communicate with users through social media. The shortage of human
resources and the soaring increase of user needs both reflect the challenges that Taiwan Lifeline
International is facing right now. Even though a cloud system is built to remediate the deficiency of
volunteers, the financial crisis still needs solutions. Efforts such as transformation to social enterprise,
asking for donations from various organizations, working on government projects, and emphasizing
creating shared values (CSV) were made to maintain good service quality and to operate sustainably.

In order to remediate the deficiency of human resources and budgets, Lifeline Associations
hold various training and social service activities, such as art therapist development courses, family
relationships reading groups, brainstorming workshops, Taiwan Lifeline International volunteer
supervision training, Taiwan Lifeline International volunteer supervision on-the-job training, and
corporate training (e.g., life education and career planning).

Through the years, there is some huge achievement of the Transformation of Taiwan Lifeline
International to Social Enterprise, including the following. Taiwan Lifeline Associations are funded
by government grants initially. Taiwan Lifeline Associations start to raise funds from enterprises as
well as from the general public. They also work on various projects to gain more income. Also, by
emphasizing corporate and public recognition, the creation of shared value (CSV) initiates some of
the companies and people to make donations spontaneously or to join forces with Taiwan Lifeline
International to serve vulnerable populations, which helps achieve mutual goals. Now all of the
Taiwan Lifeline Associations are financially independent. Though the transformation process is
moving forward slowly, the experience can be valuable for nonprofit organizations with similar
resource burden.

V. CONCLUSION AND FURTHER RESEARCH

The core goal of Taiwan Lifeline International is to protect valuable lives, enhance suicide
prevention, and contribute to society's stability. To fulfill such goals, Taiwan Lifeline International
associations provide various services, including twenty-four-hour hotline phone services, counseling
services, couple-counseling services, public workshops regarding suicide prevention, and
cooperative training.

Further, about 800,000 people die due to suicide every year. The number of suicide attempts
is more than twice the number of suicide deaths, which means suicide prevention is an important
issue. The suicide rate in Taiwan is much higher than the standardized suicide mortality rate provided
by the WTO. Therefore, this demonstrates that suicide prevention is indeed a challenging issue in
Taiwan.
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With the increasing needs, Taiwan Lifeline Associations start working on a government
project and helping companies organize activities (e.g., training). By doing so, Lifeline Associations
are able to operate sustainably and provide quality service.

However, during the transformation of nonprofit organizations to social enterprises, there
are some changes in the management and operation. Gaining financial resources through profit
activities will occupy some working hours, human resources, and other resources, which are meant
to provide nonprofit services (Dees and Elias, 1998). In order to maintain service quality and serve
the ever-increasing subjects in need, nonprofit organizations may need to recruit more people and/or
to adjust organization structure (Young, 2012). Finally, as a social enterprise, it needs to have a
business model and a strategy that really works. Therefore, the management needs to be open in order
to succeed in such transformation (Peng, and Liang, 2019; Ko and Liu, 2020). Further study of the
changes in organizational structures and the prevention of positioning drift during the transformation
from nonprofit organizations to social enterprises is crucial and valuable.

Such experiences are valuable to a nonprofit organization with burdens in resources. By keep
working on the common good of nonprofit organizations and partners (enterprises and the public),
there will always be opportunities for a better tomorrow.
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