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Abstract 
Entrepreneurship is a key to the economic development of a country as 

it leads to innovation and job creation in the economy. Pakistan having 

an agriculture based economy has a huge scope for entrepreneurship. 

With a rural population of more than 11.5 million and a heavy youth 

bulge (60 % of population less than 30 years of age), thousands of jobs 

need to be created every year. The rural youth has a great tendency to 

move to the main cities to pursue careers in low paid and semi-skilled 

jobs. The Centre for Entrepreneurial Development at IBA Karachi 

designed and conducted a six month fast track entrepreneurship 

program as a pilot test to train the rural youth to pursue agriculture 

based business opportunities in their own villages and towns to spur 

innovation and growth in agriculture. The entrepreneurship program 

was based on the effectual principles of entrepreneurship i.e. bird in 

hand, affordable loss, crazy quilt and lemonade principle.  Qualitative 

analysis using multiple case design (selected from a pool of 

participants) helps to understand the impact of effectual interventions 

to promote entrepreneurship and alleviate poverty in the rural youth. 

The analysis indicate that the effectual interventions can be 

successfully used to promote new startups in agriculture in the country 

with the least amount of resources and can lead to viral effect to 

promote entrepreneurship in Pakistan.  

 

Keywords: Agriculture Entrepreneurship, Effectuation Principles, Poverty Alleviation, 

Social Entrepreneurship, Multiple Case Design 
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I. Introduction 
 Most of the contemporary literature on entrepreneurship considers the 

entrepreneurship process to be a linear, predictive and a prescriptive process which can 

be planned. Predictive / Causal logic is a process in which entrepreneurship is considered 

to be a linear process following a certain path. It starts with opportunity identification, 

developing the concept, and then evaluating and refining the opportunity, marshaling of 

resources and business startup followed by an exit (Morris, 1998). The entrepreneurship 

courses mainly cover the entrepreneurial process of opportunity identification, 

refinement, evaluation, pursuance and growth. The students are trained in functional 

skills i.e. marketing, operations management, finance and business development before 

pursuing an entrepreneurial journey (Leitch & Harrison, 1999; Peterman & Kennedy, 

2003, Spinelli, 2012).  

 

 Majority of the present day teaching and pedagogy in entrepreneurship is driven 

by the planning perspective which generally involves identifying and evaluating an 

opportunity, determining the resources, and then taking actions to exploit this opportunity 

(Neck and Greene, 2011).  A detailed SWOT analysis and risk analysis is carried out. 

Analytical approaches are then used to mitigate uncertainties faced during the 

entrepreneurial process (Drucker, 1988; Sarasvathy, 2001). This approach is based on the 

foundation that while pursuing opportunities, individuals are goal driven and managing 

and controlling resources will lead to a predetermined outcome (De Tienne & Chandler, 

2010). 

 

 Entrepreneurship is now being taught in most of the Pakistani universities by now. 

In addition there is a variety of extracurricular activities i.e. business plan competitions 

etc. to promote entrepreneurship in the country.  All of such programs are designed on 

the predictive or linear process of entrepreneurship. The text books, in class exercises, 

business planning focused lectures, and the cases and reading material used heavily rely 

on causation and predictive logic. Surprisingly this approach has not been successful the 

world over in promoting new startups. The success rate of new startups is very low. 

 

 In contrast to the above approach of predictive / casual logic there has been 

increased interest in the creative and effectual approach. Edelman et al. (2008) suggest 

that the actual entrepreneurship process is incongruent with what is being taught and 

emphasized in entrepreneurship courses and text books the world over. It is further 

suggested that there needs to be more emphasis on actions rather than doing marketing 

research and business plan development.    

 

 According to Sarasvathy (2001), “rather than having predetermined goals the 

effectual logic begins with what entrepreneurs have, who they know, and what they can 

afford to lose”. Instead of a bias towards an end goal or outcome, the entrepreneurs take 

actions and create their own environment using the available means and resources owned 

by them or other stake holders who join them in this entrepreneurial journey (Dew, et al., 

2009). 

 

 Hmieleski and Corbett (2006) posit that entrepreneurial actions can be 

characterized by trial and error, serendipity and other creative approaches. The 

effectuation or creative approach to entrepreneurial action is based on the bird in hand 
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principle (leverage resources and networks at hand and within reach) rather than 

acquiring resources according to a pre-created business plan. Another principle used by 

entrepreneurs is the affordable loss principle. Entrepreneurs limit risk by understanding 

what they can afford to lose at each step while pursuing opportunities. They choose goals 

and actions where there is upside even if the downside ends up happening. In contrast 

Causal reasoning first targets a return, and then works to minimize associated risk. 

Moreover, expert entrepreneurs are open to the surprise factor. Instead of making “what-

if” scenarios to deal with worst-case scenarios, entrepreneurs interpret “bad” news and 

surprises as potential indications to create new markets (Sarasvathy, 2005). 

 

Figure 1: Agriculture Entrepreneurship Model 

 
 

 Although there is a growing evidence that entrepreneurs use and practice the 

effectuation approach for business startups, yet the predictive and causal approach to 

entrepreneurship is more popular as entrepreneurship pedagogy. Predictive or causal 

approaches are more appropriate, where resources, time and information are available to 

conduct appropriate analysis (Mintzberg, 1978). Some generic aspects of the venture 

creation process i.e. seeking funding, contacting suppliers, customers and operations 

management require a predictive approach (Honig, 2004). But an overemphasis on the 

predictive/causal logic leads to certain problems while teaching entrepreneurship. The 

focus of the student’s shifts to planning, resource acquisition with lesser focus on 
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resource parsimony and creativity. This teaching pedagogy discounts the idiosyncratic 

environment and social resources in which the entrepreneur is operating in. There is a 

lesser focus on deep personal self-understanding and passion.  

 

 The effectuation and creation approach on the other hand encourages leveraging 

the idiosyncratic resources, networks, to go for entrepreneurial experimentation i.e. 

intelligent fast failure (IFF), engaging stake holders to diversify risk and find new 

resources. The effectuation approach is critical to drive entrepreneurial action and 

deserves an important place in entrepreneurship education. According to Sarasvathy 

(2001), effectual logic is like 1st & 2nd gear of a vehicle. Once the vehicle has gained 

some traction, you move towards the causal logic that is the 3rd and 4th gear. Another 

emerging dimension of entrepreneurship is to make it environmentally, socially and 

ethically sustainable (Greenberg et al, 2011). It has been suggested to introduce various 

modules on ethics and humility to make the participants feel humble and to develop a 

sense of meaning to life (Mintzberg, 2003). 

 

 Entrepreneurship plus model (Qureshi, 2013) is driven by spiritual orientation and 

manifests itself in the form of Islamic values and practices leading to a different form of 

output measure called Hayat Tayyiba (A clean and pure life). The frame work states that 

the spiritual orientation is instrumental in transforming the utilitarian, resource ownership 

focused and a fiercely competitive mindset that seeks the pleasure of the Almighty, has a 

belief in more from less (Barakat) and that of cooperation and service (Qureshi, 2013). 

 

 Based on the literature review a new model of entrepreneurship pedagogy was 

developed primarily focusing on the effectuation theory of entrepreneurship as described 

in Figure 1. A brief description of the program is outlined below. The course is a blend of 

theory and practice, based on a mixed method approach i.e. the effectuation and causation 

approach. The effectuation theory and the entrepreneurial method are used to reinforce 

the concepts of business startups and the challenges faced during those stages. The 

causation theory in the form of the entrepreneurial process and business modeling is used 

to enhance the understanding of the business processes during the growth stage. The 

model proposed and applied is unique in the sense that indigenous entrepreneurial 

interventions are introduced to sensitize the participants to be environmentally, socially 

and ethically sensitive and to be values driven entrepreneurs. The six month program 

consists of four stages i.e. explore opportunities, pursue and launch opportunities and 

grow opportunities. A list of various effectual interventions made during the program are 

mentioned in Table 1. 

 

Table 1: List of effectual interventions made during the program 

The bird in 
hand 

principle 
 

Instead of making a vision or a goal the participants are trained to look 
and study their means i.e.  Who I am, what I know, and whom I know. 
Based on their means the participants are trained to imagine possibilities 
that originate from their means. 

The 
affordable 

loss 
principle 

 

The participants are trained to calculate their affordable loss in terms of 
time, money and effort. They are trained to limit risk by understanding 
what they can afford to lose at each step, instead of seeking large all-or-
nothing opportunities. They are encouraged to start thinking about those 
ventures where there is less to loose.  

The The participants are trained to not to be disheartened by surprises and 
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Lemonade 
principle 

 

instead how to leverage these surprises. Instead of making “what-if” 
scenarios to deal with worst-case scenarios, they are encouraged to 
interpret “bad” news and surprises as potential clues to create new 
markets. 

The crazy 
quilt 

principle 
 

The participants are trained to build partnerships with self-selecting 
stakeholders who can add value to the venture. By obtaining pre-
commitments from these key partners early on in the venture, they can 
reduce uncertainty and co-create a new market with its interested 
participants. 

The pilot 
in the 
plane 

principle 
 

With the help of case studies and guest speaker sessions, the participants 
are encouraged to focus on activities within their control rather than 
spending lot of time in analysis. An effectual worldview is rooted in the 
belief that the future is neither found nor predicted, but rather made. 

Source: adapted from Sarasvathy (2001) 

 

A. Stage 1: Know yourself and Explore Opportunities 

 The first stage lasts for two months. This starts with the Know yourself module. 

Various exercises developed at IBA-CED, Karachi, Pakistan and that of Sarasvaty (2006) 

are used in this module. After this the opportunity recognition module starts. The students 

are exposed to idea generation and creativity exercises. The students are encouraged to 

come up with a business idea based on the ‘know yourself’ exercise and the pain or need 

in their surrounding or community. The students have to identify work on their idea 

individually.  The effectuation theory is introduced with relevant case studies and 

readings. Various experiential activities like interview with an entrepreneur, guest 

speaker sessions and field visits are conducted to reinforce the concepts. As the main 

focus of this program is to promote entrepreneurship in the agriculture and rural sector of 

Pakistan, agriculture entrepreneurship is introduced in the 4th week of the first stage.  

 

 Reading, writing and spoken skills are developed in this stage as well. Exercises 

on self-esteem, self-awareness and perseverance are carried out. Short case studies and 

guest speaker sessions are used for this purpose. This stage culminates in the form of an 

event called Rocket Pitch Event. Each student has to pitch his idea in front of an audience 

of experts, bankers, angel investors, faculty and students. 

 

B. Stage 2: Pursue and Refine Opportunities 

 In the second stage (two months) the students are exposed to functional knowledge 

of marketing, accounting, finance, people management and operations management. The 

students are exposed to the applications of this knowledge in an entrepreneurial context 

requiring creativity, resource parsimony, bootstrapping, working in an uncertain 

environment and raising money from inaccessible and hidden sources. At the same time 

the students are introduced to opportunities in agriculture i.e. livestock, horticulture, farm 

management, post-harvest technology and services related businesses. The students are 

asked to relate their own experiences and networks while reflecting on the agriculture 

based opportunities. Various guest speakers from industry are invited to share their 

stories of failure and success. The students are also taken on field trips to agro based and 

other entrepreneurial business.  
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C. Stage 3: Launch Opportunities 

 In the third phase the students go out to their respective places to launch their 

businesses. The students are required to start a venture based on their bird in hand. It has 

to be within their affordable loss with as less money as possible. Faculty and alumni 

mentors are available to students and they are free to seek help from available expert 

pools. The participants are called back bi-weekly for feedback and mentoring sessions. 

Based on the hands-on learning, the students are allowed to change and modify their 

business ideas. The students keep track of the startup activities and apply the effectual 

principles learned during the program.  

 

D. Stage 4: Grow Opportunities 

 The students are called back in the sixth month. A debriefing session is conducted 

to consolidate the learning in the launch phase. The students discuss their success and 

failure stories with the faculty and mentors. A two week module on how to grow your 

business is conducted. Guest speakers from high growth ventures are invited to interact 

with the students. The students have to make a growth strategy and present a mini 

business plan in front of an audience. Based on the above model 120 students underwent 

a six months program on agriculture entrepreneurship at Center for Entrepreneurial 

Development at IBA Karachi.  

 

II. Research Methodology 
 Case studies explain real life situations and provide an in-depth understanding of 

the phenomena under study. Case studies have been widely used as a qualitative tool to 

study the entrepreneurial behavior in social sciences as compared to the descriptive and 

quantitative methods (Deshpande, 1983; Low and Macmillan, 1988; Yin, 1989). The 

quantitative studies have a limitation as they use the statistical measures i.e. mean, 

median and mode etc. which is not that helpful in understanding the entrepreneurial 

behavior.  According to Eisenhardt (1989) that case studies are preferred as a theoretical 

concept rather than statistical one. During the case analysis a detailed description of an 

individual with a greater insight is obtained, from which knowledge is acquired with the 

help of intensive exploration process (Becker, 1970). 

 

 Multiple case design methodology is used to understand the impact of various 

effectual interventions for this study. Four case studies are selected as a part of the 

research to analyze the phenomena. The case study research is generally based on a 

single case. The multiple case design in contrast uses multiple cases to understand the 

phenomena by using a replication strategy. According to Eisenhardt (1989) if all or most 

of the case studies provide similar results there can be a substantial support to the theory 

describing the phenomena. According to Yin (1994), the multiple case design approach 

does not require the representative sampling approach used in survey research. The 

sample cases are selected to encompass instances in which the phenomena under study 

are likely to be found. Six to ten case studies are sufficient to "provide compelling 

support for the initial set of propositions" (Yin, 1994, p. 46). 

 

A. Sample Selection and Data Collection 

 For this study, a sample pool of agriculture based entrepreneurs is drawn from the 

list of participants in the agriculture entrepreneurship program. The participants having 

the following characteristics are selected to be part of the study i.e. having a minimum 
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qualification of BA, belonging to the rural Sind having some skill or expertise in 

agriculture and those who have started the venture in the past two years. The participants 

are accessed through personal contacts. In depth interviews and feedback sessions are 

conducted to collect as much data as possible for theory development and testing (Strauss 

& Corbin, 1998) from each of the agriculture entrepreneurs. Data si conducted using an 

open ended interview protocol focusing on the various effectual interventions. After the 

interview the results are transcribed and analyzed. 

 

III. Analysis 
 To fulfill the aim of the research, four case studies of different participants of the 

agriculture entrepreneurship program are selected. All of these participants started 

ventures during the agriculture entrepreneurship program. The cases are analyzed by 

identifying the similarities and differences between them as suggested by Yin (1989) and 

Eisenhardt (1989, 2007). The impact of various effectual interventions in starting new 

entrepreneurial ventures are analyzed. The effectual entrepreneurship theory is 

corroborated through the case analysis of the agriculture entrepreneurs.  

 

A. Case 1: Siyal Livestock Farm 

 Abdul Wahab Siyal lives near Sukkur in a village called Mir Mohammad Siyal 

Taluka Mehrabpur District Naushero Feroz. After competing his MBA from the 

University of Sind he joined the 6 months diploma in Entrepreneurship at IBA Karachi 

where he learned how to make best use of his current resources in order to start a new 

venture. 

 

 During his studies in the entrepreneurship program he studied entrepreneurship 

and skills in sales, marketing, operations and finance and actively participated in business 

startup events where he prepared a rocket pitch about his business idea on livestock 

farming. The encouragement from the audience and the faculty motivated him to proceed 

for a startup in livestock. His grandfather owned a piece of agriculture land. A small 

portion of that land had some old sheds which were untilized. He borrowed that old shed 

and started a small livestock farm with the 30,000 rupees. The initial money came from 

his pocket money and family. He purchased some goats initially and started raising them. 

The fodder was available from his grandfather’s fields. After few months he was able to 

sell some goats on profit. This boosted his confidence and he started pursuing ways to 

expand his business.  

 

 It was one of such business startup events at IBA that his passionate call for 

investment won him investment in his livestock farming from the faculty members and 

funding from IBA's Aman Center for Entrepreneurial development. With the help of this 

money he purchased some cows and goats. He was able to sell the goats and cows on 

profit and now preparing for the next season. He has been effectively using his ancestral 

land in his village to raise goats and cows. He is making use of the expert services of his 

family members who already have experience in raising animals. The fodder for the 

animals is the leftover from his agriculture land nearby. The goats and cows graze and 

roam all day and night on his pollution-free land; raising animals in the purest of the 

environment under organic conditions. He learned to do all this at IBA, Karachi by 

starting his small venture "Siyal Livestock Farm". 
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 He plans to sell some of the mature animals on the next Eid ul Azha and share the 

profit with the investors; with hopes of new investment for the next season. In the near 

future he would also be looking to grow his business in order to enable him to earn him 

regular income by increasing the number of animals and raising animals not just for Eid 

sales but also to supply them to markets as live and meat. 

 

B. Case 2: Aftab Hussain: United Dairy Feed 

 Aftab is a graduate from interior Sindh. He was jobless for quite some time and 

had no clue what to do. He joined the Agriculture Entrepreneurship program at IBA CED 

to learn something about entrepreneurship and to increase his marketability. According to 

him 

 

“I was interested in a diploma from IBA as it is considered a leading 

business school in Pakistan and moreover a diploma from IBA will 

help me in the job search” 

  

 The admission to the EDP program turned out to be a very different story 

altogether. During the course Aftab came up with an idea of starting a small flour mill 

(Atta Cahkki). However the cost was very high and he could not afford an amount of 3-4 

lakh rupees and no one from his family was willing to trust him.  

 

 Despondent with this idea, he started looking at other low cost ideas. One such 

idea was to purchase a sack of red chili from the grain market in interior Sindh and then 

grind the chili in to powder and sell it within his immediate circle. One of his friends 

father was a whole sale seller in the grain market in Sukkur. He was able to purchase a 

sack of red chili worth around 10,000 PKR and brought it to Karachi. After grinding it 

properly, he packaged that and sold it through his mother and relatives. Soon it was a 

popular product and the demand started surging. With the increase in demand one of his 

brother who owned a general store offered him a loan of PKR 50,000 to purchase a 

grinding machine to grind red pepper so that he can insure quality and realize a higher 

margin. In a few weeks’ time, Aftab was having his own machine. Another brother of 

Aftab is a veterinary doctor and was working in a company as a sales man. He suggested 

Aftab to start a business of cattle feed as he had a recipe to manufacture high quality 

cattle feed. The brother had a savings of PKR 15 lakh and offered to inject this money in 

to the business. They purchased a new machine worth 6 lakh and rented a new place and 

hired some employees. They had to raise another 12 lakh rupees for working capital and 

to buy an electric generator for uninterrupted power supply. It was pretty easy now to 

raise money from family and friends as they had a credible list of customers. The feed 

mill was operational and the feed is being supplied throughout Sind. 

 

C. Case 3:  Usman Naseer: Mehr Farming 

 Usman Nasir a resident of Omar Kot, interior Sind, migrated to Karachi for the 

pursuit of better life. He belonged to an agriculture family. His father owns 50 Hectares 

of land and is a traditional farmer. While doing a job in Karachi, Usman joined the 

Agriculture Entrepreneurship program at IBA Karachi. During the course Usman came 

up with a business idea to raise rabbits and sell them in the Karachi market. He purchased 

a four rabbits and kept them in the open space in his house. In few months the rabbits 

multiplied and he had to sell them. He came to know that there is a considerable demand 
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in Karachi. Foreigners living in Karachi are fond of Rabbit meat which is tasty and full of 

nutrients. Later on even the leading retail chain Hyper Star contacted Usman to supply a 

couple of dozen rabbits every day, which he could not do at the moment.  

 

 Later on during the course, Usman was able to discover that there was a huge 

untapped opportunity which he had ignored i.e. his own agriculture based family 

business. Answers to these questions led him to start thinking of going back to his 

village.  

 

 His father had a lifetime experience in Farming and owns 50 Acres of land and 

another 100 acres has been acquired on rent basis.  The farm is located on Mirpurkhas – 

Umerkot road about 320 Km away from Karachi in southern Sindh. The area is famous 

for abundant availability of fertile land, natural vegetation, water and hardworking 

labour.  Keeping all these set of skills and resources in hand, Usman decided to turn his 

dream into reality by starting one venture at a time.  

 

 Usman started small by initiating a goat farm with 20 young goats, in 2014 with 

the seed money borrowed from family and friends. Later on IBA faculty and IBA – CED 

also invested based on his credibility. The total amount raised is shown in Table 2.   

 

Table 2: Details of Investment 
Sr. Investment Detail Amount 

1 IBA-CED 100,000 

2 Wife 75,000 

3 Friends 50,000 

4 Sister 20,000 

5 IBA (Faculty) 10,000 

 Total Amount (in Pak Rupees) 255,000 

 

 The goats grew and were sold at Eid Ul Azha season in Karachi. The revenue 

earned was 326,500 which was more than the investment and the operational cost. While 

selling animals in the animal market set up near Karachi high way, Usman had interesting 

experiences. Most of the visitors were interested in cheap animals rather than healthy and 

well maintained goats. This led Usman to start selling his animals in his social circle at a 

fair price. He developed a web site and a face book page where pictures and videos of 

goats are loaded. The customers can select and purchase the animal online. The animals 

are delivered at the door step on cash on delivery basis.  

 

 Usman took part in various Entrepreneurship Start-up Competitions like Start-up 

Expo 2015 in Islamabad and Pakistan Start-up Cup 2015, LDFA 2015 at Expo Centre 

Karachi. Where he found mentors, peer and like-minded start-ups and got many new 

customers and expanded his network. With their suggestions and help he is continuously 

expanding his network. After the success of the first venture he plans to enter in to 

poultry and cattle farming in the near future.  
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D. Case 4: Sadqain Hamid: Medical Supplies 

 Sadqain Hamid is a resident of Hyderabad. He graduated with majors in 

Mathematics from Sindh University. He belongs to a middle class family and his father 

and uncle are engaged in the supply of medicine and other general trading items. The 

business was struggling due to lack of business skills and finance.  

 

 During the entrepreneurship program Sadqain, started thinking of doing small 

business in his hometown based on his father and uncle’s expertise and networks. Under 

the guidance of his elders he took part in the tender competition of Civil Hospital 

Hyderabad and won the order for supply of nine items regarding nursing dress etc. 

Sadqain was continuously looking for other opportunities. He did not have to wait too 

long.  

 

 One day Sadqain was in Karachi to meet one of the supplier’s i.e. S.K Trading 

Corporation. The company deals in medical diagnostic equipment and supplies. They 

also deal with diagnostic reagents and are the sole agents of many foreign manufacturers. 

During the discussion the Owners of S.K Trading offered him an opportunity to start the 

distribution of diagnostic reagents in Hyderabad and interior Sindh. Sadqain conducted a 

short survey in Hyderabad and came to know that there is a huge opportunity in this field 

as there are only few parties who handle reagents in Hyderabad and whole Sindh. He 

needed around 300,000 Rs to purchase reagents to start his business. He raised some 

money from his pocket money and family and friends and contacted IBA-CED for a loan. 

His proposal and presentation and was so compelling that he was offered an interest free 

loan of 150,000 from IBA CED.  Soon after, he started distribution of diagnostic 

reagents, rapid tests and lab equipment’s initially in Hyderabad in private labs and also 

participated in the CMH Hyderabad tender.  The customer base has grown over the year 

and he his distributing the products throughout Sind. Sadqain was able to return the loan 

to IBA in due time. He got new ideas and an entrepreneurial mindset from the 

Entrepreneurship course. He is also supplying medicine to private hospitals now. 

 

IV. Results 
 A detailed comparison of the four case studies is described in Table 3 across the 

various effectual interventions. The participants were trained and exposed to the various 

effectuation principles during the training program. 

 

Table 3: Analysis of Case Studies 

Cases Bird in Hand 
Affordable 

Loss 
Lemonade 

Crazy 
Quilt 

Pilot in 
the Plane 

Case 1 
Siyal 

Livest
ock 

Farm 

Knowledge of 
raising live 

stock 
Land of grand 

father 
Network of 

family members 
in similar 
busi9ness 
University 
network 

Can afford 
to stay out 
of job for 
one year 
and the 
time and 

effort 
needed for 
this venture 

Found a shed 
for raising 
animals. 

Grandfather 
agreed to 

borrow without 
any charges 

Relatives and 
other investors 

jumped in 

Grand 
father 

Immediate
ly started 
with few 

goats 
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Case 
2: 

United 
Dairy 
Feed 

PKR 10,000 
Old motor cycle 
Fathers friend in 

the Grain 
market 
Brother: 

Running a 
General Store 
Father: Moral 

support 
Mother: 

Marketing of the 
product 

Had very 
less to 
loose 

Started with the 
ideas of a flour 

mill. 
Soon found out 
that it is capital 

Intensive 
beyond his 
capability 

Friends 
father 

Brother 
running 

the 
general 

store 
Brother 
having a 

DVM 
Brothers 

friend 

Immediate
ly started 
with PKR 
10.000 
and his 
motor 
cycle 

Case 
3: 

Mehr 
Farmi

ng 

Agriculture 
knowledge 

Family 
background 

Own piece of 
land 

Father 
Brother 

Workers in the 
village 

University 
Network 

Very less 
Investment 
needed as 
he owns 

things and 
extra land 

is available 
at no cost 

Started with 
Rabbit farming 

and moved in to 
goats and cows 

Use of social 
media for 
marketing 

Father 
Brother 

Wife 
Villagers 

Immediate
ly started 
working 

with PKR 
50,000 

Case 
4: 

Medic
al 

Suppli
es 

Father and 
Uncles 

Business 
Entrepreneurshi

p training 
University 
Network 

Very less 
to lose as 
father and 
uncle are 
there to 
support 

and advise 

Became an 
independent 

distributor 

Father, 
Uncle 
IBA 

Incubator 

Immediate
ly started 
with the 

guidance 
of father 

and uncle. 

 

 When analyzed on the bird in hand principle, all of the case protagonists focused 

their attention on who they are, what they know and whom they know during the startup 

phase. This led to three type of benefits. The first was they owned the resources 

themselves and need not to purchase from someone. The second one is that these 

resources were unique and idiosyncratic to them and gave them a unique competitive 

advantage. The third and the last one was that they could start immediately and need not 

to wait in acquiring those resources. In term of affordable loss, all of the protagonists had 

very less to loose. They were using the idle resources and their spare time and only that 

amount of money which they could afford to lose.  

 

 All of the participants faced a series of surprises and they were able to leverage 

these as they progressed. The surprises lead them to very interesting and profitable 

ventures which they were never able to conceive. In many cases the entrepreneurs were 

alone during the startup phase, but as the moved on they were able to find self-selected 

partners for their ventures. These partners brought in new bird in hand and even increased 

the affordable loss of the team allowing them to take calculated risks. All of the 

participants were less engaged in prediction and were more towards action. They took an 

action based on the things which they controlled.  
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V. Conclusion and Recommendations 
 Entrepreneurship in its very nature requires action. The effectuation theory talks 

about taking the first step with the available resources i.e. bird in hand principle. The size 

of the first step is taken by calculating the affordable loss of the entrepreneur in terms of 

time, effort and money. Once the entrepreneur takes the first step he experiences 

surprises in the form of new resources, team members, suppliers and so on. Based on the 

lemonade principle he leverages those surprises and turns them in to new opportunities. 

The entrepreneur is more towards control of things rather than in predictive mode and the 

ultimate goal of the entrepreneur keeps on evolving as the journey progresses. The 

spiritual touch behind all this provides the entrepreneur a purpose of life and a reason for 

existence. This strong force leads the entrepreneur to conduct businesses which are 

socially, environmentally and ethically sustainable.  

 

 The application of the above principles in the entrepreneurship development 

program led to very interesting results. From the very first day the participants were 

objectively focused on identifying or creating opportunities which matched their interests 

and available resources i.e. bird in hand. As they were trained on the bird in hand 

principle i.e. to look at resources within their reach and network, the participants were 

very creative to identify the resources needed for their ventures and moreover they were 

resource parsimonious. In most of the cases the money required to launch the business 

was not more than Pak Rupees 30,000. Another benefit of this approach was that they 

never thought of borrowing money from a bank or any other financial institution. They 

were very creative to raise money from various sources within their immediate family, 

relatives and friends. They borrowed and bartered many things. At the time of growth, 

they went for partnerships or offering shares to potential investors. In the initial phase of 

the venture, action keeping in view the bird in hand and affordable loss principle was 

dominant. The students were working on very small ideas which could fetch them 

customers in their surroundings. Once these small test runs started giving them 

confidence and some cash flows, they started planning how to grow. Informal research 

and short business plans in the form of business canvas were used to articulate their 

thoughts. With the help of short presentations in the form of a business canvass model 

they were able to convince the investors to partner in the venture. 

 

 The application of this model has demonstrated the power of entrepreneurship that 

if there is an opportunity which is offering value to its customer and there is a person and 

/or a team of people having complementary skills then resources follow the idea. It is 

therefore recommended that the entrepreneurship curriculum and pedagogy be changed 

keeping in view of both the effectual and causal/predictive logic. The effectual logic 

needs to be used during startup and causal/predictive logic to be used during the growth 

phase of the business. 

 

 One limitation of the study is that it has to be studied in other parts of the country 

to make a generalized statement. It is recommended to conduct a survey based research 

by measuring the effectual entrepreneurship construct and then to use the multivariate 

statistical techniques to test the impact of effectual interventions on venture success. 
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