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Structuring effective copreneurial teams
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Despite growing numbers and increased research attention, few empirical studies have focused on copreneurial family
businesses, and hardly any guidelines exist on how these couples should manage their marriage and business
relationships. Against this background the primary objective of this study was to empirically assess the influence of
selected structural-based factors on the effectiveness of South African copreneurships. The teamwork literature proposes
that the success of a team depends on how the team is structured or set up, but the empirical findings of this study
demonstrate that elements of structure are related to certain measures of success but not to others. More specifically, the
results suggest that the success of a marriage between copreneurs is not influenced by the success of the business, but that
the more structural elements such as Leadership, Needs alignment and Role clarity are in place, the more satisfied the
spouses are likely to be with both their business and their marital relationship.

*To whom all correspondence should be addressed.

Introduction

Family-owned businesses are the most common type of
business worldwide (lbrahim, McGuire & Soufani, 2009).
Their social and economic impact is increasingly being
recognised, and the number of family businesses is expected
to continue rising in the future (Daryani, Samizadeh &
Tajeddin, 2010; Nieman, 2006; Venter, 2003; IFERA,
2003). Copreneurships are a particular subset of family
business where married couples or couples in a marriage-
like relationship share in the ownership, management and
responsibility of a single business (Wu, Chang & Zhuang,
2010; Rutherford, Muse & Oswald, 2006; Barnett &
Barnett, 1988). It is estimated that approximately one third
of family businesses are copreneurships (Bjornberg, 2010;
Fitzgerald & Muske, 2002). These husband-and-wife
partnerships are receiving increased research attention and
reference in the family business literature (Eybers, 2010;
Blenkinsopp & Owens, 2010; Wu et al., 2010; Venter,
Farrington & Boshoff, 2009; Cole & Johnson, 2007). This
increased attention is not surprising, given that much of the
growth in entrepreneurship is attributed to an increasing
number of husbands and wives going into business together
(Fitzgerald & Muske, 2002). According to Blenkinsopp and
Owens (2010), copreneurships are an important
phenomenon that justifies future research not only for the
purpose of understanding the dynamics between these
couples, but also to serve as a foundation for examining the
dynamics of other dyadic family relationships found at the
centre of the family business.

Despite increased recognition, little research has been
undertaken on copreneurships, and few guidelines exist on
how these couples should manage their marriage and
business relationships (Muske & Fitzgerald, 2006;
Marshack, 1994). Articles in the popular press addressing
copreneurial issues are plentiful, but rigorous research based
on large empirical samples is scarce (Muske & Fitzgerald,
2006; Marshack, 1993). In addition, there is a paucity of
research that examines whether or not copreneurial couples
remain in business together for any length of time (Muske,
Fitzgerald, Haynes, Black, Chin, MacClure & Mashburn,
2009), and the literature is fairly silent on the boundary
between work and love between these couples (Bjornberg,
2010). Furthermore, the concept of “copreneurship” is not
well recognised and is typically associated with women
working in small family businesses (O’Connor, Hamouda,
McKeon, Henry & Johnston, 2006).

Despite their importance to national economies, the survival
rate of family businesses, including copreneurships, is
extremely low (Nicholson, 2008) and this state of affairs is
attributed to the unique problems they face (Nicholson,
2008; Venter, 2003). Several authors (Royer, Simons, Boyd
& Rafferty, 2008; Ward, 2004) suggest that the greatest
threats to the growth, success and survival of a family
business are primarily issues related to family relationships.
The relationship between the spouses in a copreneurship is a
particular case in point. Copreneurs face the unique
challenge of having to balance their romantic personal
relationship and their professional business one (Cole &



Johnson, 2007). These relationships often place incongruent
demands on the couple, resulting in tension and conflict that
have the potential to destroy both their marriage and their
business (Danes & Olson, 2003; Tompson & Tompson,
2000).

To overcome these potential problems, the structuring of a
proper working arrangement among the people involved is
particularly important. Uhlaner (2006) suggests that the vast
body of research on the effective functioning of teams could
make a useful contribution in the structuring of copreneurial
partnerships, and that it should be integrated with research
in the field of family business. Against this background the
primary objective of the present study was to empirically
assess the influence of selected structural-based factors
identified in the teamwork literature on the effectiveness of
South African copreneurships.

This study adds to what is currently known about working
arrangements between husbands and wives in joint family
businesses, by investigating selected structural-based factors
that impact on the partners’ levels of satisfaction and
business success. It is hoped that by identifying these
factors, existing and prospective copreneurs can restructure
their working arrangements so as to improve the chances of
success in both their business and marriage relationship.

For the purpose of this study a “family business” is a
business where a single family owns at least 51% of the
equity of the business; where a single family is able to
exercise considerable influence in the business; and where at
least two family members are concerned with the senior
management of the business. In addition, a “copreneurship”
refers to a hushand-and-wife team (or life-partners) who
share the ownership and/or management of a business,
which includes sharing the responsibility for all the
activities within that business. The husband and wife (or
life-partners) must both be actively involved in the
management and/or decision-making of the business, and
both must have considerable influence over decision-making
in the business. In terms of this definition, the spouses need
not share ownership of the business in order to qualify as
copreneurs. The concepts “copreneurs”, “copreneurial
businesses” and “husband-and-wife teams” are used
interchangeably and synonymously in this study.

Structuring effective copreneurships

“The structure of a team” refers to how that team has been
configured or put together. A vast amount of information
exists on how to configure or build effective teams, and on
identifying factors that influence their success (Kozlowski &
llgen, 2006; Robbins, 2003). Several seminal models
(Cohen & Bailey, 1997; Campion, Medsker & Higgs, 1993;
Hackman, 1987; Gladstein, 1984) have been proposed on
how to build an effective working arrangement between
people. Although these models differ in many respects, they
address similar issues that are of importance to any group of
people who work together, including copreneurs in family
businesses.

A common framework underlying these models is that of the
input-process-output (I1-P-O) framework, which proposes

S.Afr.J.Bus.Manage.2011,42(3)

that inputs lead to processes which in turn lead to outputs
(Barrick, Stewart, Neubert & Mount, 1998; Campion et al.,
1993; Gladstein, 1984). The I-P-O framework suggests that
changes must be made to the design or structural elements
of a team if effectiveness is to be improved. According to
Guzzo and Dickson (1996), the opportunity to improve team
effectiveness lies in how the team has been set up and the
context in which it operates. Yancey (1998) contends that
input variables such as job design, composition and context
can be manipulated and are more directly controllable than,
for example, the process variables (Campion et al., 1993).
Barrick et al. (1998), as well as Kozlowski and llgen (2006)
refer to inputs as “the composition of a team and the
resources to which they have access”. Cohen and Bailey
(1997) appropriately name the various input factors as
“design factors”, which refer to features of the task, group
and organisation that can be directly manipulated to create
the conditions for effective performance. Against this
background, one can conclude that the structural-based
elements of a copreneurial team can be managed to increase
the chances of their business being successful.

Hypothesised relationships

For the purpose of this study, the elements identified as
relating to structuring or setting up a successful
copreneurship are Leadership, Governance, Physical
resources, Needs alignment and Role clarity. Effectiveness
(success) is measured using three variables, namely
Financial performance, Growth performance and Perceived
success. Financial performance and Growth performance
serve as the intervening variables (although it was not
assessed as such using a co-variance modelling analysis to
assess direct and indirect effects) whereas Perceived success
serves as the dependent variable. The hypothesised
relationships between the independent, intervening and
dependent variables are depicted in Figure 1. Support for
these hypothesised relationships has been found in both the
organisational behaviour and the family business literature,
and is elaborated on in the paragraphs that follow.

Dependent and intervening variables

From its beginnings, the field of family business research
has revolved around understanding how family businesses
become successful or achieve satisfaction. Despite this
focus, the debate on how to define success in family firms is
ongoing (Zellweger & Nason, 2009) and a definition of
family business “success” remains elusive (Distelberg &
Sorenson, 2009). Astrachan (2006) asserts that no single
measure of performance adequately expresses family and
business success, and no measure is likely to capture its
complexities in the family business environment.

As a result of the absence of a commonly agreed-upon
measure of success researchers in the field of family
business have focused on performance measures such as
levels of employment, profits, sales revenue, and return on
assets as indicators of success (Zellweger & Nason, 2009).
These business performance measures have been used by
several authors as a means of describing successful family
businesses (Casillas, Moreno & Barbero, 2010; Distelberg &
Sorenson, 2009; Sharma, 2004; Ward, 2004).
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Figure 1: Hypothesised model of structural elements influencing successful copreneurship

“Organisational effectiveness” has been referred to as the
ability of an organisation to satisfy the expectations of its
strategic constituents. Given this description, it is clear that
satisfying one’s stakeholders plays a vital role in business
success (Zellweger & Nason, 2009. The satisfaction of
family members involved in a family business is commonly
associated in family business research with success
(Distelberg & Sorenson, 2009; Zellweger & Nason, 2009;
Ivancevich, Konopaske & Matteson, 2005; Sharma, 2004,
Venter, 2003; Handler, 1991). Against this background the
dependent variable of this study is Perceived success, which
refers to the copreneurs finding their involvement in the
copreneurship to be satisfying and beneficial to their
marriage relationship.

Zellweger and Nason (2009) assert that growth in sales and
in employee numbers, as well as profitability, are examples
of performance outcomes that satisfy the demands of
stakeholders. Several empirical studies have revealed a
positive relationship between the profitability of the
business and the ability to satisfy stakeholders’ interests
(Adendorff, 2004), as well as between the financial security
of the owner-manager and the business, and satisfaction
with the succession process (Venter, 2003). Similarly,
Farrington (2009) reported a positive relationship between
both the growth performance and the financial performance
of the business and the extent to which the family members
participating in her study were satisfied with their work and
family relationships. For the purpose of this study, the
Financial performance of the copreneurship refers to the
business being financially profitable and secure, whereas the
Growth performance of the copreneurship refers to the
business showing growth in employee numbers, profits and
turnover.

The Perceived success of the copreneurship serves as the
dependent variable in this study, whereas the Financial
performance and the Growth performance of the
copreneurship serve as the intervening variables. The
following relationships are hypothesised:

H': There is a positive relationship between the Financial
performance of the copreneurship and the Perceived
success of the copreneurship

H?: There is a positive relationship between the Growth
performance of the copreneurship and the Perceived
success of the copreneurship

Several authors (Brigham & Daves, 2007; Ittner & Larcker,
1998) have found support for a positive relationship
between the growth performance of a business and its
financial performance. In their study analysing 88 different
studies, Capon, Farley and Hoenig (1990) reported that
growth is consistently related to higher levels of financial
performance. The following relationship is therefore
hypothesised.

H3: There is a positive relationship between the Growth
performance of the copreneurship and the Financial
performance of the copreneurship.

Independent variables
Leadership

Both anecdotal (Hitt, Miller & Colella, 2006; lvancevich et
al., 2005) and empirical evidence (Cowie, 2007; KozlowskKi
& llgen, 2006; Guzzo & Dickson, 1996; Gladstein, 1984)
have found support for a positive relationship between
effective leadership and a successful working arrangement.
For example, Cowie (2007) reports a significant positive
relationship between leadership and the ability of the team
to operate efficiently, whereas emerging meta-analytic
findings and other empirical evidence support a positive
relationship between leadership and team effectiveness
(Kozlowski & llgen, 2006). Although Farrington (2009)
found no support for a hypothesised positive relationship
between leadership and financial performance or between
leadership and growth performance in her study, as did other
researchers (Sorenson, 2000; Gladstein, 1984), she did find
support for a positive relationship between leadership and
satisfaction.

Today’s rapidly changing business environment has led to
new theories of leadership which propose that leaders
described as charismatic, transformational or visionary have
positive effects on their organisations (Vallejo, 2009).
Similarly, Sorenson (2000) concluded that referent, and in
particular participative leaders, enable family businesses to
obtain desired outcomes for both the business and the
family.



In the present study, the factor Leadership refers to a
specific leadership style and may be evident in both spouses,
or in either the husband or the wife at a specific time.
Leadership refers to the spouse(s) being inspirational,
considerate and participatory in their leadership style. For a
successful copreneurship to exist, the prevailing leadership
style should be flexible and the couple must openly and
honestly decide on an appropriate leadership style for their
business (Marshack, 2002). Against this background the
following relationships are subjected to empirical testing:

H*: There is a positive relationship between the existence
of Leadership and the Financial performance of the
copreneurship

H°%: There is a positive relationship between the existence
of Leadership and the Growth performance of the
copreneurship

H®: There is a positive relationship between the existence
of Leadership and the Perceived success of the
copreneurship

Governance

According to Keen (2003) and Northouse (2004), the
existence of norms or codes of conduct that govern their
behaviour are important for an effective working
relationship between people. A vast amount of anecdotal
evidence suggests that the implementation of governance
structures, policies and procedures promotes family business
success (Gage, Gromala & Kopf, 2004; Ward, 2004;
Lansberg, 1999). In addition, previous empirical research
(Adendorff, 2004; Hyatt & Ruddy, 1997) has found positive
relationships between governance practices and financial
performance. Venter (2003) and Adendorff (2004) reported
positive relationships between governance processes and the
profitability of the family business, whereas Hauser (2004)
contends that well-governed families lead to well-governed
businesses, which in turn earn consistently high profits.

However, both Farrington (2009) and Cowie (2007)
reported no relationship between the existence of
governance structures and the financial or growth
performance of the business. Furthermore, Farrington
(2009) found no evidence of a relationship between
governance and satisfaction with work and family
relationships, whereas Cowie (2007) reported no
relationship between the existence of codes of conduct for
team members and their willingness to cooperate with and
support each other.

Despite governance structures in copreneurial businesses
usually being informal (Governance for the family business,
2008), for the purpose of this study Governance refers to the
existence of governance structures as well as undertaking
strategic planning in the copreneurship. Given the
contradictory evidence above, the following relationships
are subjected to empirical assessment:

H*:  There is a positive relationship between the existence
of Governance and the Financial performance of the
copreneurship.
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H%:  There is a positive relationship between the existence
of Governance and the Growth performance of the
copreneurship

H®: There is a positive relationship between the existence
of Governance and the Perceived success of the
copreneurship

Physical resources

For people to work together successfully, the required
support and infrastructure to effectively complete the task
they are undertaking, must be available (Hitt et al., 2006;
Robbins, 2003). Several studies have reported positive
relationships between having access to resources and
information, and measures of team effectiveness (Doolen,
Hacker & Van Aken, 2006; Hyatt & Ruddy, 1997; Campion
et al., 1993). Furthermore, both Hackman and Walton
(1986), and Campion et al. (1993) refer to an organisational
environment with the necessary resources (supportive
organisational context) as a pre-condition for team
effectiveness.

In her study on Sibling Partnerships in family businesses,
Farrington (2009) reported significant positive relationships
between having access to adequate and suitable resources
and both the financial and the growth performance of the
business. She concluded that having access to the required
resources influenced both the financial and the growth
performance of the business more than any of the other
factors investigated in her study. Cowie (2007), on the other
hand, found no relationship between having access to
physical resources and financial performance. In addition,
both Farrington (2009) and Cowie (2007) did not find a
relationship between the business having access to adequate
and suitable resources and measures of satisfaction.

For the purpose of this study Physical resources refer to the
copreneurial business having access to the resources and
information necessary for the effective functioning of the
business. Despite contradictory evidence reported in the
literature, the following relationships are hypothesised:

H*: There is a positive relationship between the availability
of Physical resources and the Financial performance
of the copreneurship

H: There is a positive relationship between the availability
of Physical resources and the Growth performance of
the copreneurship

H: There is a positive relationship between the availability
of Physical resources and the Perceived success of the
copreneurship

Needs alignment

According to Igbal (2010), when the psychological needs of
an individual are met in an organisation, the level of
commitment by those individuals to that organisation is
enhanced. Similarly, Cohen (1992) asserts that when a
business serves as a vehicle for individuals to display their
abilities and satisfy their needs, such individuals reciprocate
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with commitment to the organisation. Venter (2003)
contends that personal needs alignment exists when the
needs of family members and the opportunities offered in
the business are properly aligned. An individual realises
personal needs fulfilment to the extent that his/her career
needs, needs for personal identity, and life-stage needs are
satisfied in the context of the family business (Venter, 2003;
Barach & Gantisky, 1995). For the purpose of this study,
Needs alignment refers to the spouses being able to realise
their ambitions and personal goals through their
involvement in the business, and this involvement has
contributed to their professional growth development. When
family members perceive that their career interests and the
opportunities available to them in the family business are
aligned, they become devoted to that organisation, and make
a positive contribution to its success (Sharma & Irving,
2005).

However, a mismatch between personal and organisational
goals decreases an individual’s level of job satisfaction and
increases his/her intention to leave (Kristof-Brown,
Zimmerman & Johnson, 2005). According to Guzzo and
Dickson (1996), when the goals of an organisation and
individual goals are in conflict with one another,
dysfunctions can result. Several researchers (Venter, 2003;
Sharma, 1997) have found that the more a successor can
satisfy his/her personal development goals within the
business, the more likely it is that he/she will have a positive
succession experience. According to Van Auken and Werbel
(2006), divergent goals between spouses can result in
harmful conflict because a spouse is likely to resist his/her
partner’s entrepreneurial goals, which in turn will impede
the financial performance of the business. Against this
background it is hypothesised that:

H*: There is a positive relationship between the extent
that Needs alignment exists among the spouses and
the Financial performance of the copreneurship

H%: There is a positive relationship between the extent
that Needs alignment exists among the spouses and
the Growth performance of the copreneurship

H®: There is a positive relationship between the extent
that Needs alignment exists among the spouses and
the Perceived success of the copreneurship

Role clarity

For any group of people to work together effectively, it is
important that they mutually agree on tasks and
responsibilities (Keen, 2003; Robbins, 2003). The job
descriptions and responsibilities of each person should be
clearly specified (Hitt et al., 2006). Several studies (e.g.
Beckman & Burton, 2005; Ancona & Caldwell, 1992) have
found a relationship between the existence of separate
organisational roles and firm performance. For example,
Roure and Keeley (1990) report that the degree to which
team members hold a variety of positions is related to team
success. Furthermore, Beckman and Burton (2005) found
strong support for a relationship between functional
assignment diversity and the speed at which business
outcomes were achieved. In her study Cowie (2007)

reported a significant positive relationship between the
existence of clear responsibilities and the willingness of her
respondents to cooperate with and support each other.

Support for separate positions and areas of responsibility
among family members has also been found in the family
business literature (Handler, 1991). For example, several
authors (Lansberg, 1999; Aronoff, Astrachan, Mendosa &
Ward, 1997; Handler, 1991) contend that siblings working
together in family businesses are more effective if they have
an explicit agreed-to division of labour, with each sibling
enjoying a degree of autonomy in his/her specific area of
expertise. Similarly, Stewart-Gross and Gross (2007), and
Marshack (1994) contend that the roles of couples who work
together should be specific and clearly defined, and the
more distinct these roles are, the more advantageous it will
be for their business. Clearly defined roles ensure that
respect and order are maintained between spouses doing
business together (Tompson & Tompson, 2000) and reduce
the likelihood of conflict between them (Husbands, wives
and business, 2008; Gale, 2002). In addition, Heffernan
(2010) is of the opinion that clearly defined areas of
responsibility will ensure that a business has two real
employees, as opposed to a “one for the price of two”
situation. However, several studies (Eybers, 2010;
Farrington, 2009) report no relationships between Role
clarity and measures of family business success.

Despite the contradictory evidence, it was decided to
empirically test the relationship between Role clarity and the
measures of success in this study. Role clarity refers to each
spouse being assigned a clearly demarcated area of authority
and responsibility in the business, as well as the spouses
agreeing on each other’s roles and positions in the business.
The following relationships are hypothesised:

H*: There is a positive relationship between the extent
that Role clarity exists among the spouses and the
Financial performance of the copreneurship

H%: There is a positive relationship between the extent
that Role clarity exists among the spouses and the
Growth performance of the copreneurship

H®: There is a positive relationship between the extent
that Role clarity exists among the spouses and the
Perceived success of the copreneurship

Methodology
The measuring instrument

The variables investigated in this study were measured using
reliable and valid items sourced from previous empirical
studies, as well as several self-generated items based on
secondary sources. Where necessary, the items were
rephrased to make them more suitable for the present study.
The measuring instrument contained two sections. Section 1
consisted of 39 statements relating to the dependent,
intervening and independent variables. Respondents were
requested to indicate to what extent they agreed with each
statement by means of a 7-point Likert-type scale,
interpreted as 1 = strongly disagree and 7 = strongly agree.



Demographic information pertaining to the respondent and
the copreneurial business was requested in Section 2.

Sampling and data collection

Convenience snowball sampling was used to identify
potential respondents. The sampling process was initiated by
contacting family businesses on two family business
databases developed in previous studies (Farrington, 2009;
Venter, 2003), as well as those identified via a Google
search. Once identified, suitability and willingness to
participate in the study were confirmed telephonically.
Respondents were requested to identify other copreneurial
businesses that could be asked to take part in this study.
These potential respondents were then also contacted
telephonically and the process was repeated. Several other
family business researchers (Farrington, 2009; Van Der
Merwe & Ellis, 2007; Venter, 2003) have adopted this
sampling technique and methodology because of the lack of
a national database on family firms. In total 1 548 potential
respondents were identified by means of the sampling
technique. In total 380 questionnaires were completed by
individual spouses, resulting in a 24.55% response rate.

Sample description

Most of the respondents participating in this study were
female (55%), most were between the ages of 40 and 51
years (37%), and most were white (98%). Almost half
(49%) indicated having been in business together with their
spouse for 10 years or less. The great majority (92%) were
actively employed in the business, and most (74%) reported
operating their copreneurship from their family home. Half
of the respondents indicated employing 10 or fewer people,
and operating their copreneurial businesses in either the
retail/services (30%) or hospitality (22%) industries.

Empirical results
Discriminant validity and reliability assessment

An exploratory factor analysis was conducted to assess the
discriminant validity of the measuring instrument, and the
software programme SPSS 17 for Windows was used for
this purpose. Principal axis factoring with an oblique (the
factors were expected to correlate) rotation was specified as
the extraction and rotation method.

Bartlett’s Test of Sphericity (p<0.001) and Kaiser-Meyer-
Olkin (KMO) measure of sampling adequacy (0.895)
confirmed that the data were factor-analysable. KMO’s near
1 support the conclusion that the data are factor-analysable
(Rennie, 2002), whereas those below 0.70 are questionable
(Kaiser, 1974). The percentage of variance explained and
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the individual factor loading were considered (see Table 1)
when deciding on the number of factors to be extracted.
Items that displayed no cross-loadings, that loaded to a
significant extent on one factor only, and had factor loadings
of > 0.4, were considered significant (Hair, Black, Babin,
Anderson & Tatham, 2006; Mustakallio, Autio & Zahra,
2002). Eight factors were extracted explaining a cumulative
variance of 70.62% in the data. Several items (PSUCC4,
PSUCC5, ROLE3, ROLE6, PHYS4, PHYS5, PHYS6,
LEAD4 and LEADS) did not load as expected. Only the
items that loaded to a satisfactory extent were used in all
subsequent analyses including the confirmatory factor
analysis and Structural Equation Modelling.

Cronbach-alpha coefficients (CA) were calculated to assess
the reliability of the measuring instrument. CA’s of greater
than 0.70 (Nunnally & Bernstein, 1994) were returned (see
Table 2) for all constructs retained in the final empirical
model, suggesting that reliable measuring scales were used
to measure the constructs under investigation.

Assessment of hypothesised relationships

Structural Equation Modelling using the computer
programme LISREL 8.80 was the statistical technique used
to assess the significance of the relationships hypothesised
between the various independent, intervening and dependent
variables.

Several fit indices are reported with regard to the structural
model. The normed Chi-square (3/df) or ratio of 2 (Satorra-
Bentler Scaled Chi-square 662,534; p = 0,000) to degrees of
freedom (349) is 1,898. Values lower than 2 are indicators
of a good fit (Hair, Anderson, Tatham & Black, 1998). The
RMSEA (0,0487) indicates a model with a close fit of the
data to the hypothesised model (Hair et al., 1998; Hu &
Bentler 1999). The upper limit of the 90% confidence
interval for RMSEA (0,0543) is less than 0,08 (Roberts,
Stephen & llardi, 2003), and the Comparative Fit Index
(CFI) is 0,982. The CFI index should be equal or greater
than 0,90 to accept the model and an index close to 1
indicates a very good fit (Garson, 2009). All the fit indices
provide evidence of a model with a close fit.

The empirical findings of this study (see Figure 2) reveal no
relationship between Financial performance and Perceived
success or between Growth performance and Perceived
success. Support is thus not found for hypothesis H' or
hypothesis H?. However, a positive relationship emerged
between the Growth performance and the Financial
performance of the copreneurship. Support is thus found for
hypothesis H®.
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Table 1: Rotated factor matrix

w

22 s3 o ER = g2 2 &
2 58 ] 2 g2 5 B 2

3 < 2 2 S
PSUCC2 ,732 -,005 -,001 -,105 ,046 ,022 -,078 ,065
PSUCC6 ,692 ,018 ,142 -,057 -,049 -,003 -,033 ,113
PSUCC7 ,615 -,021 ,193 -,136 ,026 ,018 ,041 ,083
PSUCC1 ,507 ,147 -,012 -,009 ,016 -,083 -,305 ,167
PSUCC3 A27 -,036 ,081 -,374 ,092 -,003 -,130 ,049
FIN1 ,043 ,841 ,022 ,018 -,015 ,140 ,045 ,046
FIN2 ,003 ,810 -,007 -, 117 ,029 ,092 -,044 -,034
FIN3 -,082 578 ,103 -,031 ,209 ,034 -,093 ,077
ROLE5 -,014 -,035 722 ,016 ,044 ,003 -,018 ,040
ROLE2 ,082 -,107 ,697 ,057 ,009 ,100 -,170 ,029
ROLE4 ,023 ,115 ,585 -,022 ,006 -,030 ,050 -,049
ROLE1 ,144 -,033 ,433 ,028 ,056 ,013 -,146 ,120
NEEDA4 -,007 ,050 -,040 -,827 ,080 -,047 -,083 -,018
NEED5 ,098 ,075 ,002 -, 714 -,036 ,074 -,122 -,030
NEED6 ,243 -,022 ,009 -,461 ,142 ,001 ,105 ,153
PHYS3 ,049 -,090 ,025 -,044 ,783 ,093 ,025 ,001
PHYS1 -,074 ,189 ,064 -,073 734 -,075 ,033 -,005
PHYS2 ,011 ,064 ,037 ,015 543 ,024 -,311 -,078
GROW1 ,149 ,150 -,003 ,066 ,074 779 ,032 -,048
GROW3 ,067 323 -,024 ,021 -,024 , 739 -,053 -,009
GROW?2 -,185 -,049 ,056 -,123 ,002 ,452 -,060 ,084
GOV1 ,102 ,024 -,046 ,027 ,069 ,118 -, 703 -,008
GOV2 ,014 -,012 ,050 -,168 -,032 ,017 -,647 ,044
GOV3 -,096 ,079 ,153 -,028 ,038 -,089 -,556 ,113
GOV4 ,056 -,055 ,092 -,053 ,011 ,051 -,518 ,000
GOV5 ,028 ,105 ,043 -,102 ,101 -,047 -,450 ,103
LEAD3 -,103 ,025 ,154 -,099 -,101 ,051 ,011 , 707
LEADG6 173 ,099 -,067 -,016 ,008 -,089 -,034 , 706
LEAD1 ,075 -,027 -,035 ,096 ,044 -,001 -,081 ,667
LEAD?2 ,056 -,037 ,016 -,048 ,239 ,119 ,016 ,538
% VE* 34,00 9,98 6,15 515 4,37 4,23 3,74 2,99

% CVE** 34,00 43,98 50,13 55,28 59,65 63,88 67,62 70,6

* 0VE = Percentage variance explained
** 06 CVE = Percentage cumulative variance explained

Table 2: Measurement instrument analyses

Operationalisation of factors Items* Cronbach-alpha
values

Perceived success refers to the copreneurs finding their involvement in the copreneurship as

o e - - . - 5 0,885
satisfying and beneficial to their marriage relationship.
Financial performance refers to the business being financially profitable and secure. 3 0,872
Growth performance refers to the business showing growth in employee numbers, profits and 3 0.700
turnover. '
Role clarity refers to each spouse being assigned a clearly demarcated area of authority and
responsibility in the business, as well as the spouses agreeing on each other’s roles and positions in 4 0,771
the business.
Needs alignment refers to the spouses being able to realise their ambitions and personal goals
through their involvement in the business, and this involvement having contributed to their 3 0,820
professional growth development.
Physical resources refers to the copreneurial business having access to the resources and
. . . o - 3 0,812
information necessary for the effective functioning of the business.
Governance refers to the existence of governance structures as well undertaking strategic 5 0.803
planning in the copreneurship. '
Leadership refers to the spouse(s) being inspirational, considerate and participatory in their 4 0.809
leadership style. '

*See Appendix A for a detailed description of multiple item scales measuring factors
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Figure 2: Summary of significant relationships

The independent variables Leadership (H*, path coefficient
= 0,39, p<0,001), Needs alignment (H*, path coefficient =
0,39, p<0,001) and Role clarity (H®*, path coefficient = 0,17,
p<0,05) are all positively related to Perceived success, and
Needs alignment (H*’, path coefficient = 0,19, p<0,05) is
also positively related to Growth performance. Physical
resources is positively related to both Financial
performance (H*, path coefficient = 0,32, p<0,001) and
Growth performance (H™, path coefficient = 0,18, p<0,05).
Support was thus found for hypotheses H*, H*, H* H%
H® and H® hypotheses.

The results of this study, however, reveal no empirical
support for the hypothesised relationships between the
independent variables Governance (hypothesis H®) and
Physical resources (hypothesis H®) and the dependent
variable Perceived success. Similarly, no empirical support
was found for the hypothesised relationships between the
independent  variables Leadership (hypothesis H*),
Governance (hypothesis H*), Needs alignment (hypothesis
H*) and Role clarity (hypothesis H*) and the intervening
variable Financial performance. Furthermore, no support
was found for the hypothesised relationship between
Leadership (hypothesis H>*), Governance (hypothesis H®)
and Role clarity (hypothesis H*) and the intervening
variable Growth performance. In summary no support was
found for hypotheses H*, H*, H* H* H% H® H%* H®
and H®.

Discussion

The primary objective of this study was to empirically
assess the influence of selected structural-based factors on
the effectiveness of South African copreneurships. The
teamwork literature suggests that the success of a team
depends on how the team is structured when originally set
up. However, the empirical findings of this study show that
some of the structural elements are related to certain
measures of success but not to others. For example, the
results of this study show that the existence of a leadership
style that is inspirational, considerate and participatory in a
copreneurship has a significant positive influence on the
extent to which the spouses experience their involvement in
the copreneurship as satisfying and beneficial to their
marriage relationship. However, such a leadership style has
no influence on the financial or growth performance of the
business. That copreneurs would experience their

involvement in a coprenership as satisfying under such
leadership conditions is not surprising. However, the
findings with regard to the relationship between Leadership
and the measures of business performance seem to suggest
that another leadership style might be more advantageous to
the performance of the business. A different leadership style
could, however, negatively influence the levels of
satisfaction experienced by the spouses. The importance of
balancing the needs of both the business and the personal
relationship between the spouses is highlighted by this
finding.

A significant positive relationship emerged between the
independent variable Role clarity and the dependent variable
Perceived success. In other words, the more the spouses
were assigned clearly demarcated areas of authority and
responsibility in the business, and agreed on these
responsibilities, the more likely the copreneurs were to
experience their involvement in the business together as
satisfying and beneficial to their marital relationship. Given
that one of the main challenges facing copreneurs is the
management of their marital relationship, separate business
positions and responsibilities allow each spouse a certain
degree of independence and space from the other. Because
of their continual interaction at both home and at work,
clearly demarcated business responsibilities allow them to
get on with their daily activities and make decisions without
interference from their spouse. It seems that a certain
amount of “alone” time is vital for any relationship.
However, no relationship emerged between Role clarity and
the intervening variables, Financial performance and
Growth performance. This result implies that the existence
of clearly assigned responsibilities between the spouses has
no influence on the perceived performance of the business.

The independent variable Needs alignment is significantly
positively related to Growth performance and Perceived
success, but not to Financial performance. This result
implies that the more the spouses are able to realise their
goals and develop professionally through their involvement
in business together, the more likely they are to experience
this involvement as satisfying. This finding is not surprising
as it is only when individuals are achieving their personal
goals that they are satisfied and prepared to invest time and
effort to enable a business to grow. The results of this study
do, however, imply that that whether Needs alignment exists
or not has no influence on the financial profitability and
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security of the business.

The findings of this study show that the factor Physical
resources is positively related to both Financial
performance and Growth performance but not to Perceived
success. Having access to the required resources and
information significantly influences the performance of the
business, but has no influence on whether the copreneurs
find their involvement in the business to be satisfying.
Copreneurial businesses need to realise that if their business
is to perform satisfactorily, adequate investments must be
made to acquire the required resources to undertake
operations.

As in the case of several other studies (Farrington, 2009;
Cowie, 2007; Venter, 2003), no empirical support was found
for the relationships hypothesised between Governance and
the different measures of success in this study. This finding
implies that whether or not governance structures exist in
the copreneurship and whether or not strategic planning is
undertaken, has no influence on the satisfaction levels of the
spouses or on the performance of their business. An
explanation for this finding could be the general absence of
governance structures in family businesses (Dunn, 1999;
Maas, 1999) and the informal nature of these structures in
copreneurial businesses (Governance for the family
business, 2008). It is not likely that Governance would
influence the success of the copreneurships participating in
this study if their structures were non-existent or of an
informal nature.

No relationship was found between the intervening variables
Financial performance and Growth performance, and the
dependent variable Perceived success. In other words,
whether the business is performing satisfactorily financially
or showing evidence of growth or not has no influence on
whether the spouses experience their involvement in the
copreneurship as satisfying and beneficial to their marriage
relationship. This finding appears to contradict the common
adage “when money troubles walk in the front door, love
walks out the back door”. Furthermore, this finding suggests
that the structural-based elements investigated in this study
do not influence the satisfaction levels of spouses indirectly
through the Financial performance and the Growth
performance of the business. As in the case of several other
studies (Farrington, Venter & Boshoff, 2011; Brigham &
Daves, 2007), a significant positive relationship exists
between the Growth performance and the Financial
performance of the business. The more the business
experiences growth, the more likely is the perception among
the copreneurs that the business will perform financially.

Implications and contributions

This study provides insights into the structuring a successful
working arrangement between husbands and wives. It is
suggested that couples wanting to go into business together
should ensure that the structural elements investigated in
this study form part of their working arrangement, should
they wish a satisfactory outcome.

An interesting finding of this study is that whether the
business is financially successful or not has no influence on

the spouses experiencing their involvement in business
together as satisfying and beneficial to their marriage
relationship. In other words, the success of their marriage is
not influenced by the success of their business. Couples are
encouraged to identify the factors that do influence the
success of their marriage, and ensure that they are given the
necessary attention. Leadership, Needs alignment and Role
clarity are structural elements that could moderate and
influence the relationship between the spouses. The more
these elements are in place the more satisfied the spouses
are likely to be.

Both copreneurial couples and family business practitioners
should take note that in order to function effectively and
perform well financially, copreneurships need access to
adequate physical resources to execute their responsibilities.
The appropriate information necessary to make decisions
and to complete tasks should be accessible when needed.
Although the results of this study show that the performance
of the business has no influence on the success of the
marriage, a failed business will do little to financially
support a happily married couple.

This study adds to the field of family business research by
investigating copreneurships in family businesses. The use
of Structural Equation Modelling and a relatively large
sample enhances the contribution if one considers that most
studies on copreneurs have focused on the case study
methodology only. Taking the theories related to structuring
effective teams into account, this study has tested these
theories among husband-and-wife teams in family
businesses. By applying teamwork theories to the family
business context, the study has also modestly contributed to
teamwork literature.

Limitations and future research

In most studies done on teams, the focus is on assessing the
team’s perceptions rather than on the perceptions of
individuals. Analysis is done at the team level and not at the
individual level (Doolen et al., 2006; Wageman, Hackman
& Lehman, 2005). A limitation of this study is that in
contrast to most studies done on teams the analysis was
done at the individual level and not at the team level. In
order to allow for an overall perspective and increased
validity, future studies on copreneurs could assess the
perceptions of the husband and wife together, by averaging
their responses with regard to the factors under
investigation.

Snowball convenience sampling does not always create
representative samples (Zikmund, 2003) and using this
technique is a limitation of this study. In future research, an
effort should be made to develop a more comprehensive
database from which probability samples can be drawn. This
limitation in family business research is, however, likely to
be ongoing, given the challenges researchers face in
compiling databases on family businesses.

A further limitation of this study is that it focuses on
selected structural-based factors only and does not consider
the numerous other factors, such as the marriage relationship
of the spouses, the communication and fairness between the
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spouses, the existence of children, and operating the
business from the family home, which could potentially
influence the successful functioning of a copreneurship.
Future studies should investigate these factors.
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Appendix 1: Items measuring constructs

PERCEIVED SUCCESS

PSUCSS1 I am satisfied with the way that my spouse and | work together.

PSUCSS2 I enjoy working with my spouse in our family business.

PSUCSS3 I experience my involvement in this business together with my spouse as rewarding.

PSUCSS6 My involvement in this business together with my spouse has been beneficial to our marriage relationship.
PSUCSS7 My involvement in this business together with my spouse has improved the health of our marriage

relationship.

FINANCIAL PERFORMANCE

FIN1 Our family business is profitable.

FIN2 I regard our family business as being financially successful.

FIN3 The financial well-being of our family business is secure.

GROWTH PERFORMANCE

GROW1 Our family business has experienced growth in turnover over the past two years.
GROW?2 Our family business has experience growth in employee numbers over the past two years.
GROW3 Our family business has experienced growth in profits over the past two years.

ROLE CLARITY

In our family business clearly demarcated areas of authority and responsibility exist between my spouse and

ROLE5 L

ROLE 2 My spouse and I have agreed on each other’s positions of authority and responsibility in our family business.
ROLE 4 In our family business a clearly defined division of labour exists between my spouse and 1.

ROLE 1 My spouse and I have agreed on each other’s roles and positions in our family business.

NEEDS ALIGNMENT

NEED4 I can realise my personal goals through my involvement in our family business.
NEEDS I can realise my ambitions through my involvement in our family business.
NEED6 My involvement in this business together with my spouse has contributed to my own professional growth and

development.
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Appendix 1: Items measuring constructs - continued

PHYSICAL RESOURCES

PHYS3 Our family business has adequate access to the necessary equipment required to function effectively.

PHYS1 Our family business has adequate access to the resources required to function effectively.

PHYS2 Our family business has sufficient access to information required to function effectively.

GOVERNANCE

GOV1 My spouse and | have a vision for our family business.

GOV2 My spouse and | have agreed on the future direction for our family business.

GOV3 My souse and | have policies (ground rules), which guide (govern) our actions and decisions.

GOV4 My spouse and | have agreed on the vision for our family business.

GOV5 My spouse and | undertake formal strategic planning for our family business.

LEADERSHIP

LEAD3 The spouse that takes the lead in our family business encourages others involved in the business to
voice their opinions.

LEADG6 The spouse that takes the lead considers the opinions of others when making decisions.

LEADL The spouse that takes the lead in our family business is always considerate of others working in the
business.

LEAD2 The spouse that takes the lead in our family business inspires loyalty among those working in the

business.
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