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The Nature of the Firm 
By R. H. CoAsE 

EcoNOMIC theory has suffered in the past from a failure 
to state clearly its assumptions. Economists in building 
up a theory have often omitted to examine the foundations 
on which it was erected. This examination is, however, 
essential not only to prevent the misunderstanding and 
needless controversy which arise from a lack of knowledge 
of the assumptions on which a theory is based, but also 
because of the extreme importance for economics of good 
judgment in choosing between rival sets of assumptions. 
For instance, it is suggested that the use of the word " firm " 
in economics may be different from the use of the term 
by the "plain man." 1 Since there is apparently· a trend 
in economic theory towards starting analysis with the 
individual firm and not with the industry, 2 it is all the 
more necessary not only that a clear definition of the word 
" firm " should be given but that its difference from a 
firm in the "real world," if it exists, should be made clear. 
Mrs. Robinson has said that "the two questions to be 
asked of a set of assumptions in economics are : Are they 
tractable ? and : Do they correspond with the real world ? " 3 

Though, as Mrs. Robinson points out, "more often one set 
will be manageable and the other realistic," yet there may 
well be branches of theory where assumptions may be 
both mahageable and realistic. It is hoped to show in 
the following paper that a definition of a firm may be obtained 
which is not only realistic in that it corresponds to what 
is meant by a firm in the real world, but is tractable by 
two of the most powerful instruments of economic analysis 
developed by Marshall, the idea of the margin and that of 
substitution, together giving the idea of substitution at 

1 Joan Robinson, l!.'<onomics 1' <I Serious Sub;eci, p. 12. 
2 See N. Kaldor, "The Equilibrium of the Firm," Ec/Jnomit: J<lW,,al, i\lar~h, Jg34. 
' Op. cit., p. 6. 

'" 
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the margin.1 Our definition must, of course, "relate to 
formal relations which are capable of being tonceived 
exactly. " 2 

I 
It is convenient if, in searching for a definition of a firm, 

we first consider the economic system as it is normally 
treated by the economist. Let us consider the description 
of the economic system given by Sir Arthur Salter.3 ''The 
normal economic system works itself. For its current 
operation it is under no central control, it needs no central 
survey. Over the whole range of human activity and human 
need, supply is adjusted to demand, and production to 
consumption, by a process that is automatic, elastic and 
responsive." An economist thinks of the economic system 
as being co-ordinated by the price mechanism and society 
becomes not an organisation but an organism.' The economic 
system "works itself." This does not mean that there is 
no planning by individuals. These exercise foresight and 
choose between alternatives. This is necessarily so if there 
is to be order in the system. But this theory assumes that 
the direction of resources is dependent directly on the price 
mechanism. Indeed, it is often considered to be an objection 
to economic planning that it merely tries to do what is 
already done by the price mechanism. 5 Sir Arthur Salter's 
description, however, gives a very incomplete picture of 
our economic system. Within a firm, the description does 
not fit at all. For instance, in economic theory we find 
that the allocation of factors of production between different 
uses is determined by the price mechanism. The price 
of factor A becomes higher in X than in r. As a result, 
A moves from r to X until the difference between the 
prices in X and r, except in so far as it compensates for 
other differential advantages, disappears. Yet in the real 
world, we find that there are many areas where this does 
not apply. If a workman moves from department r to 
department X, he does not go because of a change in relati.ve 
prices, but because he is ordered to do so. Those who 

' J. M. Keynes, E1s4ys ;., Biography, pp. a:t3-4. 
1 L. Robbins, Natur£ aM Sitnifi,ana of EaJtwmie Scimu, p. 63. 
• Thi• description is quoto:d with. approval by D. H. RabertAan, Conlrol of Jndiuuy, 

p. &5, and by Profeuor Arnold Plant, "Trends in Buainc'" Admini1tratlon," EcoN0111cA, 
February, 1931. It appear• in 4.llit.J Sbif>Pi"t Cantrol, pp. 16-17. 

( See F. A. Hayek, "The Trend of Economic Thinking," EcoNoMrCA1 May, 1933. 
• See i.·. A. Hayek, op. dt. 
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object to economic planning on the grounds that the problem 
is solved by price movements can be answered by pointing 
out that there is planning within our economic system 
which is quite different from the individual planning 
mentioned above and which is akin to what is normally 
called economic planning. The example given above is 
typical of a large sphere in our modern economic system. 
Of course, this fact has not been ignored by economists. 
Marshall introduces organisation as a fourth factor of 
production; ]. B. Clark gives the co-ordinating function 
to the entrepreneur; Professor Knight introduces managers 
who co-ordinate. As. D. H. Robertson points out, we find 
" islands of conscious power in this ocean of unconscious 
co-operation like lumps of butter coagulating in a pail of 
buttermilk." 1 But in view of the fact that it is usually 
argued that co-ordination will be done by the price mechanism, 
why is such organisation necessary ? Why are there these 
"islands of conscious power" ? Outside the firm, price 
movements direct production, which is co-ordinated through 
a series of exchange transactions on the market. Within 
a firm, these market transactions are eliminated and in 
place of the complicated market structure with exchange 
transactions is substituted the entrepreneur-co-ordinator, 
who directs production.~ It is clear that these are alternative 
methods of co-ordinating production. Yet, having regard 
to the fact that if production is regulated by price movements, 
production could be carried on without any organisation 
at all, well might we ask, why is there any organisation ? 

Of course, the degree to which the price mechanism is 
superseded varies greatly. In a department store, the 
allocation of the different sections to the various locations 
in the building may be done by the controlling authority 
or it may be the result of competitive price bidding for 
space. In the Lancashire cotton industry, a weaver can 
rent power and shop-room and can obtain looms and yarn 
on credit. 3 This co-ordination of the various factors of 
production is, however, normally carried out without the 
intervention of the price mechanism. As is evident, the 
amount of "vertical" integration, involving as it does 

'Op. "'-' p. 85. 
' In the rest of thLS paptr I 1haU uso tko t<i:m entropr<nour to r<f<r to tho p<rson or 

P"•orui who, in• «lmpetitiv~ 'Y"•m, tok< <k< place of th< pnce rn•dumt<m '" th• clire<tian 
of r<!ourceo. 

'Sur.'y of 'I,,-,;J, l~d~sir;,,, p- <6. 
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the supersess1on of the price mechanism, varies greatly 
from industry to industry and from firm to firm. 

It can, I think, be assumed that the distinguishing mark 
of the firm is the supersession of the price mechanism. 
It is, of course, as Professor Robbins points out, "related 
to an outside network of relative prices and costs,'" but 
it is important to discover the exact nature of this relation
ship. This distinction between the allocation of resources 
in a firm and the allocation in the economic system has 
been very vividly described by Mr. Maurice Dobb when 
discussing Adam Smith's conception of the capitalist: 
"It began to be seen that there was something more 
important than the relations inside each factory or unix 
captained by an undertaker; there were the relations of 
the undertaker with the rest of the economic world outside 
his immediate sphere the undertaker busies himself 
with the division of labour inside each firm and he plans 
and organises consciously," but "he is related to the much 
larger economic specialisation, of which he himself is merely 
one specialised unit. Here, he plays his part as a single cell in a 
larger organism, mainly unconscious of the wider r6le he fills." 2 

In vie1.v of the fact that while economists treat the price 
mechanism as a co-ordinating instrument, they also admit 
the co-ordinating function of the "entrepreneur," it is 
surely important to enquire why co-ordination is the work 
of the price mechanism in one case and of the entrepreneur 
in another. The purpose of this paper is to bridge what 
appears to be a gap in economic theory between the assump
tion (made for some purposes) that resources are allocated 
by means of the price mechanism and the assumption 
(made for other purposes) that this allocation is dependent 
on the entrepreneur-co-ordinator. We have to explain 
the basis on which, in practice, this choice between alternatlves 
is effected. 3 

' Op. oit.1 p. 71. 
' Cnpiinli<l Eni.rpri" and SodolProgross, p. w. Cf., a loo, H<nd<rson, S"ppiyo...i Dom.,,J, 

PP· J-5. 
' It is eaoy to see ,;hen th< State t;kes ov<r th< dLroction of ln iodost<y th.r, in pllnning 

it, it ;, doing somotlling wht<h w" proviou1ly <lane by th< price m<dt.anl<m. What hi 
u'ually nat roalised is that any buslne" man in organising the relation• botween hi' depart· 
men" is 2l•o doing •omoth1og whkh could be organtsod th,ough th< pri<c mechanism. There 
ts th<r<fore point in Mr. Durbm's an•w<r ta those who omphasise tho problem; involved 
in economL< planning that the '°m< problems nave ta be ,o\ved by busines' men in the 
comp<titivo 'Y''°'" (Soe "Economk CJkulu• ln a Plan.nod Economy," £""""" Jo.,rn•I, 
Deccmb<I, ·~JG.) The impaitant dtfferenoe b<twoen those two '"" is that economic 
planning[, trnpoo<d on indust<y while firms arise voluntarily beoauso they "P"""' a mo« 
effinent method of org>nioLng produotion. In .t compotitive system. th"< is an "optimum " 
~moun~ of planmng ! 
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Our task is to attempt to discover why a firm emerges 
at all in a specialised exchange economy. Th~ price 
mechanism ( con.sidered purely from the side of the direction 
of resources) 1night be superseded if the relationship which 
replaced it was desired for its own sake. This would be 
the case, for example, if some people preferred to work 
under the direction of some other person. Such individuals 
would accept less in order to work under someone, and 
firms would arise naturally from this. But it would appear 
that this cannot be a very important reason, for it would 
rather seem that the opposite tendency is operating if one 
judges from the stress normally laid on the advantage of 
"being one's own master."' Of course, if the desire was 
not to be controlled but to control, to exercise power over 
others, then people might be willing to give up something 
in order to direct others; that is, they would be willing 
to pay others more than they could get under the price 
mechanism in order to be able to direct them. But this 
implies that those who direct pay in order to be able to 
do this and are not paid to direct, which is clearly not true 
in the majority of cases. 2 Firms might also exist if purchasers 
preferred commodities which are produced by firms to 
those not so produced; but even in spheres where one 
would expect such preferences (if they exist) to be of negligible 
importance, firms are to be found in the real world. 8 

Therefore there must be other elements involved. 
The main reason why it is profitable to establish a firm 

would seem to be that there is a cost of l'.sing the price 
mechanisrn. The most obvious cost of " organising " 
production through the price mechanism is that of discovering 
what the relevant prices are. 4 This cost may be reduced 
but it will not be eliminated by the en1ergence of specialists 
who will sell this information. The costs of negotiating and 

' (1, Harri' Dow.,, "Labour Mobility in tf>, Ste<l lndost<y," }.",'""""'Journal, Mardt. 
'93+, who in.st;cnc" " th' trok to rot;nl ,bopkoepiug ond Lnsucanoc work by th< b'tt<T p•i<l 
of •kill'd men du<! to tho d"'" (often the "'"in '"" in life of a ''°'ker) ta he indepenrlrnt" 
(p. 36). 

1 Nuno the Je,,, this is not oltog<th<c fal\<Lft.L 50>\\< •moll shapkotpe" "',aid to'"'" 

l"'s than tboir ""'"""· 
' G. F. Shove, " The fmperfootion of the M '<kcr : J ft,, th« Noto," E'"""";' Journal, 

>bich, '911, p. nO, not< ,, points out th" '"'h pr<loron<" n1ay '"i•t, "!though the 
oxampk h' ~iv" " 'lniost tho r<v<r•o of tho instanoo given in the text. 

' A<«>r<hng to N. Koldor, "A Cla9'ificatoty Note of the Det<rnliO'lOO<SO of Equilibriu1n," 
fl.<Vi•ru of Ec"nomu S1"'1"s, F'bruary, 1934, it i• ono ot tho ''"'umptions ol stotic theory 
th>t "All tho rol'v"nt pnc.o• aro known to all inOividcrnk" Hur 1hi' LS de"l}' nnt tt\I' 
of th• cool world. 
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concluding a separate contract for each exchange transaction 
which takes place on a market must also be taken into 
account. 1 Again, in certain markets, e.g., produce exchanges, 
a technique is devised for minimising th-l:'se contract costs ; 
but they are not eliminated. It is true that contracts are 
not eliminated when there is a firm but they are greatly 
reduced. A factor of production (or the owner thereof) 
does not have to make a series of contracts with the £actors 
with whon1 he is co-operating within the firm, as would be 
necessary, of course, if this co-operation were as a direct 
result of the working of the price mechanism. For this 
series of contracts is substituted one. At this stage, it is 
important to note the character of the contract into which 
a factor enters that is employed within a firm. The contract 
is one whereby the factor, for a certain remuneration (;vhich 
may be fixed or fluctuating), agrees to obey the directions 
of an entrepreneur within certain limits.i The essence of 
the contract is that it should only state the li1nits to the 
powers of the entrepreneur. Within these limits, he can 
therefore direct the other factors of production. 

There are, however, other disadvantages--or costs
of using the price mechanism. It may be desired to make 
a long-term contract for the supply of some article or servi:ce. 
This may be due to the fact that if one contract is made 
for a longer period, instead of several shorter ones, thl;';n 
certain costs of making each contract will be avoided. 
Or, oWing to the risk attitude of the people concerned, 
they 111ay prefer to make a long rather than a short-term 
contracL Now, owing to the difficulty of forecasting, the 
longer the period of the contract is for the supply of the 
commodity or service, the less possible, and indeed, the 
less desirable it is for the person purchasing to specify what 
the other contracting party is expected to .do. It may well 
be a n1atter of indifference to the person supplying the 
service or commodity which of several courses of action 
is taken, but not to the purchaser of that service or com
modity. But the purchaser will not know which of these 
several courses he will want the supplier to take. Therefore, 

1 This tOfiHon« was noted by Profe,,or Ush<r whrn diocu,.ing the development of capitaltsnt. 
fte '"" "Th' sucoe9'ive buyin8 and "lhng of partly finished produ<t3 were sheer wast< 
of cJl<Tgy." (J,.,roducwm to ib• J,d.u!iri•I Hisiory of E?tJ114nd, p tJ). But h• does not 
do\•dop the idea nor consider why it is that buying ond oelhng operatioos otLll <K"t-

" It would be posoible for no limits to the pow<ro of the entroproneur to be fixed. Tb" 
11•auld bo volune>ry ,Javery. A<eording to Profo"or BHt, 'Ihe Lm<> of Ma!:W' ""d So.-.ow, 
p. •3, such a contra<( would be void and unenforce.ble. 
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the service which is being provided is expressed in general 
terms, the exact details being left until a later date. All 
that is stated in the contract is the limits to what the persons 
supplying the commodity or service is expected to do. 
The details of what the supplier is expected to do is not 
stated in the contract but is decided later by the purchaser. 
When the direction of resources (within the limits of the 
contract) becomes dependent on the buyer in this way, 
that relationship which I term a" firm" may be obtained.1 

A firm is likely therefore to emerge in those cases where a 
very short term contract would be unsatisfactory. It is 
obviously of more importance in the case of services
labour-than it is in the case of the buying of commodities. 
In the case of commodities, the main items can be stated 
in advance and the details which will be decided later will 
be of minor significance. 

We tnay sum up this section of the argument by saying 
that the operation of a market costs something and by 
forming an organisation and allowing some authority (an 
" entrepreneur ") to direct the resources, certain marketing 
costs are saved. The entrepreneur has to carry out his 
function at less cost, taking into account the fact that he 
may get factors of production at a lower price than the 
market transactions which he supersedes, because it is 
always possible to revert to the open market if he fails 
to do this. 

The question of uncertainty is one which is often considered 
to be very relevant to the study of the equilibrium of the 
firm. It seems improbable that a firm would emerge without 
the existence of uncertainty. But those, for instance, 
Professor Knight, who make the mode of paymtnt the 
distinguishing mark of the firm-fixed incomes being 
guaranteed to some of those engaged in production by a 
person who takes the residual, and fluctuating, income
would appear to be introducing a point which is irrelevant 
to the problem we are considering. One entrepreneur may 
sell his services to another for a certain sum of money, 
while the payment to his employees may be mainly or 
wholly a share in profits." The significant question would 

1 Of course, it 1s not pa>Sibk ta d<aw a hard and fast line wht<h clet<m1ineo whether 
th«< '' a firm or not. Th<TO may be more or ),,, cliro<tion. It cs •imilar to th< l<g•l 
q1iestton of wh"h" th<« is th< relationship of master and s<roant or princip•l and agent. 
Seo th< clisou•.Lon of tnio problem below. 

' Th< views o( Prnfe,,or Knij;ht are exo<nme<l bdow in more d<tail. 
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appear to be why the allocation of resources is not done 
directly by the price mechanism. 

Another factor that should be noted is Lhat exchange 
transactions on a market and the same transactions organised' 
within a firm are often treated differently by Governments 
or other bodies with regulatory powers. If we consider the 
operation of a sales tax, it is clear that it is a tax on market 
transactions and not on the same transactions organised 
within the firm. Now since these are alternative methods 
of "organisation "-by the price mechanism or by the 
entrepreneur-such a regulation would bring into existence 
firms which otherwise would have no raison d'ftre. It would 
furnish a reason for the emergence of a firm in a specialised 
exchange economy. Of course, to the extent that firms 
already exist, such a measure as a sales tax would merely 
tend to make them larger than they would otherwise be. 
Similarly, quota schemes, and methods of price control 
which imply that there is rationing, and which do not apply 
to firms producing such products for themselves, by allowing 
advantages to those who organi&e within the firm and not 
through the market, necessarily encourage the growth of 
firms. But it is difficult to believe that it is measures such 
as have been mentioned in this paragraph which have 
brought finns into existence. Such measures would, ho>vever, 
tend to have this result if they did not exist for other 
reasons. 

'fhese, then, are the reasons why organisations such as 
firms exist in a specialised exchange economy in which it 
is generally assumed that the distribution of resources is 
"organised" by the price mechanism. A firm, therefore, 
consists of the system of relationships which comes into 
existence when the direction of resources is dependent on 
an entrepreneur. 

The approach which has just been sketched would appear 
to offer an advantage in that it is possible to give a scientific 
meaning to what is meant by saying that a firm gets larger 
or smaller. A firm beco1nes larger as additional transaction8 
(which could be exchange transactions co-ordinated through 
the price mechanism) are organised by the entrepreneur 
and becomes smaller as he abandons the organisation of 
such tran~actions. The question which arises is whether 
it is possible t-o study the forces which determine the size 
of the firm. Why does the entrepreneur not organise one 
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less transaction or one more ? It is interesting to note 
that Professor Knight considers that : 

'~ the relation between efficiency and size is one of the 
most serious problems of theory, being, in contrast with 
the relation for a plant, largely a matter of personality 
and historical accident rather than of intelligible general 
principles. But the question is peculiarly vital because 
the possibility of monopoly gain offers a p-0werful incentive 
to continuous a.M unlimiud expansion of the firm, which 
force must be offset by some equally powerful one making 
for decreased efficiency (in the production of money 
income) with growth in size, if even boundary competition 
is to exist."t 

Professor Knight would appear to consider that it is impossible 
to treat scientifically the determinants of the size of the 
firm. On the basis of the concept of the firm developed 
above, this task will now be attempted. 

It was suggested that the introduction of the firm was 
due primarily to the existence of marketing costs. A 
pertinent question to ask would appear to be (quite apart 
from the monopoly considerations raised by :Professor 
Knight), why, if by organising one can eliminate certain 
costs and in fact reduce the cost of production, are there 
any market transactions at all 12 Why is not all production 
carried on by one big firm ? There would appear to be 
certain possible explanations. 

First, as a firm gets larger, there may be decreasing 
returns to the entrepreneur function, that is, the costs of 
organising additional transactions within the firm may 
rise.3 Naturally, a point must be reached where the costs 
of organising an extra transaction within the firm are equal 
to the costs involved in carrying out the transaction in 
the open market, or, to the costs of organising by another 
entrepreneur. Secondly, it may be that as the transactions 
which are organised increase, the entrepreneur fails to 
place the factors of production in the uses where their value 

1 Rid, Unom•;my and Prafir, Prof.,,. to the Re-is•u•, Landon Sd10ol of Ecru10mioo Serie• 
of R<printo, No. 16, 19ll• 

' Thero ar< oortain mai\eting coots which could only ho olln1iruttod by the obolitit1n of 
""""°qmen' choice" and theae ar< the COllU of r<tailing. It i> conoei""bk !lute the&< coots 
might he 10 high that people would be willing to ao:opt rati~uo boc;m1< tho <xt,.. product 
obtoilled woo won:h the 1011 of thdr choice. 

•Thi< argument a1011meo that •~change t<Onsacticn> an a market con be conoider<d "'" 
hornog,,.oous; which io cl<arly untru• in fact. This crunp!kation ;, t>k•n into a<Count 
below. 
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is greatest, that is, fails to make the best use of the factors 
of production. Again, a point must be reached where the 
loss through the waste of resources is equal to the marketing 
costs of the exchange transaction in the open market or 
to the loss if the transaction was organised by another 
entrepreneur. Finally, the supply price of one or more of 
the factors of production may rise, because the "other 
advantages" of a small firm are greater than those of a 
large firm. 1 0£ course, the actual point where the expansion 
of the firm ceases might be determined by a combination 
of the factors mentioned above. The first two reasons 
given most probably correspond to the economists' phrase 
of "diminishing returns to management."2 

The point has been made in the previous paragra.Ph that 
a firm will tend to expand until the costs of organising an 
extra transaction within the firm become equal to the costs 
of carrying out the same transaction by means of an e'xchange 
on the open market or the costs of organising in another 
firm. But if the fir1n stops its expansion at a point below 
the costs of marketing in the open market and at a point 
equal to the costs of organising in another firm, in most 
cases (excluding the case of "combination " 3), this will 
imply that there is a market transaction between these 
two producers, each of whom could organise it at less than 
the actual marketing costs. How is the paradox to be 
resolved 1 If we consider an example the reason for this 
will become clear. Suppose A is buying a product from 
B and that both A and B could organise this marketing 
transaction at less than its present cost. B, we can assume, 
is not organising one process or stage of production, but 
several. If A therefore wishes to avoid a market transaction, 
he will have to take over all the processes of production 
controlled by B. Unless A takes over all the processes of 

' For a discu"'"" of <h< variation of the supply price of fa<tors of prnduction to fin"' 
of varying ai>e, ree E. A.G. Robinson, 'lb; Sir"""" of Comp<ti1i°' 1"'1.~"'Y· It;, •orne• 
tlm'! "'d that the ,upp!y prlco of organising ability inoroa"' ••the 'i'° of the Ji.rm increas<S 
be<ause men prefer to be the heads of •mall independent busin'""' rathor than th< head' 
of dopartntent• in a Iorgo busineso. Se< Jones, 'Tb; 'leu<i p,001'"'' p. 531, and Macgrogor, 
l>ul~mt.I Com!i""'"'~' P· 6j. This is ~ <Ottut:IOLl argument of tho"' who advocat.e Ratlonal
isation. It;, ••id \hat largoc uni" woul<l be more elfioiont, but owing to the individuali•ti< 
spirit of Oh< ,m;Jkr ent«prenou.,, they prefer to remain independ<nt, apparently in spite 
o! th< h•aher income which their incr<a"cl cllkioncy under Rationa!ioatton mak" po,,ibk. 

' Thi' discussion i•, of cou"'• bri<f and incomplete. For a more thorough dioou,.ion 
of this porti<ular probl<m., see N. Kaldor," The Equilibrium of tho Finn," E"mmi< Jo~rnlll, 
M•rch, 19341 and E. A. G. Robinsoo, "The Problem of 1!an~gement and tho Sizo of the 
Firm," &o,.,,,nic Journdl, Jun<, 1934. 

' A definition of this !<rm is givon below. 
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production, a market transaction will still remain, although 
it is a different product that is bought. But we have 
previously assumed that as each producer expands he 
becomes less efficient; the additional costs of organising 
extra transactions increase. It is probable that A's cost 
of organising the transactions previously organised by 
B will be greater than B's cost of doing the same thing. 
A therefore will take over the whole of B's organisation 
only if his cost of organising B's work is not greater than 
B's cost by an amount equal to the costs of carrying ont 
an exchange transaction on the open market. But once 
it becomes economical to have a market transaction, it 
also pays to divide production in such a way that the cost 
of organising an extra transaction in each firm is the same. 

Up to now it has been assumed that the exchange trans
actions which take place through the price mechanism are 
homogeneous. In fact, nothing could be more diverse 
than the actual transactions which take place in our modern 
world. This would seem to imply that the costs of carrying 
out exchange transactions through the price mechanism 
will vary considerably as will also the costs of organising 
these transactions within the firm. It seems therefore 
possible that quite apart from the question of diminishing 
returns the costs of organising certain transactions within 
the firm may be greater than the costs of carrying out the 
exchange transactions in the open market. This would 
necessarily imply that there were exchange transactions 
carried out through the price mechanism, but would it 
mean that there would have to be more than one firm I 
Clearly not, for all those areas in the economic system 
where the direction of resources was not dependent directly 
on the price mechanism could be organised within one 
firm. The factors which were discussed earlier would seem 
to be the important ones, though it is difficult to say whether 
" diminishing returns to management " or the rising supply 
price of factors is likely to be the more important. 

Other things being equal, therefore, a firm will tend 
to be larger : 

(a) the less the costs of organising and the slower these 
costs rise with an increase in the transactions organised. 

(b) the less likely the entrepreneur is to make mistakes 
and the smaller the increase in mistakes with an increase 
in the transactions organised. 
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(c) the greater the lowering (or the less the rise) in 
t~e supply price of factors of production to firms of larger 
size. 
Apart from variations in the supply price of factors of 

production to firms of different sizes, it would appear that 
the costs of organising and the losses through mistakes will 
increase with an increase in the spati:il distribution of the 
transactions organised, in the dissimilarity of the trans
actions, and in the probability of changes in the relevant 
prices.' As more transactions are organised by an entre
preneur, it would appear that the transactions would tend 
to be either different in kind or in different places. This 
furnishes an additional reason why efficiency will tend to 
decrease as the firm gets larger. Inventions which tend 
to bring factors of production nearer together, by lessening 
spatial distribution, tend to increase the size of the firm. 1 

Changes like the telephone and the telegraph which tend 
to reduce the cost of organising spatially will tend to increase 
the size of the firm. All changes which improve managerial 
technique will tend to increase the size of the firm. 3•4 

It should be noted that the definition of a firm which 
was given above can be used to give more precise meanings 
to the terms "combination" and "integration."~ There 
is a combination when transactions which were previously 

1 This ••p«t of the prohl<m io emph.,ise.d by N. Kaldor, op. d~ It• importanc.< in 
tftio <.onno,tion had be.<n proviou;ly not<.d by E- A. G. Robinoon, 'Ih' Str"4W'• ef Com· 
P"iti"' J,.}_"suy, pp. ij-Ja6. Thi' a"umeo that on L!l<r<a•e in the probability ol price 
movtm•n" inorea«• the "'"" of organ\9ing with.in a firm more than it in<r<asO! the cmt 
of c.arrying mtt an •~change tran•acti<>n on the market-whioft is probable. 

' Thio would appear to he the Lrnportan<e of the t<eatment of tho teehni<al unit by 
E. A. G. Robinson, op. cit.1 PP• i1-33. Tho largci tft< technical unit, the greater the 
«1ncontration of factors and thoreEore the furn io likely to be larger. 

' It •hould he noted that mo" invention< will <hange both. r:h.e costs of organi•ing and 
the eo•" o! using the price mcchani•m- In <uch <as<0, whother the invention tend• to 
make firms larger or sm•ll<r will depend on the rdativ< d!cct on these two '""' of coot" 
For in•tanoe, 11 th• telephono redu<e• tho <ost• of usi"1! the p<ie< mooftanism mo« titan 
it «duc<0 the "°'" o! organioing, th.en 1t will have the effect of reducing th• •it< of the 
firm. 

< An illu•t.ration of th'9e dyn•mie for<« is luntl•h<d by Maurk• Dohh, Rt<-"""' E<0no11t<e 
n, .. /opm•nt, p. 68. "With tho po,,ing of bonded la hour the factory, ao an cetah!Ubm.ent 
where work w., organi9Cd under the whip of tho ov<rS«r, loot ito '~i•on l'1u, until this 
wa. r<•torod t<l it with the introduction of power nucltinery ofter <846." It "'e"" Lrnportant 
to realioe that tho P"'"ge from the dome•tk •y•t•m to the factory •ystem io not a n>«• 
hi•torica! acctdent, but is con<!ition<d hy economic forces. Thi• is •hown by the fact that 
it io po,,ible to move loom the factory •yotem to r:h.e dom .. tl.: sy•tem, as in r:h.c Ru.,ian 
e%ample, ., well as ,;" •<rsa. It is the .,,.nee of setfdom that th• prioo mechanism ;, 
not allowed to operate. Ther<fore, thore ha• to bo direction from some organio•r. When, 
how.-v<r, ,.,-fdom P"'"d, the price mocliani.m w., allowed to operate. It w., not until 
machinory drew work<rs into on< loca!iry that it paid to sup<rsede tho pric.o mecluiniom 
and tho ti.rm ag~in omcrg<d. 

' fhi' is ofttn <•lkd "v<rtkal int<grat;on," <omhination boing "tm<tl "later•l integraticu.'' 
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organised by two or more entrepreneurs become Organised 
by one. This becomes integration when it involves the 
organisation of transactions which were previously carried 
out between the entrepreneurs on a market. A firm ca11 
expand in either or both of these two ways. The whole 
of the "structure of competitive industry" becomes tract
able by the ordinary technique of economic analysis. 

III 

The problem which has been investigated in the previous 
section has not been entirely neglected by economists and 
it is now necessary to consider why the reasons given above 
for the emergence of a firm in a specialised exchange economy 
are to be preferred to the other explanations which have 
been offered. 

It is sometimes said that the reason for the existence 
of a firm is to be found in the division of labour. This is 
the view of Professor Usher, a view which has been adopted 
and expanded by Mr. Maurice Dobb. The firm becomes 
"the result of an increasing complexity of the division of 
labour .... The growth of this economic differentiation 
creates the need for some integrating force without which 
differentiation would collapse into chaos ; and it is as the 
integrating force in a differentiated economy that industrial 
forms are chiefly significant."l The answer to this argument 
is an obvious one. The " integrating force in a differentiated 
economy" already exists in the form of the price mechanism. 
It is perhaps the main achievement of economic scienGe 
that it has shown that there is no reason to suppose that 
specialisation must lead to chaos. 2 The reason given by 
Mr. Maurice Dobb is therefore inadmissible. What has 
to be explained is why one integrating force (the entrepreneur) 
should be substituted for another integrating force (the 
price mechanism). 

The most interesting reasons (and probably the most 
widely accepted) which have been given to explain this 
fact are those to be found in Professor Knight's Risk, 
Uncertainty and Profit. His views will be examined in 
some detail. 

1 Op. c1t., p. 10. Prok••or Usher's view• are to be found in his ln1rodu<1ion 10 th• 
Industrial Hiswr!I of E..gland, pp. 1-18. 

•Cf. J. B. Clark, Dis1rihu1io>1 ~f Wealth, p. 19, who speaks of the theory of exchange as 
b~ing the "theory of the organi.ation of ioduotrial •ociety." 
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Professor Knight starts with a system 1n which there 
is no uncertainty: 

"acting as individuals under absolute freedom but 
without collusion men are supposed to have organised 
economic life with the primary and secondary division 
of labour, the use of capital, etc., developed to the point 
familiar in present-day America. The principal fact 
which calls for the exercise of the imagination is the 
internal organisation of the productive groups or establish
ments. With uncertainty entirely absent, every individual 
being in possession of perfect knowledge of the situation, 
there would be no occasion for anything of the nature 
of responsible manageinent or control of productive 
activity. Even marketing transactions in any realistic 
sense would not be found. The flow of raw materials 
and productive services to the consumer would be entirely 
automatic."' 
Professor Knight says that we can imagine this adjustment 

as being " the result of a long process of experimentation 
worked out by trial-and-error methods alone," while it 
is not necessary "to imagine every worker doing exactly 
the right thing at the right time in a sort of 'pre-established 
harmony' with the work of others. There might be managers, 
superintendents, etc., for the purpose of co-ordinating the 
activities of individuals," though these managers would 
be performing a purely routine function, "without responsi
bility of any sort. " 2 

Professor Knight then continues : 
"With the introduction of uncertainty-the fact of 
ignorance and the necessity of acting upon opinion rather 
than knowledge-into this Eden-like situation, its character 
is entirely changed ... With uncertainty present doing 
things, the actual execution of activity, becomes in a 
real sense a secondary part of life; the primary problem 
or function is deciding what to do and how to do it."$ 
This fact of uncertainty brings about the two most 

important characteristics of social organisation. 
"In the first place, goods are produced for a market, 
on the basis of entirely impersonal prediction of wants, 
not for the satisfaction of the wants of the producers 
themselves. The producer takes the responsibility of 

1 Risk, u~.,,.,;,,,y and Profi:, p. 16,. 
' Op. cit., pp. W,-&. 3 Op. cit., p. 268. 
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forecasting the consumers' wants. In the second place, 
the work of forecasting and at the same time a large 
part of the technological direction and control of production 
are still further concentrated upon a very narrow class 
of the producers, and we meet with a new economic 
functionary, the entrepreneur. .... When uncertainty 
is present and the task of deciding what to do and how 
to do it takes the ascendancy over that of execution the 
internal organisation of the productive groups is no 
longer a matter of indifference or a mechanical detail. 
Centralisation of this deciding and controlling function 
is imperative, a process of 'cephalisation' is inevitable." 1 

The most fundamental change is : 
" the system under which the confident and venturesome 
assume the risk or insure the doubtful and timid by 
guaranteeing to the latter a specified income in return 
for an assignment of the actual results. . . . With human 
nature as we know it it would be impracticable or very 
unusual for one man to guarantee to another a definite 
result of the latter's actions without being given power 
to direct his work. And on the other hand the second 
party would not place himself under the direction of 
the first without such a guarantee .... The result of 
this manifold specialisation of function is the enterprise 
and wage system of industry. Its existence in the world 
is the direct result of the fact of uncertainty."z 
These quotations give the essence of Professor Knight's 

theory. The fact of uncertainty means that people have 
to forecast future wants. Therefore, you get a special 
class springing up who direct the activities of others to 
whom they give guaranteed wages. It acts because good 
judgment is generally associated with confidence in one's 
judgment.a 

Professor Knight would appear to leave himself open 
to criticism on several grounds. First of all, as he himself 
points out, the fact that certain people have better judgment 
or better knowledge does not mean that they can only 
get an income from it by themselves actively taking part 
in production. They can sell advice or knowledge. Every 
business buys the services of a host of advisers. We can 
imagine a system where all advice or knowledge was bought 

1 Op. <it., PP· >6!-95. 
' Op. oit., p. 170. 
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as required. Again, it is possible to get a reward from 
better knr,wledge or judgment not by actively taking part 
in prod1lction but by making contracts with people who 
are producing. A merchant buying for future delivery 
represents an example of this. But this merely illustrates 
the point that it is quite possible to give a guaranteed 
reward providing that certain acts are performed without 
directing the performance of those acts. Professor Knight 
says that "with human nature as we know it it would be 
impracticable or very unusual for one man to guarantee 
to another a definite result of the latter's actions without 
being given power to direct his work." This is surely 
incorrect. A large proportion of jobs are done to contract, 
that is, the contractor is guaranteed a certain sum providing 
he performs certain acts. But this does not involve any 
direction. It does mean, however, that the system of 
relative prices has been changed and that there will be a 
new arrangement of the factors of production. 1 The fact 
that Professor Knight mentions that the " second party 
would not place himself under the direction of the first 
without such a guarantee" is irrelevant to the problem 
we are considering. Finally, it seems important to notice 
that even in the case of an economic system where there 
is no uncertainty Professor Knight considers that there 
would be co-ordinators, though they would perform only 
a routine function. He immediately adds that they would 
be "without responsibility of any sort," which raises the 
question by whom are they paid and why ( It seems that 
nowhere does Professor Knight give a reason why the price 
mechanism should be superseded. 

IV 
It would seem important to examine one further point 

and that is to consider the relevance of this discussion to 
the general question of the "cost-curve of the firm." 

It has sometimes been assumed that a firm is limited 
in size under perfect competition if its cost curve slopes 
upward,~ while under imperfect competition, it is limited 

' Thi. ,hows that it i' po,,iblo t<> have a private entorprise •ystom without th< e~i<t<n<e 
al 6rm.s. Though, io pra<ri0<, th• two !unctions of ent<rpri,., which a"ually infiuen.:es 
the •ystom of «latLv< P'"''-' by loreca.ttng want' aod acting io ac0-0rdan« WLtb. •uch fore
caEto, and man•gement, which accep" dte system of relative pr1.:e' as being g1v0J1, are 
normally carried out by th< •ame p<rson•, yet it seems important to keep them «patate 
in theory. This point is further dioous'ed bdow. 

' S« Koldor, op. cit., and Robinoon, 'lh< Probl<m ef Mo~•K"'"n' •"'11/J; S~• of tlu p;,,,,, 
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in size because it will not pay to produce inore than the 
output at which marginal cost is equal to margina._l. revenue.' 
But it is clear that a firm may produce more than on1'.', product 
and, therefore, there appears to be no prima facie reason 
why this upward slope of the cost curve in the case of perfect 
competition or the fact that marginal coot will not always 
be below marginal revenue in the case of imperfect competi
tion should limit the size of the firn1. 2 Mrs. Robinsona 
makes the simplifying assumption that only one prodnct 
is being produced. But it is clearly important to investigate 
how the number of products produced by a firm is determined, 
while no theory which assumes that only one product is 
in fact produced can have very great practical significance. 

It might be replied that under perfect competition, since 
everything that is produced can be sold at the prevailing 
price, then there is no need for any other product to be 
produced. But this argument ignores the fact that there 
may be a point where it is less costly to organise the exchange 
transactions of a new product than to organise further 
exchange transactions of the old product. This point can 
be illustrated in the following way. Imagine, following 
von Thunen, that there is a town, the consuming centre, 
and that industries are located around this central point 
in rings. These conditions are illustrated in the following 
diagram in which A, B and C represent different industries. 

A 

' Mr. Robinson oalls thi• tho Imperfect Comp<tit<on •olutiol\ for the •ur•1,.J of the small firm. 
' Mr. Robiruon"o eoru:l"'ion, op. <it,, p. <49, note 1, would app•.r to be definitely wrong. 

He;, followed by Horac.e J. Whito, Jr.," Monopoli"" an<l Perfect Compotition1" dmtri<41< 
E<0nomi< R'""'"'' December, 1936, p. 645, note >7. Mr White s<atOE "It is obvious that 
tho sioe of tho firm is limited in oonditions of monopalisci< <omp<cition." 

' E'"""n'" of lmp"f•<! Comp""'on. 
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Imagine. an entrepreneur who starts controlling exchange 
transactions from x. Now as he extends his activities in 
the same produce (B), the cost of organising increases until 
at some point it becomes equal to that of a dissimilar product 
which is nearer. As. the firm expands, it will therefore 
from this point include more than one product (A and C). 
This treatment of the problem is obviously incomplete,1 
but it is necessary to show that merely proving that the 
cost curve turns upwards does not give a limitation to the 
size of the firm. So far we have only considered the case 
of perfect competition ; the case of imperfect competition 
would appear to be obvious. 

To determine the size of the firm, we have to consider 
the marketing costs (that is, the costs of using the price 
mechanism), and the costs of organising of different entre
preneurs and then we can determine how many products 
will be produced by each firm and how much of each it 
will produce. It would, therefore, appear that Mr. Shove2 

in his article on " Imperfect Competition " was asking 
questions which Mrs. Robinson's cost curve apparatus 
cannot answer. The factors mentioned above would seem 
to be the relevant ones. 

v 
Only one task now remains ; and that is, to see whether 

the concept of a firm which has been developed fits in with 
that existing in the real world. We can best approach the 
question of what constitutes a firm in practice by considering 
the legal relationship normally called that of "master and 
servant" or "employer and employee,"3 The essentials 
of this relationship have been given as follows : 

"(1) the servant must be under the duty of rendering 
personal services to the master or to others on behalf 

1 Ao ha• boen ohown abov<, location i• only on• of the factors inlluenciJl!l tl1< oost of 
organising. 

' G. F. Shov<, "Th< Imp<rl«tion of th< Market," Eeomimi< ]'"'""~Mardi, '9.1.1, p. 115. 
In oonno<tion with an incr<aoe ill d<mand in th• •uhurbo and the effect on th< price charged 
by •upplicro, Mr. Shove :11ko " ..•. why do not th< old lirmo op<n b1"1nch<0 in th< 
ouburb1 ! " If the >rgun><nt in th< text is corroct, tlli• is a 'l"''tion which Mro. Rohinoon'• 
apparatuo cannot answer. 

' The !<gal aine<pt of " <mployor and employ« " and the «anomic concept of • firm 
are 11<>! id<nticol, in thot th< firm moy imply control ov<r onoth« P'™"''' property as well 
as over th<ir labour. But th< identity of th"' two con<.<pto iii •ufficiently do« for an 
<xamination of th< legal concept to he of ,,.lue in apprai1ing tl1' worth of tlt< <C<lMllli< 
concept. 
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of the master, otherwise the contract is a contract for 
sale of goods or the like. 

(t) The master must have the right to control the 
servant's work, either personally or by another servant 
or agent. It is this right of control or interference, of 
being entitled to tell the servant when to work (within 
the hours of service) and when not to work, and what 
work to do and how to do it (within the terms of such 
service) which is the dominant characteristic in this 
relation and marks off the servant from an independent 
contractor, or from one employed merely to give to his 
employer the fruits of his labour. In the latter case, 
the contractor or performer is not under the employer's 
control in doing the work or effecting the service; he 
has to shape and manage his work so as to give the result 
he has contracted to effect." 1 

We thus see that it is the fact of direction which is the 
essence of the legal concept of "employer and employee,'' 
just as it was in the economic concept which was developed 
above. It is interesting to note that Professor Batt says 
further : 

"That which distinguishes an agent from a servant is 
not the absence or presence of a fixed wage or the payment 
only of commission on business done, but rather the 
freedom with which an agent may carry out his employ
ment."2 

We can therefore conclude that the definition we have given 
is one which approximates closely to the firm as it is considered 
in the real world. 

Our definition is, therefore, realistic. Is it manageable I 
This ought to be clear. When we are considering how 
large a firm will be the principle of marginalism works 
smoothly. The question always is, will it pay to bring an 
extra exchange transaction under the organising authority? 
At the margin, the costs of organising within the firm 
will be equal either to the costs of organising in another 
firm or to the costs involved in leaving the transaction to 
be " organised " by the price mechanism. Business men 
will be constantly experimenting, controlling more or less, 
and in this way, equilibrium will be maintained. This 
gives the position of equilibrium for static analysis. But 

1 Batt, 'lh< Low of M.i<w .ind'S"''"'"' p. 6. 
'Op. <it., p. 7. 
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it is clear that the dynamic factors are also of considerable 
importance, and an investigatio'n of the effect changes have 
on the cost of organising within the firm and on marketing 
costs generally will enable one to explain why firms get 
larger and smaller, We thus have a theory of moving 
equilibrium. The above analysis would also appear to have 
clarified the relationship between initiative or enterprise 
and management. Initiative means forecasting and operates 
through the price mechanism by the making of new contracts. 
Management proper merely reacts to price changes, rearrang~ 
ing the factors of production under its control. That the 
business man normally combines both functions is an obvious 
result of the marketing costs which were discussed above. 
Finally, this analysis enables us to state more exactly what 
is meant by the " marginal product " of the entrepreneur, 
But an elaboration of this point would take us far from 
our comparatively simple task of definition and clarification. 
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