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tions, complementary readings, and statistics.
Bibliography; no index. [J.Y.C.]

74-0833

BREMAN, JAN. Patronage and exploitation: Chang-
ing agrarian relations in South Gujarat, India.
Berkeley and London: University of California
Press, 1974. Pp. xvi, 287. $15.00.

Analyzes the relations between the principal
local landowners (Anavil Brahmans) and a tribal
class of landless laborers (Dublas). In order to
understand the present situation the author em-
ployed data from the beginning of the nineteenth
century “to record and explain the successive
changes in the relationships between landowners
and landless laborers.” The study begins with a
brief history of the development of agrarian labor
relationships and introduces a discussion of the
Jjajmani system (of caste-based social stratifica-
tion), the traditional framework. Part II dis-
cusses the country and people of Gujarat, and
then summarizes the Aali system (of agricultural
labor “bondage’ ) as it previously functioned and
the changes that have since taken place. Part III
takes this evidence and applies it to an investiga-
tion into the existing relationship between the
landowners and laborers (1962, 1963). Bibliogra-
phy; index.

74-0834

CANADIAN AGRICULTURAL ECONOMICS SOCIETY.

The agricultural economists’ contribution to
policy formulation. Proceedings of the 1972
Workshop held at Brandon, Manitoba. Ottawa:
Author, 1972. Pp. 158. $3.50, paper.

Papers include: the discipline’s contribution to
agricultural policy making; four Canadian case
studies, dealing with such issues as market shar-
ing in the dairy industry, Canada’s Small Farm
Development Program, grain production and
stabilization policy, and feed grain pricing; an
analysis of quantitative aspects of research in this
area; reports of four discussion groups at the con-
ference; and a background paper to and summary
of the meeting. Participants include: inter alios
W. Anderson, G. Hiscocks, A. D. MacDonald,
D. Plaunt, H. V. Walker, W. J. Craddock, G. R.
Winter, and T. K. Warley. No index.

74-0835

FoOD AND AGRICULTURE ORGANIZATION OF THE

UNITED NATIONS. National grain policies. 1972.
New York: Unipub; Rome: Author, 1973. Pp. v,
206. $4.00, paper.

Thirteenth annual bulletin on national policies
and measures affecting grain; ‘“containfs] full
policy statements covering all aspects of the cur-

Journal of Economic Literature

rent [1971/1972] national grain policies.” In-
cludes the policies for 45 countries and a country
index listing replies received from 1959 through
1972; the volume also contains an introductory
summary of the policies and “an appendix which
summarizes, in tabular form, the principle char-
acteristics of each country’s policy.” Country in-
dex.

74-0836

JOHNSON, D. GALE. The sugar program: Large

costs and small benefits. AEI Evaluative Studies.
Washington, D.C.: American Enterprise Insti-
tute for Public Policy Research, 1974. Pp. 90.
$3.00.

A very critical analysis of the present U.S.
sugar program, which protects domestic sugar
producers and refiners through restrictions on
international trade, and is estimated to cost
American consumers between $502 and $730
million per year. The author examines the supply
and trade of sugar, the current U.S. sugar pro-
gram, the protection of sugar refining, and the
costs and benefits of current policies. He believes
that current policies toward sugar production
and trade should be replaced with one which
emphasizes free trade with some temporary com-
pensation to U.S. sugar producers.

74-0837

MITCHEM, NAN P.; WARREN, FOREST G. AND

EvVANS, CARSON D. Agricultural finance statis-
tics. Washington, D.C.: United States Depart-
ment of Agriculture, 1973. Pp. ii, 94. Free.
Annual statistical supplement to the Agricul-
tural Finance Review, compiled each year by the
Agricultural Finance Branch, Farm Production
Economics Division, Economic Research Serv-
ice, to provide reliable data pertaining to, or
related to, the financing of agriculture in the
United States. Data refer mainly to 1971-72, al-
though there are historical series dating back to
1910. Among other topics, statistics are pre-
sented concerning: farm mortgage credit, loans
to cooperatives, deposits of country banks, com-
modity credit corporation loans, farm real estate
values and transfers, fire losses and crop insur-
ance, and an income statement of agriculture.

74-0838

OForI, 1. M., ed. Factors of agricultural growth in

West Africa. Proceedings of an international con-
ference held at Legon, April 1971. Legon, Africa:
Institute of Statistical, Social and Economic Re-
search, University of Ghana, 1973. Pp. xii, 291.

Twenty-eight papers delivered at an interna-
tional symposium which dealt with the funda-
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studies—French and foreign. Part III is devoted
to empirical studies on research output and diffu-
sion in France and other countries. In the au-
thor’s opinion, in numerous cases the size of firms
cannot be said to be a determining factor in re-
search and development patterns. Bibliography;
no index. [J.Y.C]

See also: Book Number 74-0880.
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74-0828

GASOLIBA, CARLES A. Industria de transformados
de materias plasticas: Estudio economico. Bar-
celona: Banca Catalana, 1973. Pp. 194. Paper.

A study of Spain’s plastics industry, the fastest
growing chemical industry in that country. The
author reviews the quantity and types of labor
and capital used in the industry, the role and
growth of technical progress, the size and struc-
ture of individual enterprises, the domestic and
foreign market for plastics, and the future pros-
pects for that industry within the Spanish econ-
omy. Data, in the main, cover the period from
1966 to 1971. Appendices.

74-0829

HARTLEY, KEITH. 4 market for aircraft: A critique

and a proposal for radical reconstruction of British
government procurement policy. Hobart Paper 57.
London: Institute of Economic Affairs, 1974. Pp.
72. 60 New Pence, paper.

In this Hobart Paper, the author analyzes the
supply and demand conditions for military and
civil aircraft in Britain. After examining the case
for state support, he concludes that economic
inefficiencies in production could be reduced
through a reduction in direct government inter-
vention (which involves errors of omission and
commission) and the consequent development of
a more competitive market for aircraft. An alter-
native competitive policy is suggested. Two ap-
pendices analyze unit costs and the relation be-
tween defense profits and firm behavior. Contains
statistical data on the U.K. aircraft industry and
some comparison with other U.K. industries.
Glossary, discussion questions, reading list. No
index.

74-0830

WILLRICH, MASON AND TAYLOR, THEODORE B.

Nuclear theft: Risks and safeguards. A report to
the Energy Policy Project of the Ford Founda-
tion, Cambridge, Mass.: Ballinger, 1974. Pp. xvi,
252.

One of a series of studies commissioned for a

Ford Foundation project intended to explore al-
ternative national energy policies. These special-
ized reports are being released as they are com-
pleted, and the project’s final report is “to be
published later in 1974.” This volume analyzes
“the possibility of nuclear violence using fissiona-
ble material that might be stolen from the U.S.
nuclear power industry” and discusses “what can
and should be done to prevent that from happen-
ing.” Specific topics dealt with in the ten chapters
include: a discussion of nuclear weapons; a look
at nuclear facilities and operations (1973-80) and
at various nuclear power ‘‘scenarios” (1980-
2000); an examination of U.S. safeguards against
and the risks of nuclear theft; and treatments of
nuclear safeguards, safeguard measures, and
costs of safeguards. Includes a Foreword by
McGeorge Bundy, a Preface by S. David Free-
man, and five appendices; selected bibliography;
index.

See also: Book Numbers 74-0803, 74-0818, 74—

0819, 74-0858.
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AMERICAN ENTERPRISE INSTITUTE. Land use

policy and planning bills. Legislative Analysis
No. 11. Washington, D.C.: Author, 1973. Pp. ii,
49. $2.00.

Study of land use planning and policy oriented
to the measures embodied in the proposed legisla-
tion before the 93rd U.S. Congress in mid-1973.
Analysis includes a brief history of the proposals,
which includes an outline of the Senate Bill in
question (S. 268), a section-by-section explana-
tion of the analogous House Subcommittee Bill
(H.R. 10294), and a comparison of the two. The
Senate Committee’s summary of its bill is pre-
sented as an appendix. No index.

74-0832

BADOUIN, ROBERT. L économie rurale. Collection

Universitaire de Paris: Armand Colin, 1971. Pp.
598. FF 67,00.

This textbook for graduate students covers the
main topics in agricultural economics. Part I in-
troduces the various agricultural systems from
subsistence culture to collective farming. Part II
deals with the role of the agricultural sector in
general economic development. Part III explores
the mechanisms inducing the adaptation of
agricultural production to the evolving needs of
the economy. Each chapter is followed by ques-
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Helping Small Businesses Cope

By PETER F. DRUCKER

Business growth is a reward for
achievement and should be a cause of joy.
Instead, for far too many small and medi-
um-sized businesses, growth turns into a
nightmare. Just as the company seems
poised for rapid and profitable growth, it
gets out of control and into severe trouble.

Even if the business survives the crisis
—and do not—it often will have lost
its earlier growth potential and remain per-
manently stunted. And in the most favora-
ble case, the business that then recovers
and goes on to success, there will be deep
and permanent scars.

I have learned to apply five simple
rules to enable a small or medium-sized
business to grow without getting out of con-
trol and without suffering the severe afflic-
tion of the growth crisis.

1. Growth requires investment. It al-
ways strains the financial resources of a
business. And unless the business is man-
aged for cash flow, growth is likely to cre-
ate liquidity pressures that might even
force the growing business into insolvency.
Profits in such a business come second. In-
deed, in a rapidly growing business profits
are an accounting delusion; they should be
considered contingency reserves.

2. The growing business, especially the
growing small or medium-sized business,
needs to anticipate the financial structure
and financial resources it will need—at
least two, and better still, three years
ahead. It needs to go to work now on ob-
taining the outside money it will need to
sustain its growth.

Financial Requirements

Financial requirements of a business do
not grow proportionately with sales vol-
ume. Some areas may need disproportion-
ately more money, others disproportion-
ately less. Receivables, for instance, may
have to grow twice as fast as sales—but
they may also grow only half as fast or
hardly at all while sales double. And this
applies in all areas—manufacturing plant
and equipment; distributive facilities, such
as warehouses or delivery fleets; invest-
ment in technical service or in materials
inventories.”

As a result, capital structure always
needs to be changed during rapid growth.
Today’s structure always becomes inap-
propriate and a straitjacket. If tomorrow’s
financial needs and financial structure are
tackled today—that is, a few years ahead
of the need—a sound business can almost
always obtain what it needs in the right
amount and in the right form, whether eq-
uity, long-term debt, medium-term notes
or short-term commercial credit.

If the business waits until it needs the

new money, it will have waited too long.
Even if it can get what it needs, it is un-
likely to be in the right form and almost
certain to be very expensive.
. Financial planning for the growing busi-
ness need not be elaborate; indeed it
rarely can be elaborate. But it needs to be
timely, and that means way ahead of the
actual need. The starting point has to be
the realization that growth is qualitative,
rather than mere quantitative, change in
its impact on financial needs and financial
structure.

3. To grow without running into the
growth crisis, a business also needs to an-
ticipate future information needs. Growth
always requires data beyond those fur-
nished by the accounting system—data on
what goes on outside the business and es-
pecially data on what goes on in the mar-
ketplace.

I remember vividly a small company in
the consumer goods business with a very

= ——

successful innovative product range and a
growth rate in sales of 10%-15% com-
pounded each year. The company an-
nounced a fairly sharp price increase, but
offered to supply present customers with
goods at the old prices for the rest of the
year. Sales spurted by 50% that year. But
after the first of the next year, sales com-
pletely dried up. Six months later, they had
only recovered to half the earlier level.
The company collapsed and was forced to
liquidate.

Actually, nothing had happened except
a lack of data. The ultimate consumer con-

Drucker on Management

I have learned to apply
five simple rules to en-
able a small~oF medum-
sized busmess to grow
without gettmg out of con-
trol and without sufferimg
the severe affliction of the
growth crisis.

tinued to increase his purchases at a 10%-
15% rate. But the distributors had stocked
up in anticipation of the announced price
increase and were holding back new orders
until they had worked off their inventories.

Nobody in the company realized this,
however, for everybody (mis)defined
‘‘sales’” as deliveries to the distributors—
the legal and accounting rather than the
economic definition (and wusually the
wrong definition, by the way). The simplest
sample of customer purchases—for in-
stance, a sample of the actual sales by 1%
of the distributors once a month—would
have told the company early what was
happening, and would have enabled it
to take the appropriate measures.

But lack of such simple data, as anyone
familiar with small and growing busi-
nesses knows, is all too common. The
small and medium-sized business that ex-
pects to grow therefore needs to ask: What
additional information do we need to have
real control and to know what really goes
on in our business? What are real results
in the business and what are real costs?
And it needs to develop this information
well before the time at which its absence
can cripple it.

4. Small and medium-sized businesses
that want to grow need to concentrate on
technologies, products and markets. They
need to free themselves by sloughing off
diversions.

There is, for instance, the manufacturer
who sells $12 million a year in his home
market, the U.8.—up from $3 million five
years ago—and who indulges himself in an
“international business,”’ consisting of a
joint venture in Japan and two small
plants in Europe. After five years of hard
work, they sell a total of $1.5 million and
lose every year $600,000. Worse, they ab-
sorb up to one-third of the time of all the
key people in the company, who forever
dash off to Osaka or to Hamburg to
“‘straighten things out’’ —without, however,
ever staying long enough to achieve any-

Or there is ‘‘our prestige line,”’ the
“flagship of our fleet”’—or conversely, the
“‘popular low-priced line,”” developed in an

bortive attempt to get the company’s

goods to the discount stores and ‘‘to make
us a factor in the mass market.”’

Growth makes large demands on en-
ergy, especially on managerial energy. It
demands concentration on areas where the
results are. And it demands willingness to
give up areas in which there are only ef-
forts but no real results, no matter how
‘‘promising’’ these areas looked when the
company first went into them.

5. The small or medium-sized business
usually cannot atford much by way of top
management. But if it wants to grow, it
better make sure that well ahead of time it
develops the top management it will need
when it has grown. Small growth busi-
nesses start out typically as the brain-child
of one or two men. These are usually en-
trepreneurs with vision, drive, ability and
courage. But they are still only human
beings, and thus endowed with weaknesses
as well as strengths.

There is the company, for instance,
started by a man with high product imagi-
nation, great capacity for product design
and development, and ability in promotion.
He builds a fast growing, highly successtul
small company on his ability. But this kind
of man is often a ‘‘loner,” moody, and ill-
at-ease with people, and bereft of financial
sense.

Kill the Business

If he is conscientious, he will almost
certainly kill the business. He will force
himself to work on finance and other tasks
for which he lacks ability. By spending so
much time on what he cannot do well he
will neglect what he can do well. A few
years later the growth crisis hits and this
kind of company usually goes out of exis-
tence, having lost the original advantages
its founder gave it.

Equally common is the man who
brushes aside as unimportant any concern
about people, finance or distribution while
he concentrates on product design, devel-
opment and promotion. Three or five years
later his business will also be in crisis.
Still, it can often be salvaged; at least it
has the right products and they are posi-
tioned right in the marketplace. However,
it is still likely to remain permanently
stunted, while the owner-entrepreneur will
probably lose control and be jettisoned in
the course of the rescue operation.

What the small and medium-sized busi-
ness needs in order to grow is to ask: What
are the key activities in this business (and
people and money are always key activi-
ties in every business, although never the
only ones)? Then its top people must ask:
Which key activities fit the people at the
top? Then: Which of our employes have the
capacity to take on, in addition to their
current duties, the key activities for which
the present managers are not suited?

These people are then assigned respon-
sibility for specific key activities, prefera-
bly without publicity, without change of ti-
tle and without paying them a penny more.
Five years later, when the business has
grown, it should then have the top manage-
ment team it will need. But it takes five
years or so to develop such a team, and if
the job is not started beforehand it will not
be able to become or remain a larger com-
pany. It will buckle under the additional
load that growth always imposes.

It is difficult if not impossible to cure
the growth crisis of the small or medium-
sized business. But it is fairly easy to pre-
vent such a crisis, and vital to do so.

Mr. Drucker is Clarke Professor of
Social Sciences at the Claremont Grad-
uate School.




Leq .
Ly 2//4//( A/ML";Q/ HM 5‘/@4, firw + fead «
fon [ M ( P ocky M:)

L MWMWIM
a . l)«mmé//}a(/ (/)/f

b T G
- ol

i lwntatim o5 /f& e i e r{ Atalsv

“71!1, WW\LM T'AL Widids, f‘& ./44»;% rf-'f/u}u," B
— ey rLW, w// “wp. f’l«}

o o Bow, Paot Latiad_Thikesns | Hogor Clophrn
C Qe Gihon, lphid Nwsgaatin, A,




AF B v i s ik s XLt




beplicrt .{wz,mbw,,m, Twaénwm,,
/?f"’MM J—Qm«kl

Abdou-c'f&(_ Lm W/‘I C oy f’[ﬂadé, cul T’"—Pw to etleptcch

A"Mcts ()/V"KA_M

ﬁwlww W fudamadids (bl

$_M4M&w

rmm;&‘r., % 2 1

M@t’@! ﬁlmmoafvi heowtes

Value %u/ﬁ? o alt: Udeq. Protlout u, g&@m«m@%,‘

ﬁ%g.,ﬁm__mpww_ wt. o Voluse. do{a&c %&—f%* ek Lﬁ"r

’Amc., 2[«\4.0@41' frica %«t .4»» VMJ«M :»;(WA’ 4*/\4&4;,_&___

Mo«x 01/‘4 WMM‘%+__5
_MAF_MLW - - otanadiz. . A&m%




/.?,—

<P, ¥

Aome \:0;: %MM%W_WWZQ tat—
[~ ] vk,

% Ushbo A

PGMMWIQM w(J-p%L

nﬂ”\;mvl‘“! Im
T ermmia fa ( bouudani.)

Vierao




/ 7
A’Mﬁl;"'?dw, &%W.

{:"- - pod, Jinden coniis, cven £
. TR TR T

s Maw !&t‘i.'
A ‘& W%Aﬂ« M,a#lmﬁ how pw., e Jp X, 5
d ¢ ¢

5. Ceomemg o comunn, 2 /&%%A{%&M_W

d
'AO(H“, M,A, Wﬂebyﬁn—«—\.

¢
/ 2% > 0[ Méw‘s ik
Tohaion ials aiis W ks s
S AET Y R S '
4 U Vehike [on cuuTin rhohir. Mudia- dh of e










e SN LN g

e 'H WW@MS.A/L{?WW

WML%)W A:t;ia;lw A“MK
e 8 Iy futs ¥

/ui,ui wm}%%%mm PR

],&/w«n

Vi ry mJ,aAL« L =m7,~k««

[ o
/Lz,t/d/&w—'f/a/uwr’(w«y

i ij%ﬁmzt,
&/me




