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Step 8 - 10:
Manage Operational Risks

John Hewlett
Farm Management Specialist

University of Wyoming
Agricultural & Applied Economics

The best-laid schemes o’ mice an 
‘men often go awry.

Robert Burns
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Operational Management
• Putting the strategic plan into action on a 

day-to-day basis. . . 

• Following the tactics outlined in the tactical 
level describing how to go about the 
process of. . .

• Achieving the strategic goals within the 
constraints of the financial health and risk 
preferences outlined at the strategic level

Operational Management:
“Beginning the Journey”

• Implement the plans

• Monitor and adjust as needed

• Evaluation/replan
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Operational Management
“Plans are just 

wishful thinking 
unless they 
immediately 
degenerate into 
hard work.”  

Peter Drucker

Implementation

Resource 
Acquisition

• Land
• Labor
• Capital

Resource 
Flows

Resource 
Coordination
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Strategy Implementation

Doing the
right things

Doing 
things
right

Communication is Essential
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Information and 
Feedback Möbius

What must be done to ensure 
successful accomplishment of the 
developed goals/objective/plan(s)?

OR how do we implement them….?

1.  Properly schedule the steps.
2.  Get cooperation from others responsible 
for helping us complete action steps (e.g., 
loan officer, range conservationist, etc.)
3.  Do not leave out 
any major task(s)



2/17/2012

6

Operational 
Management Involves:

• Breaking down plans into 
specific action steps
• Scheduling the order of action steps
• Developing contingency 
plans to prepare for 
possible eventualities

Tools for 
Scheduling Action Steps

+ End-Point Scheduling

+ Optimist/Pessimist Scheduling

+ Calendars

+ Gantt Charts

+ Pert Charts
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End-Point Scheduling
A good way to schedule is to start with the time
the objective is to be accomplished and work
backward to the present.

The use of end-point 
scheduling helps us to be
realistic in our scheduling 
because it requires
that we start with the time 
when we wish to
finish rather than the time 
when we can start.
It is the finish time that is 
most important.

RN-SRM 
Pg. 340

Optimist/Pessimist Scheduling
First, we determine the optimistic parameter.  
How much time will it take to accomplish if everything went well?

Then we determine the pessimistic boundary by asking ourselves,
How much time will it take to accomplish if everything went poorly.

Finally, since we know not everything that could go wrong will go 
wrong and that all that could go right will not go right, 
we pick what we think will 
be the most realistic time.
This forces us to 
set an upper and 
lower boundary on 
the time estimates.  

We then focus our 
attention on the area 
within the boundary.

RN-SRM 
Pg. 340
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Calendars
A desk-top calendar that depicts the entire week in some
detail allows us to write in when various action steps have 
to be accomplished during the course of the year.

A pocket calendar is not as detailed but does allow for
easy portability.

A wall calendar that depicts 
month by month allows us to
see at a glance when action 
steps need to be completed.

Day planners are more 
complex but allow us to 
review several projects 
and plan at the same time.

RN-SRM 
Pg. 340

Gantt Charts
A Gantt chart depicts the beginning and ending
dates for an event, the sequencing of events, 
and the extent to which an event is completed.

As action steps are accomplished, they are noted on 
the chart. Barriers are also identified.
It is the timing of 
action steps 
that are 
important
in Gantt 
Charts.

RN-SRM 
Pg. 341
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PERT Chart
This technique involves graphically laying out the 
sequence of steps or events that must be accomplished
in order to achieve the objective. The time to complete each event 
is clearly specified.  

Finally, a critical path is 
determined.  The critical 
path is the longest 
sequence between the 
series of events.  It is 
considered the critical
path since any delay in 
this path will delay the 
entire project.

RN-SRM 
Pg. 341

Time as a Resource
for Operational Planning

Fact:
To control your operation and 
your life, you must control 
your time.

Fact:
We have all the time there is.

Fact:
You cannot save time--
you can only spend it or invest it.

Fact:
Putting in more hours is not the answer.
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The first step to good time management:
Know Your Priorities

If the strategic planning process has been 
completed properly, this should not be a 
problem; everyone should be aware of the 
priorities.  

These priorities are what the operation has 
agreed to as being the highest return items.  

Spending your time working toward 
these priorities is better than 
spending your time working 
toward something else.

This image cannot currently be displayed.

“To waste your time
is to waste your life, 
but to master your
time is to master your
life and make the 
most
of it.”

Alan Laiken
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Monitor and Adjust

• Concerned with providing control for 
the implementation process

– Informational control: 
doing the right things

– Behavioral control: 
doing things right

RESOURCE FLOWS

JuneJanuary December

Livestock

Range
Forage

Wildlife

FinancialHuman
Resources
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RN-SRM 
Pg. 343

Resource Flow Plan
RN-SRM 

Pg. 342
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Planning for Contingencies
Seldom do actual operational plans exactly match
planned operational plans. 

Consequently, every strategic plan 
needs a system for changing 
the course of action.

Insanity
Doing things the same 

way
and...

expecting a different
result!!
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Characteristics of 
Effective Corrective Action

Timeliness. A good corrective action plan brings 
performance back on track before it gets too far out of line.

Future Orientation. The corrective action should focus on
the future, not the past.  Focusing on “should haves” is counter-
productive.

Preventive. Corrective action should be concerned not only with
correcting a present problem, but also with preventing it from
happening again in the future.

Positive. Corrective action should bring about positive change,
not punish past performance.  Corrective action that is geared to
address future action should stress expected positive performance.

Contingency plans:
If autocratic and inconsistent 
supervision by the foremen are found-

1.  Send the foremen to training on 
human relations and communication.

2.  Set up staff meetings with the foremen to review proper 
supervisory practices.

3.  Provide reading material for foremen on human relations and 
communication.

4.  Monitor foremen’s supervision performance.

5.  Demote or terminate foreman who cannot improve their 
performance.
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Replan
• As we move toward our goals, we 

should review our chosen route
• Make sure we are still “on course”

Checkup
• Ensure that performance matches 

the schedule anticipated and that 
output is sufficient

• Check that resources 
are adequate
and remain in 
good health
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Checkup – most important

• Reaffirm that strategic goals and 
tactical objectives are still correct 
and appropriate given recent 
progress

Summary
What we discussed
• How to implement strategic risk management

• Systems for monitoring and controlling the implementation of 
strategic plans

• Reasons to replan regularly and 
the need for contingency planning

What is left to learn
• More about the techniques and systems available for 

making a strategic risk plan operational
– Read the curriculum
– Read the chapter
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