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OBJECTIVE 2: RISK 
INFORMED PLANNING TOOLS 
FOR PROJECT DELIVERY 
TEAMS

1

Objective: Provide an initial orientation to risk informed planning tools, 
including rapid iteration and the risk register. 



BLUF: RISK INFORMED PLANNING TOOLS 
ARE FAMILIAR TO PLANNERS & TEAMS
• These tools are not just for planners – the whole 

planning team uses them!
• Six-step planning process is heart of planning 
• Storytelling is key – not just in the report, but in 

presentations, meetings, internal and external
• Risk register useful to assess and document risk 

and risk management strategies and engage full 
PDT

• Ensure vertical engagement via IPRs, decision 
meetings, milestone meetings

2



PLANNING IS AN ITERATIVE PROCESS 
3

“The PDT should complete its first iteration of the planning process 
within the first 30 days of the study’s initiation…use readily available 
existing knowledge and data without generating any new information 
to complete …The PDT will never know less than they do for this 
iteration. That makes it the most informative iteration of all because 
it will reveal information at the same time it teaches the PDT what 
they do not know.” – Planning Manual Part II



ITERATE THE SIX-STEP PLANNING PROCESS AND GATHER 
EVIDENCE TO REDUCE UNCERTAINTY AND MANAGE 
STUDY AND PROJECT RISK 

4



USING ITERATIONS OF THE PLANNING PROCESS AND 
LOOKING AT OUTCOMES THROUGH A RISK LENS IS 
NOT NEW
Knowledge based – get experienced input
Iterate through the 6-step planning process at least 

once before making many judgments about the 
scope

Then -
– Start with what you know
– Challenge your assumptions
– Use a risk register or similar tool to organize and 

communicate your thoughts

From 2014 webinar, “Strategies for Scoping 3x3x3 
Studies”



RELEVANT V. INSTRUMENTAL UNCERTAINTY

• Relevant uncertainty refers to things people may care 
about but things that will not change the decision

• Reducing relevant uncertainty can feel essential, even when 
it’s not

• Instrumental uncertainty refers to things that could affect 
the decision

• Focus on instrumental uncertainty
• The goal of risk informed planning is not to eliminate 

uncertainty; it is to identify which uncertainties are 
instrumental to your decision and reduce those 
uncertainties through the iterative process



YOU CAN CONDUCT THE 1ST

ITERATION WITH KNOWLEDGE ON 
THE TEAM!

Planning is 
iterative. We’ll 
do the entire 

process.

We’ll id our 
biggest data 

gaps, plug ‘em, 
then do it all 

again.

In a feasibility study, this iteration will be within first 30 days.



GATHER EVIDENCE

What do you need to reduce instrumental 
uncertainty, manage intolerable risk, and 
make the next decision? 

8

Gather 
Evidence

Data

Scenarios

Analysis



WHAT’S NEXT? 

Repeat!

Confirm Scoping
Gather Evidence
Formulate
Decide 
Implement

9



2ND ITERATION: WHAT DO OTHERS 
KNOW

This is 
planning with 
other people’s 

knowledge.



3RD ITERATION: WHAT MUST WE 
LEARN?

This is 
planning with 

knowledge 
we need to 

acquire.



ITERATE THE SIX-STEP PLANNING PROCESS AND GATHER 
EVIDENCE TO REDUCE UNCERTAINTY AND MANAGE 
STUDY AND PROJECT RISK 

12



RISK REGISTER
• The Risk Register is a tool – filling in all the boxes is less 

important than using it to identify, manage, and 
communicate risks

• You identify risks so you can manage them, not to build a 
case for a waiver or to check off a requirement

• Every risk has a manager 
• The PDT will actively manage every H and M risk to keep 

undesirable consequences from developing
• The PDT will monitor L risks to make sure they do not 

progress
• Some risks will be resolved/managed during feasibility; 

others will be passed forward to be managed in PED, 
Construction, Operations

13



RISK IS MORE THAN STUDY RISK
• Risks to the affected human and environmental community: existing risks and 

risk reductions realized by the recommended plan. Are there any public, 
agency, technical, or policy concerns that may change the recommended 
plan?

• Study Risks: what can affect the accuracy, quality, timing, and budget of the 
study? Is the level of mitigation planning, engineering, cost engineering, etc. 
sufficient? Too much? Not enough? 

• Implementation risk: what can affect the efficacy, quality, timing, and budget 
of the built project? Is “budgetability” of PED or Construction a concern of 
decision makers? Will that impact the corporate decision about the level of 
effort to complete the feasibility report and Chief’s Report?

• Outcome risks: residual risks and how to manage them; new, transferred or 
transformed risks attributable to the recommended plan. 

14



IWR APT: ONLINE RISK REGISTER FOR 
WHOLE TEAM

15



THE RISK REGISTER IS NOT JUST FOR 
THE PLANNING PDT
• Risks identified in the RR carry through the 

lifecycle of the project
– From inception at planning through Deauthorization

• Risks should be managed, but not every risk will 
eliminated!

• Use RR as a tool – it’s up to PDT to 
communicate with vertical team and
ensure consensus on risk 
management strategies

• Vertical team may have different 
risk tolerance or perceptions



LEARNING MORE AND GETTING 
HELP

17



PLANNING COMMUNITY TOOLBOX
18

www.corpsplanning.us

The go-to for the Planning Community of Practice for guidance, tools, and training

http://www.corpsplanning.us/


IWR’s Risk Analysis 
Gateway has many 
risk-related 
resources. 

19



PCOP SHAREPOINT: 
SHARE & DISCUSS LESSONS LEARNED 
WITH THE COMMUNITY

20



IWR-APT: ONLINE PLANNING TOOLS
21



USACE PLANNER DATABASE: 
FIND EXPERIENCE & EXPERTISE

22



BOTTOM LINE

• Understanding and communicating 
uncertainty and risk empowers PDTs and 
leads to better decisions

• Storytelling is key – not just in the report, but in 
presentations, meetings, internal and external

• Risk register tools to assess and document risk 
and risk management strategies and engage full 
PDT

• Ensure vertical engagement via IPRs, decision 
meetings, milestone meetings

23
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Tip: Press *6 to unmute your line

DISCUSSION 
24
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