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Range management has been
defined as the science and art of
planning and directing range use
so as to obtain the maximum
livestock production consistent
with conservation of the range
resources (Stoddart and Smith,
1943), or as the science and the
art of procuring maximum sus-
tained use of the forage crop
without jeopardy to other re-
sources or uses of land (Samp-
son, 1952). In a broader sense,
range management is the man-
agement of nontillable lands for
multiple use purposes including
soil and water conservation, rec-
reation, and sustained forage
production (Hochmuth, 1952).

The purpose of this paper is to
further refine these definitions
and to clarify the areas of public
and private interests in range-
land. Emphasis is placed on man-
agement aspects of range use and
the application of economic prin-
ciples in this complex field. First
a distinction is made between
range management and ranch
management. Management and
decision making are equated, and
examples of decisions made by
the range technician and ranch
manager are given. The basis for
management or decision making
and the steps in management are
presented, and the role of the
range technician in the manage-
ment process is defined.

Range vs Ranch Management

In order to obtain a clear
understanding of range manage-
ment, it is necessary to distin-
guish between range manage-
ment and ranch management.
The definitions of range manage-
ment given in the first part of

this paper are very broad. They
speak in terms of the total range
resource and its multiple uses.
The term ranch management, as
the name implies, deals with in-
dividual ranches and is con-
cerned with the management of
all the resources available to the
ranchman. These resources in-
clude the range, livestock, labor,
and capital. It should be noticed
that the range resource is only
one of several resources that are
used in the ranch management
process.

The decisions made by the
ranchman largely reflect his own
personal and family goals. These
goals may include maximiza-
tion of income, minimization of
losses, maximization of commun-
ity status, leisure, as well as
other goals. The individual is
usually concerned with imme-
diate measurable economic re-
turns from rangeland, from graz-
ing animals, timber, wildlife, or
other products. Thus, the in-
dividual ranchman’s goals often
do not reflect the goals of society
in regard to the use of his re-
sources.

On the other hand, range man-
agement is much broader than
ranch management. In range
management the problems of use
of the range resource in the
public interest are considered.
Under this definition, the range
resource extends beyond the in-
terests of the individual ranch-
man and is considered as one of
the basic resources of the nation.

The goals of range resource use
under the concept of range man-
agement given above are essenti-
ally the goals of society, which
do not necessarily coincide with
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10 individual ranch-
man and in fact may be in con-
flict with them. Society mea-
sures the returns from the range
resource in terms of the social
benefits over a long period of
time. These benefits include such
items as watershed development,
wildlife development, recreation
development, flood prevention,
mineral development, and re-
gional economic development.
Decisions must be made under
this concept of range manage-
ment that will develop and im-
plement land use programs for
periods of as much as 50 years.
Managing resources for a 50 year
period may not be in the inter-
ests of ranchmen whose planning
period is often much shorter, say
less than 10 years.

those of the

Why Management

Management largely involves
the making of decisions about
the allocation of resources for
production. Decisions may be
made by the individual ranch-
man or by a special act district,
government agency, or political
subdivision. The types of pro-
duction involved here may in-
clude livestock, timber, wildlife,
recreation, water, and other as-
pects of multiple use of land.
From the standpoint of ranch
management, decisions are lim-
ited primarily to livestock pro-
duction. In the case of range
management, decisions involve
all of the uses of the land re-
source that are known or that
may develop.

Management is necessary be-
cause of the unpredictability of
production and market condi-
tions. If soil, climatic, and vege-
tative conditions were the same
every year and if prices did not’
fluctuate, and if no other factors
changed from year to year, there
would be little need for manage-
ment. Perfect production plans
could be developed and adopted
in such a changeless world. One
way of ranch organization or one
method of the use of the range
resource would always be the
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correct one. For instance, a
young ranchman would have the
benefit of the previous experi-
ence, and there would be only
minute changes, if any at all, that
would be profitable for him to
make. He would make no
changes in organization, opera-
tion, buying, selling, or fi-
nancing. His role would be con-
fined to the task of carrying out
decisions which have already
been made—often far in the past.
However, such a state does not
exist, and a constantly changing
world gives rise to uncertainty
of which there are several
sources: (1) price fluctuations,
(2) production variations closely
related to the amounts and dis-
tribution of precipitation and
other climatic irregularities, (3)
government policy and decisions
of legislators, (4) actions of peo-
ple with whom business is car-
ried on, and (5) uncertainty of
sickness, injury, or death. The
ranch manager is concerned with
this last problem to a much
greater extent than the govern-
ment agent managing public
land.

Types of Management Decisions

In an uncertain world, deci-
sions must be made by ranch
managers and officials of govern-
ment agencies who are charged
with the responsibility of range
resources. For simplification one
can examine the types of deci-
sions faced by the ranch manager
and the types faced by a state
or federal land management
agency. The ranch manager faces
a series of decisions.

First, he must decide whether
to produce cattle, sheep, goats,
wildlife, or other products of
rangeland. If he chooses cattle,
does he want his resources de-
voted to steers, cow and calf, or
an all aged herd? If he chooses
sheep, does he want the ranch
devoted to the production of
wool, lambs, or some combina-
tion? He must also decide
whether to produce cattle, sheep,
and goats. He must determine

if the wildlife resource will re-
turn enough to him to justify ex-
penditures for care and manage-
ment.

Second, he must decide how
much land, labor, and capital are
to be employed, and at what
level of production.

Third, he must choose the best
practices for livestock and ex-
plore fully the possibilities of
substitution of one production
material for the other. In the
winter ration, can hay be substi-
tuted for grain to obtain a cheap-
er ration? Where grain is avail-
able, can it be substituted profit-
ably for grazing with creep feed-
ing?

Fourth, he must be concerned
with the best organization to be
worked out for a given set of re-
sources. This question involves
cost advantages of livestock en-
terprises when they are oper-
ated on different scales.

Fifth, he must answer ques-
tions relative to the amounts of
fencing, water supply develop-
ment, corrals, and buildings nec-
essary to secure the desired pro-
duction.

Sixth, he must time his pro-
duction activities in order to take
advantage of existing resources
and anticipated market condi-
tions.

Seventh, he must be especially
concerned with the kind of con-
servation program which will
maintain and improve the range
resource for present and future
production.

Most of these decisions are
made by the ranchman with a
view of his needs of the present
and of the immediate future. Ac-
cording to definitions previously
presented—these are decisions of
ranch management.

The land management agencies
of state and federal governments
face decisions of a broader na-
ture concerning the multiple
uses of rangeland in the interests
of society. Some agencies make
decisions affecting the produc-
tion process, while others influ-
ence management decisions. For
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example, the Soil Conservation
Service and soil conservation dis-
tricts do not make decisions in so
far as the individual ranchman is
concerned. They present to him
what is considered the best alter-
natives for safe land use that
they are able to develop. Unless
land use regulations are in effect
within the district, the group
cannot actually make the deci-
sion. This is left to the individu-
al. On the other hand, certain
agencies, such as the Forest Serv-
ice or Bureau of Land Manage-
ment, make decisions affecting
range use. These agencies actu-
ally control the kind and inten-
sity of range use. They issue
grazing permits, determine sea-
sons of use and intensities of
use, and the ranchman abides by
the decisions they have made.

The agency may be in a posi-
tion to make or to influence de-
cisions—in either case the types
of decisions are essentially the
same and are embodied in use of
the land resource. They must de-
cide what to produce from range-
land and how this production
should be performed. The degree
of emphasis to be placed upon
grazing by livestock, timber pro-
duction, wildlife, recreation, and
water resource development is of
prime importance. This also in-
cludes numerous decisions in-
volving what combinations and
intensities of these products to
produce. Most of these decisions
are concerned with the level of
conservation of range resources
and are posed in the framework
of the public interest.

Steps in Management

In order to make decisions in
an uncertain environment con-
cerning the use of range re-
sources, both the state or federal
land management agency and
the ranch manager perform defi-
nite steps leading toward the
action of management. Here
management is equated with the
decision making process. One
writer has identified these steps
as: (1) formulation of expecta-
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tions of prices, yields, and pro-
duction for the future; (2) for-
mulation of a plan to meet price,
yield, and production expecta-
tions; (3) putting the plan into
effect; and (4) bearing the con-
sequences of plans (Heady and
Jensen, 1954). Another author
lists these steps as: (1) observ-
ing and conceiving ideas; (2)
analyzing with further observa-
tions; (3) making decisions on
the basis of analysis; (4) taking
action; and (5) accepting respon-
sibilities (Bradford and Johnson,
1953). Both of these more nearly
describe the steps taken by the
ranch manager than those taken
by the land management agency.
In order to more fully illustrate
the differences in ranch manage-
ment and range management, it
would be advantageous to list
the steps in this manner in order
to more readily identify both
public and private interests: (1)
determination of goals, (2) for-
mulation of expectations, (3)
formulation of a plan to meet
expectations and to achieve the
goals, (4) initiation and comple-
tion of the plan, and (5) evalua-
tion of the results of plans for
use in the formulation of new
expectations and plans. The step
of bearing the consequences of
plans is viewed here as being a
passive part of management and
not necessarily a part of the
management process.

Let us examine these steps in
management and the role the
ranch manager and the range
technician representing the
agency or organization play as
they perform these steps.

The first step of management,
which in our case here is the
formulation of goals, serves to
illustrate again the difference
between ranch management and
range management. The goals
of the public are expressed in
laws usually aimed at conserving
range resources for the foresee-
able future. Sustained forage
production for all its multiple
uses is a part of this goal. The
ranch manager is primarily in-

terested in achieving the goal of
maximum satisfaction for the
time period of his interests. This
period of time is a relatively
shorter period of time than that
of the public. Maximum satis-
faction for the individual may
come in the form of maximiza-
tion of income, reduction of risk,
minimization of losses, or enjoy-
ment of ranch life. For this rea-
son, the goals of the ranch man-
ager or those determined by the
land agency greatly influence
the decisions made.

Formulation of expectations,
the second step in management,
comes into focus after goals have
been determined. Here the ranch
manager estimates what prices
to expect through various peri-
ods during the coming year and
possibly into subsequent years.
He estimates what effect cli-
matic conditions are likely to
have on various courses of ac-
tion. Also, he determines what
the production possibilities are
from livestock, timber, wildlife,
and other uses.

The public land agency visu-
alizes the production possibili-
ties from all the aspects of range
use and attempts to determine
what effects these various uses
have on the range resource itself
now and in the future.

One individual or one group
cannot possibly formulate all
these expectations from within
its own limits of knowledge.
Other than from past experience,
which plays an important part
in this step of management,
agencies or individuals depend
on information from various gov-
ernment and private agencies,
and other individuals. For in-
stance, aid in formulating price
expectations may come from the
USDA or Agricultural Extension
Service. Response from grazing
by various combinations and in-
tensities by several classes of
livestock, competitive status of
big game and livestock, results
of timber stand improvement
and types of cutting and their
effects on other aspects of range,
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and numerous other relation-
ships may be determined
through research at the State
Experiment Stations. Soils map-
ping, range surveys and esti-
mated carrying capacities, de-
grees and seasons of use, may be
presented by the Soil Conserva-
tion Service, Forest Service,
Bureau of Land Management,
and other publics agencies. Sales
representatives and industrial
and business relations groups
also may provide a wide range
of technical information of use
in this step of management.
The third step in management
is the formulation of a plan to
meet expectations. In this proc-
ess, alternative courses of action
are compared one with another
in the light of the goals devel-
oped in the first step. This
adopted plan may be specific
and formally written up includ-
ing range survey maps of site
and condition classes, carrying
capacities and seasons of use for
various pastures, noting special
treatment areas for increased
forage production, proposed
methods and dates of practices
such as brush control, reseeding,
and deferment. Or the plan may
may be a series of budgets or
estimates used in attempting to
arrive at the costs and antici-
pated returns of various live-
stock and range production and
improvement practices.

The public agency, such as the
Forest Service, Bureau of Land
Management, or other agencies,
plans the way the range resource
will be used within the limits
set by the legislature. Within
this framework the individual
ranchman can then develop a
plan for that portion of the range
resource he has under his con-
trol. Where the agency has no
control over range use, it can
influence decisions made con-
cerning range use through per-
suasion and education. The Soil
Conservation Service is an ex-
ample of the use of these tech-
niques. The range technician
offers alternatives to the ranch
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manager who then develops the
plan. Likewise, the county agent
working in the Farm and Home
Development Program presents
alternatives, and the manager
develops the plan on the basis of
choices that he makes.

No matter how detailed and
exact plans are, they are of little
value unless put into action. This
is the fourth step in manage-
ment. At this stage, the public
agency sets forth their land use
regulations in accordance with
the public goals. The agency
opens or closes land for grazing,
and allows approved timber cut-
ting, hunting, fishing, recreation,
or mineral development. In'the
case of privately owned land,
government agencies provide
technical and financial assistance
in an effort to induce ranchmen
to carry out range improvement
practices which are in line with
their goals as well as those of
public interest.

The last step of management
is the evaluation of the results of
plans for use in the formulation
of new expectations. Actually
this is the link in the chain which
completes the management cycle
and provides the flexibility nec-
essary for success. Evaluation
may begin before a production
period has been completed and
most certainly afterwards. At-
tempts are made to find out what
factors may be attributable to
the success or failure of plans.
Perhaps minor adjustments will
insure success in forthcoming

plans by either the range tech-
nician representing the land
management agency or the
ranch manager.

The Role of
the Range Technician

The role of the range techni-
cian is relatively clear in the
cases where his agency makes
decisions about the use of range
land. However, it is not as clear
where he is involved in suggest-
ing a course of action to ranch-
men. We have indicated that in
this role a range technician fur-
nishes technical information con-
cerning soils, range conditions,
and alternative livestock enter-
prises, etc.

Where the range technician
does make suggestions to ranch-
men, he should remember that he
does not bear the consequences
of a course of action. The tech-
nician will not make any money
if the suggested plan is a good
one, nor will he lose any money
if the plan is a bad one. Thus, it
is not his job to make decisions
for the ranchman, but to present
alternatives.

Perhaps too often, technicians
present ranchmen with highly
developed plans based on consid-
erable research and experience
for a specific purpose. This plan
may have the goal of achieving
maximum conservation, but ig-
nores the ranchman’s goal of a
high level of income in the next
few years. Even if the ranch-
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man’s goal is achievement of
maximum conservation, he will
still need some help in carrying
the plan out. The range techni-
cian, thus, can get the job of con-
servation done better if he knows
the functions of management
and knows his position in rela-
tion to them.

We feel that the range tech-
nician who expects to work in
the management or research
phases of range or ranch man-
agement, can obtain a better
understanding of the steps in
management with more training
in economics and other social
sciences while in college or on
the job. All of his excellent
training in range techniques may
not be put to full use unless he
has the skills and knowledge nec-
essary to assist ranchmen to do
a better job of managing their
own ranch.
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“The Wonder of Water”’—a car-
toon-type presentation in four colors,
designed to tell the story of upstream
watershed protection, has just been
released by the Soil Conservation
Society of America. A special com-
mittee headed by HArPER S1MMs de-
veloped the publication.

Booklet on Water Released

The 16-page booklet is about a
mythical community—Midvale—suf-
fering first from drouth and later
from flood. The water problems of
the community were solved by the
small watershed approach with farm
and city people, adults and students,
participating.

The booklet is available by sale
to local business firms, industries,
and other organizations and is de-
signed to allow their use on the back
page for a message. Information on
costs of the booklets may be obtained
by writing to the Soil Conservation
Society of America, 838 Fifth Ave-
nue, Des Moines, Iowa.




