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Group 3 examined the topics of ‘Use of Traffic Lights,’ ‘Focus in Measures of Performance 
and of Effectiveness,’ and ‘Ambiguity of Perception’ and we generated some time-proven 
lessons. Chair/Facilitator: Larry Wentz, Scribe/Presenter: Robert Bailey. 
 
 

USE OF ‘TRAFFIC LIGHTS’ 
 
 
We considered that ‘Traffic Lights’ are well understood across the military domain.  The 
actual question suggests ‘these metrics appear highly regarded by the military planners but 
may be highly misleading’.  We considered this suggestion is somewhat overstated, however 
we offer three areas of suggestion for developing them better: 
 

• Context: Different military will have different presumptions, e.g. Military 
Planners will have worry areas (whether their plan will work, risks 
materialising, etc), whereas Military Units will expect such metrics to 
summarize their ‘capability states’, areas not at operational capability, etc. 

 
• Customer: Traffic Lights have one great advantage in that they can flag up 

issues quickly, e.g. predicted Met state, impact of Met state on an operation, 
etc.  This facility needs to be crafted carefully, so that ‘Red’ really does mean 
Red. 

 
• Analyst: The analyst’s responsibility is to carefully define the Traffic Light 

categories in their context and then to have underlying data in such a state that 
it is possible, relatively easily, to drill down to provide supporting data and 
reasons 
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FOCUS IN ‘MEASURES OF PERFORMANCE 
AND OF EFFECTIVENESS’ 

 
 
The idea of a well organised hierarchy of Goals, supported by Objectives /Effectiveness 
Measures, in turn supported by Performance (and other) Measures is conceptually simple and 
commonly followed (not just in defence analysis).  However, there are two key issues, which 
govern success – summarized below: 
 

• ‘What does the Boss really want?’ – It is crucial the analyst keeps clarifying 
and testing for relevance the information (to be) provided.  Part and parcel of 
this is the demonstrable value-added to the Boss (decision-maker), particularly 
in terms of information merit and timeliness.  The Boss will probably want no 
more than five high-level measures, supported by approximately 25 mid-level 
measures.  Beyond this the analyst must be able to back up his case – see 
above ‘drill-down.’ 

 
• Place the analyst ‘in (data) harms way’ – This may be accomplished in 

various ways, for example by assignment to the JFHQ. 
 
 

OVERCOMING ‘AMBIGUITY OF PERCEPTION’ 
 
 
This is a recurrent theme of the Breakout Session.  Some time-proven lessons are 
summarised below: 
 

• Clarify the question and the nature of the answer (e.g. through use of Focus 
Groups). 

 
• Do not ‘situate the appreciation.’ 
 
• Always test assumptions and understanding. 

 
 

SUMMARY: MEASURES, METRICS, AND ANALYSIS 
 
 
We did not consider that new approaches were really required, rather the application of good 
practice and lessons identified from operations experience, plus application of common 
sense.  Modern IT Office applications provide enormous power and flexibility of 
presentation.  A good analyst team will exploit this well.  Given this is the case, the telling 
point will be to do with the content – ‘is it right in all respects within the ever-present 
constraint of timeliness?’ 
 
 
 
 


