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W. JAMES MOORHEAD

REPORT ON THE INCENTIVE BONUS PLAN
IN THE PHILIPPINES

Dr. W. James Moorhead is a Translations Consultant based in Manila, Philippines.

The following article is offered to readers of THE BIBLE TRANSLATOR,
not as a Bible Society policy for organizing payment for translators, but
rather to give committees of transiators an idea how five translation
projects in the Philippines were actually speeded up and improved in
production when an incentive bonus plan was brought into operation. There
are many variables working in any such situation and these must be
studied carefully and each project must be evaluated individually to
determine in what manner payment to translators and production of
translation drafts can best be related. It would appear on the basis of
even wider experience that some form of incentive bonus plan should be
encouraged. (Ed.) (continued overleaf)

(continued from previous page)

(4¢) A description of the source language form plus a local comparison. In
Northern Lengua prison is described as the place where we are bound, and
chains are rendered iron armadillo intestines. In the Chulupi of Paraguay
incense is translated as good-smelling stuff for burning like a local fragrant
plant.

(4d) A description of one of the major components of meaning, e.g. the
Biblical words miracles, wonders, signs and portents are sometimes translated
as acts that have never been seen before, acts that cause people to be surprised,
acts that teach us something, and acts that show great power.

(4e) A description of a source language word by means of several of its
components strung out in a serial fashion, e.g. repentance in Carib of South
America is rendered as fo see one’s badness and leave it, or grace as the
kindness God does to us because he loves us.

(5) Leave the source language form implicit and merely describe its function,
e.g. “raised us up and set us down” (Eph. 2:6) is translated as “raised us up
to rule” (TEV), and “at the right hand of God” (Rom. 8:34) is rendered as
beside God in the most important place.

(6) Translate the source language form literally, or even transliterate the
source language word, but add its description or function in a note. Notes can
be of two types:

(6a) The description given in a footnote on the same page, e.g. in Romans
5:9 The Translator’s Transiation translates the Greek orgés as “wrath” in the
text but puts its meaning ““final judgement” in a footnote.

(6b) A longer description put in a glossary appended to the book, e.g. the
glossary in Today’s English Version which lists such expressions as I am
Alpha and Omega, Pharisees, Sadducees, sacrifice, altar, etc.
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Background

In 1968 when the five common language projects began, one of the first
problems faced was the matter of salary for the translators who were
expected to have high qualifications. The only guidelines were: (1) Keep the
salary in line with the salary structure of the Philippine Bible Society.
(2) Remember what the translator can reasonably be expected to receive
when he completes the translation and do not pay him in excess of that.
(3) Generally speaking, all who are working together at the same task are to
receive the same salary. With these guidelines, some who dedicated them-
selves to this task actually took reductions in salary in order to accept the
challenge of this work.

Almost immediately after the start of the projects, salary problems became
apparent. Cities in which the projects were located differed in rent levels and
cost of living. Translators in Manila demanded and received with the
approval of the Board a salary increase in the form of a cost-of-living allow-
ance based on rent levels. Translators in Baguio expected the same so a
lesser amount was given to them on the basis of the rent levels there. When
translators in other localities heard of this, they became discontented
claiming inequalities on the basis of less tangible cost-of-living differences.
For about eighteen months, we were able to satisfy the translators until
inflation increased strikingly and all the translators in every locality were
requesting an upward adjustment in their salary beyond the normal increases
under the PBS salary system. The General Secretary was sympathetic and
stated that from the beginning he felt that the translators should have
received more, but for any such salary increase justification would be needed.

At this time, it was obvious that the projects were going to take at least
twice as much time as the projected goals for the completion of the transla-
tions. A bonus had been promised to the translators if they finished the New
Testament on time, but a bonus is a reward which should be based on
achievement, and to give above-normal salary increases would be rewarding
lack of achievement. Pressures came from a number of sources to give
sizeable increases, but an incentive type of increase seemed to be the only
way which could accomplish our desired ends.

After the first year of the projects, Rev. Noel D. Osborn, Coordinator of
the Ilocano project, recognized the need for some kind of progress index to
enable the translators to see the level of accomplishment necessary to achieve
the goal of five or six years for the translation of the complete Bible. He
devised a point system which revealed that the Ilocano Committee would
complete the Bible after twenty years at their average rate of production to
that date. Under this point system, production began to increase slowly so
that several years were decreased from the project but the translators
objected to the pressure although they accepted the system as a challenge.

In a conference between Rev. Osborn, Rev. Dorn, Miss Yu, Dr. Arichea,
Dr. Nida and myself about the matter of salary levels, we recognized that
perhaps this point system could be adjusted and used as a basis for incentive
pay which would give increased income to the translators and achieve the
finished translations on schedule for the Bible Society.
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Standard Incentive Bonus Plan

In working out the plan we wanted to have incentive for both individual
and committee work, so we divided the work into these two natural cate-
gories. Under the individual work, the translator is paid for the work which he
alone accomplishes in drafting, commenting on the drafts of other translators,
and revising his own draft on the basis of his colleagues’ comments. Since all
the translators are responsible for committee work, the points earned in
committee sessions are credited to each translator. Therefore, the translator
is paid for his individual production and for the production of the committee,
thereby encouraging teamwork.

The salary of the translator at the time the plan began was considered pay
for the first 200 points each day or 1,000 points per week, and the accumula-
tion of additional points were valued at seven centavos each as bonus. At
first this bonus line level was reduced as an incentive for gradual increase in
production until the groups could reach a consistent 1,000 point level. Later
the period was increased from one week to two weeks to lessen the danger
of manipulation of the plan.

The basic plan can be outlined as follows (but it should be noted that the
plan is adjusted to fit the situation of each committee):

Individual Work:

DRAFT A Material in the Bible to be translated will have several levels
narrative— of difficulty, but for convenience we divided the material
8 points into two categories. Narrative material is easier to translate,
per verse and all other material such as poetry, prophecy, epistles, etc.

is more difficult and is classified as ‘“‘non-narrative” as a
convenient label. In the Old Testament, all material through
Esther is narrative and the rest is classified as non-narrative.
non-narrative— In the New Testament, the Gospels, Acts and Revelation are
15 points narrative and the rest is non-narrative. It was estimated that
per verse it would take twice as long to translate the non-narrative
material, so on the basis of an average of 20 verses per day
as the average expectation for the production of the trans-
lator, the easier material should be translated at the rate of
25 verses per day and the more difficult at the rate of 13 to
14 verses per day. The point value was determined by
dividing the total of 200 points per day by these figures. The
basic translator must do a good job at this stage or else the
rate of production for the other steps of the process will be

slower.
REVIEW OF Each of the other translators on the committee will receive a
DrAFT A copy of the basic draft to review and make written comments
narrative— for constructive criticism. If the translation is not good, the

1 pointfverse  reviewers will not be able to move at this pace and the
non-narrative— process will break down at this level. In theory poor transla-
2 points/verse tions should be returned to the drafter for reworking. To

insure that the material is being translated well, it is advis-
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able that no translator be allowed to translate more than
the equivalent of one chapter without having his material
reviewed and discussed by the committee.
DrarT B The original translator is responsible for carefully studying
narrative— the comments of his fellow translators and preparing a
2-5 pts./verse  revised draft for the discussion of the committee. The
non-narrative— comments will either be accepted, rejected or received for
5 pts./verse discussion of possible changes by the committee. In the cases
of the third alternative, the basic translator will have the
responsibility for suggesting to the group an alternative
rendering based on sound exegesis and the dynamics of the
receptor language.

Committee Work:

STAGE 1 Committee discussion should be based on material that was

narrative— translated well from the beginning and improved by the

2-5 pts.[verse  steps of review and revision. All the material should be read

non-narrative— in the plenary sessions but only those points which were

5 pts.[verse brought up in review should be discussed. Other changes
should be kept to a minimum and should be primarily
matters of style which can be heard while the material is

read.
STAGE 2 Stage 1 material is sent to a Review Committee for written
narrative— comments. When the comments are received, the basic
1 pt./verse translator is responsible for seeing that the comments are
non-narrative— collated for the committee discussion and that they are
2 pts. [verse evaluated prior to discussion. In most cases in the Philip-

pines, the committee secretary is responsible for collating
the comments of reviewers.

STAGE 3 The material is sent to the Consultative Committee and the
narrative— Stylist for review and the comments are considered at
1 pt./verse Stage 3. Stages 2 and 3 can be combined and the discussion

non-narrative— will only take slightly longer if at all. In this case, the points
2 pts./verse for Stages 2 and 3 are combined and the points for the third
stage provide a windfall in the form of bonus. The entire
comimittee accepts responsibility for the finished manuscript.

It must be reiterated that the success of the Incentive Bonus Plan depends
on conscientious workers who do their job well at each stage. Quantity can
be increased without the sacrifice of quality but it depends on the teamwork
of dedicated translators who are highly motivated for good and accurate
translation.

Several have commented that the plan is quite complicated to administer
and should be simplified, and I agree. However, the plan was made complicated
at this stage in order to try to assess the various guidelines in the plan. For
example, we need to see the plan in operation in a number of situations to
check the actual production of groups at the various steps to see if our time
guidelines are realistic. Points were originally designed to reflect accurately
the time consumed at each step.
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Description of the Participating Committees

The plan is being operated in five committees in the Philippines and only
two of the committees are using the plan in its standard form. The others
have adjusted it to their own system with essentially the same point value
being redistributed according to their methodology.

The BixoL COMMITTEE is composed of two full-time Protestant and one
part-time Catholic priest translators. The group is rather isolated from the
other committees and from the Translations Center, and there is no Protestant
missionary in the area with the kind of background needed to be of help as a
Coordinator. Originally, we had asked a United Church missionary to serve
in this capacity but since he did not have the training, he became primarily
the channel of finance. Recently he left the Philippines and will not be
returning. Therefore one of the Protestant translators has been “Acting
Coordinator”. The production rate of this group has been hampered by the
fact that the Catholic translator is only part-time and is limited in the amount
of time he has been able to give to group sessions. Also, there is considerable
disagreement over the orthography which the translation should use and the
translators have spent considerable time trying to study through this problem.

During the period under consideration, the CEBUANO COMMITTEE was
composed of six translators but one of them has been essentially part-time.
The Coordinator of the group is one of the translators who was working
with the Bible Society as a translator prior to the start of this project. This is
the most homogeneous of our committees ; so much of their work is completed
effectively through committee sessions. Perhaps the reason for this is that
three of the translators had some journalistic experience before joining the
team. Rather than having written comments, the review and revision steps
are handled through two readings in the committee. The second reading
incorporates the results of the first reading which takes more time than the
second reading, and the second reading results are typed by the Secretary as
Stage 1. The points are adjusted to conform to this two-reading system.

(It is interesting to note that since the translators know that the first reading
will not be the final decision, much of the non-essential argument is omitted,
and by the time of the second reading, the point at issue is usually seen to be
unimportant and is forgotten. Thus the manuscript does not have as many
compromise decisions and the Cebuano is more natural than it would
otherwise be.)

The HILIGAYNON COMMITTEE is composed of five full-time translators
including four Protestants and one Catholic priest. From the beginning one
of the translators served as the Coordinator. Some changes in the organization
were necessary and once these changes were made, the committee began to
function much better with new procedures and the right kind of encourage-
ment. The Hiligaynon people are by far the most conservative of the major
language groups and they do not take to innovations quickly. The incentive
bonus served as one factor in loosening this group and now the team is
making steady progress and is rapidly catching up with the other teams.

An expatriate, Rev. Noel D. Osborn, has served as the Coordinator of the
ILocano CoMMITTEE from the beginning. The committee is composed of six
full-time translators including one Catholic priest and one Catholic layman.
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This fact has been one of the impeding factors in the output of the group.
Administration has been the forte of the Coordinator and the procedures
outlined in TAPOT have been carefully followed with refinements. The team is
the most highly organized of our groups. At first the translators seemed to be
somewhat frustrated by all the organization even though they took pride in
it, but now they see its value and are always looking for organizational ways
to improve their efficiency.

The TAGALOG COMMITTEE began the joint translation work with about
909 of the New Testament in draft form and most of it virtually ready for
publication. Since principles of dynamic translation had been followed, many
times the result was not in keeping with the “literary taste” of a group with
long established literary tradition. As a result, the team found the going very
slow at the beginning. Rev. Louis Dorn, the Coordinator, was the exegete
teamed with the former translator and he found the role of administrator of
the new group something entirely new. Organization, developing into a team,
and the defining of principles and procedures took considerable time so that
the other teams rapidly caught up with this team that began far in the lead.
The new incentive bonus was greeted with scepticism and efforts to speed the
work met with serious resistance. However, the incentive bonus during the
last few months has served to encourage the committee to eliminate the
difficulties which they encountered from a situation where two part-time
translators are teamed with three full-time translators including one Catholic
priest and two Protestant ministers. One of the part-time translators is the
former translator, and committee discussion on her material is held only
when she is present.

We have, then, five projects with from three to six translators working
full-time in committees with various degrees of coordination. We also have
both full-time and part-time translators and the incentive bonus is applied to
both.

The plan has given initiative to the various translators to find ways to use
the abilities of the translators wisely and to schedule the use of the time for
the most efficiency. Some of the adjustments made by various committees
illustrate this well.

The bottleneck in several of the committees has been at the written
comment step. None of the groups have been able to do effective comments
at the proposed level of production. In spite of this, two of the teams have
retained the written comments while three of them have made the same basic
adjustment. Typed drafts are circulated in advance of the discussion and each
translator is expected to note on his copy difficult areas with a proposed
solution and reasons for the changes proposed. The draft is then read in the
plenary session where the problems are cited verbally and the solution is
worked out by the team. The basic translator is still responsible for matters
of exegesis and style and he records the decision on a clean copy of the draft.
Sometime later (not the same day), this revised draft is read to the committee
and the final decision is reached. The result of this second reading is typed as
Stage 1. This system has been faster and is reasonably accurate exegetically.
Naturalness of language seems to be much improved on the basis of these
two oral readings.
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Another difficulty has been the fact that previously, all translators were
expected to participate in the committee discussions, but in several cases some
translators made little or no contribution to the discussion although they
produced very good work individually, Several teams have now reduced the
number involved in the committee sessions so that committee work is acceler-
ated, and these individuals are assigned other necessary work where no points
are involved and they receive the committee points. In some cases where
individual rate of production is slower than the rest, the translator is en-
couraged to work on point-producing material so that the committee will
not be delayed waiting for his material. The individual works in the same
room so that if he does have a point to make in discussion he can do so.

Formerly, much time would be lost in committee deadlocks but now the
teams have a self-imposed limit on discussion of any one point, and dead-
locks are referred to the basic translator (or someone designated by the
group) to bring a proposed solution or solutions with a clear statement of the
problem so that the committee can make a wise decision. Compromise
decisions which please no one are often avoided in this way.

Sometimes unnecessary steps in the process are eliminated. For example,
Stage 2 and Stage 3 can be combined into one discussion which will take a
minimum of additional time and the committee can receive double points on
the material discussed. Points for the Stage 3 are then a windfall in the form
of bonus.

Secretaries are used to collate the comments which come from the Review
and Consultative Committees. When the comments are received, the basic
translator is responsible for evaluating the comments and giving them a
rating so that the comments can be presented to the group in an intelligent
way. The committee is responsible for decisions on all changes made in the
later stages. Usually some comments are accepted readily, some immediately
rejected, and the questionable comments which arise from difficult readings
are recast to solve the problem.

Production Increase after Eleven Months on the Incentive Bonus Plan

On pages 184 and 185 is a chart giving a summary of the monthly averages
of production (1,000 point weekly basis) per translator by committees. The
first column gives a summary of the overall average for the first twenty
months before the incentive bonus went into effect. The next eleven columns
give the monthly averages for the year 1970 under the IBP.

The Bikol Committee has not shown the same consistent rise in production
that the other committees have. The primary reason for this is that they have
had the problem of inadequate committee time since the Catholic priest-
translator has found difficulty in meeting with the group more than an
average of one or two days a week. In February and March, they worked on
drafting Old Testament materials but when they finished, they could only
work on improving what they had translated and reported. However, in
December the committee transferred to a new location closer to the parish of
the Catholic priest so that he can give more time to translation work.

The traumatic effect of the threat of the budget decreases can be seen in the
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lowered production of the Ilocano Committee during the month of November.1
It took them approximately two months to recover from the threat of losing
one of the team to the budget cut. They chose to give up the incentive bonus
rather than to release a translator. Part of the incentive bonus has been
restored but only at the three-centavo level and not on the earlier seven-
centavo level.

On pages 187—9 three graphs are used to picture the same information
so that we can visualize the increase in production. The first graph gives a
comparison of the production for the various committees. The second graph
breaks the production down according to the individual work and committee
work. Under the averages, approximately 30 9/ of the points earned should be
for committee work and 709 for individual work. The combined points of
the translators for the committee work will reflect the fact that from 50 to
659 of the time will be used in committee discussion depending on the size
of the committee. A lack of balance is seen in two of the groups.

The effect -of the increase in production is dramatically seen when we
compare the length of the project estimated on the basis of the average
production for the first twenty months with the length on the basis of the
average production after thirty-one months. According to the Incentive
Bonus Plan, the projects should be completed in about seven and a half
years. On the basis of the first twenty months of production, the Cebuano
project would have taken about fourteen or fifteen years, the Hiligaynon
about twenty-three years and the Ilocano about sixteen years. The averages
have been increased to the point that ten years have already been cut off the
Hiligaynon project in eleven months, six years off the Ilocano project, and
five years off the Cebuano project. As long as production continues at the
present level, the length of the project continues to decrease. Every week the
Hlocano Committee is reducing the length of its project by three or four
weeks. After thirteen months on the IBP, the total Ilocano project has been
reduced to nine and a half years.

The five projects in the Philippines projected on the 1,000 point monthly
and weekly average basis are set out below.

Monthly Weekly Percentage of

average average project

projection projection completed

annually
Bikol 94,552 (7-9 years) 378,208 12-7%
Cebuano 78,542 (6-5 years) 314,170 15-49%
Hiligaynon 77,698 (6-5 years) 310,793 15-4%
Ilocano 77,623 (6-5 years) 310,491 15-4%
Tagalog 86,089 (7-2 years) 344,350 13:9%

! Budget cuts were required in all language projects due to shortage of funds at this
time (Editor.)
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Percentage of the projects completed through December 1970:

First 20 months Months under IBP  Total percentage
Bikol 14-0% 8-99* 22-99,*
Cebuano 14-49 16-2%, 30-6%
Hiligaynon 9:5% 16-2% 25-7%
Hocano 11-9% 15-6% 27:5%
Tagalog 14-0% 11-7% 257%

* Represents only nine months under the IBP to the end of October.

Report on Time Allowed for the Various Steps

The committees were instructed to keep a record of the time actually used
for the various steps of the translation process. Unfortunately only one of the
committees followed the instructions to the point that detailed and accurate
records are available. The records of the other committees are either in-
complete or reported in such a way that the report is not usable.

The Ilocano group is one of the two committees that followed the standard
plan and the only one that kept a detailed and accurate record on time. In
the following table, the theoretical time is compared to the actual time as
reported by the Ilocano team in averages for five months from April to
August. The report gives the minutes used for each verse.

ILocANO COMMITTEE (5 months from April to August)

Narrative Non-narrative

Theory  Actual Ranges Theory  Actual Ranges
Drafting 19min. 25min. (14-33) 35min. 40min. (31-54)
Comments 2-4 4-6 -1 4-8 5-25 (3-10%)
Revision 6-0 12-0 10-75 (5-15%)
Stage 1 6-0 7-0 12-0 6-0
Stage 2 2-4 3 4-8 7-5
Stage 3 2:4 4-8

The Cebuano Committee made adaptations in the plan and the following
represents a typical month (December), but not all the study time is included
in the time reported.

Narrative Non-narrative
Drafting 12-9 min. (12-14) 15-0 min. (13-18)
First reading 4:6 3-8
Stage 1 2-9

For comparison with the Cebuano report, we have some incomplete data
from the Hiligaynon team which follows essentially the same plan but reports
the material only when it reaches Stage 1. The time is incompletely reported
since we know that some of their work is done at home and only office hours
are reported. (This table is on page 186, half way down.)
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IrocaNo
Narrative
Base verses Minutes for Point value Base verses
each day each verse each verse each day
Individual
Draft 25 19-0 8-0 13
Review 200 2:4 1-0 100
Revised 80 6-0 25 40
Committee
Stage 1 80 6-0 2:5 40
Stage 2 200 24 10 100
Stage 3 200 2:4 1:0 100
Totals 16-0

Summary of average point production per translator by Committee to show the

20
months) Feb. Mar. Apr. May June
Pre-IBP

BikoL

Individual 2,058 1,751 694 643 976

Commiftee 47 19 0 142 139
Total 663 2,105 1,770 694 785 1,115
CEBUANO

Individual 350 778 305 771 231

Committee 494 127 627 542 1,216
Total 565 844 905 932 1,313 1,447
HILIGAYNON

Individual 1,072 534 200 183 270

Committee 207 323 399 753 385
Total 369 1,279 857 599 936 655
ILocaNo

Individual

Committee
Total 482 605 693 886 1,268 1,576
TAGALOG

Individual 448 442 403 956 423

Committee 219 93 225 121 465

Total 601 667 535 628 1,077 888
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mmapt—

' 6 Translators
Non-narrative
Minutes for Point value Total points Total work Work days
each verse each verse for project days (base) for
committee
lwork
35-0 15 340,088 1,700 284
4-8 2 220,705 1,102 184
12-0 5 110,353 552 92
*Work
12-0 5 662,112 3,311 552
4-8 2 264,846 1,324 220
4-8 2 264,846 1,324 220
31 1,862,950 9,313 1,552

¢ increased point production after the Incentive Bonus Plan became operative

(after
July Aug. Sept. Oct. Nov. Dec. 31 months)
Aver
461 362 415 262 after
_ 139 94 86 115 29 mo
600 456 501 377 747 see
_ Explanation
470 624 928 965 1,114 1,155
_ 236 271 161 326 460 410
_ 706 895 1,089 1,291 1,574 1,565 775
266 234 492 384 402 583
5 317 723 1,476 1,087 1,041 1,315
_ 583 957 1,968 1,471 1,443 1,898 646
312 449
_ 294 575
1,498 855 1,263 1,470 606 1,024 658
524 564 565 935 723 787
559 272 237 216 403 563

1,083 836 802 1,151 1,126 1,350 715
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A summary of the chart shows the following results of the IBP so far:

Average for Average for Overall
1st 20 mo. reported mo.  average after Increase of
on IBP 31 mo.
Bikol 663 934 747 (9 mos) 84
Cebuano 565 1,151 775 210
Hiligaynon 369 1,149 646 277
Average for Average for Overall
1st 30 mo. reported mo.  average after Increase of
on IBP 31 mo.
Ilocano 482 1,068 658 176
Tagalog 601 923 715 114

With two additional months, the Ilocano Committee has increased its overall average to
725.

HILIGAYRON COMMITTEE

Narrative Non-narrative
October December October December
Drafting 6-9 13-2 18-2 20-6
Stage 1 4-4 11-2 5-4

Several of the committees are known to be working extra time in order to
achieve bonus points. It is obvious that the Ilocano Committee is working
extra since the ratio of time per verse is higher in actuality than according to
the standard plan. Other committees are reporting only what they do with
the actual forty hours a week which is required but they are known to be
working at home at night and at weekends. The Ilocano group has frequently
been meeting on Saturdays and some of the translators are working at home
at night.

One of the more obvious differences between theory and actuality is that
when the TEV is used as the base for the translation, it does not take twice
as long to process a verse for the difficult material although there is slightly
more time used. In the Old Testament material, one translator has stated
that when the RSV is used as the base, the narrative material of Leviticus and
Numbers is just as difficult as the Psalms. Probably the point system should
be revised to reflect this.

The written comments and revision from written comments take a longer
time than an oral process used by the other committees. The written com-
ments seem to be more thorough but the oral readings produce a more
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natural translation in the receptor language. The time reflected in the two-
reading system is not completely accurate since there is some preparation for
the readings which is not included in the time reported.

Problems Experienced in the Plan

The point system on first appearance seems to favor the translator at the
drafting level. Since there seems to be more bonus at this point, the translators
have had a desire to work chiefly on this level. In fact, two committees have
constantly asked for more material to translate but are told to catch up on
their committee work. Actually the translators can achieve more bonus if they
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concentrate on teamwork within committee discussion. One translator has
commented that the quality of some drafting decreased but that the overall
quality had been maintained due to the rest of the translation process.
However, this puts a burden on the rest of the translators in the succeeding
steps.

The administration of the plan requires considerable time at present as the
Translations Department must carefully check all reports turned in. This
problem is gradually easing itself as the difficulties are worked out of the plan
and better administration is effected at the committee level. The plan does
need to be simplified for administration although proper training on the part
of the translators would simplify the administration.

A number of translators have suggested that the output levels outlined in
the plan are not realistic, especially the output for commenting and revising.
Sometimes the IBP reports will reflect ten to twelve hours of work rather
than an eight-hour work day. This questions the goal of six years for the
completion of the translation of the Bible,

Since the IBP began, the Philippine Bible Society has standardized salaries
on the basis of job descriptions. The translators have been included and for
the first time are receiving adequate salaries. In November 1970, when the
new salary structure became effective, one of the original reasons for the plan
no longer existed, but on the basis of production we decided to maintain the
bonus plan at the seven centavo level as an encouragement. The new salary
scale makes the first 1,000 points worth about eleven centavos per point.

The main question everyone asks is about the quality of the translation
when production soars. There has been no real indication that quality has
suffered and in some cases there have been indications that the quality of the
translation work of some committees has improved. The consensus of the
translators is that the quality has either remained constant or has improved
overall. A few reviewers have made extra side comments about the later
translation indicating that in their minds the translation is better. The work
of some translators which was severely criticized by reviewers is still more
criticized than the others, but the committee is usually able to compensate at
later steps on the basis of comments received. In general, I have found that
the desire for a good translation has not been minimized for the translators,
and consequently they are still seeking to produce the best translation possible.

Considerations and/or Recommendations on the Use of the IBP

Careful selection of the translators provides the basis for an effective IBP.
The translators selected should be highly motivated to do good work and
conscientious in the performance of their task.

1. For the plan to work effectively, close supervision is required. Preferably
there should be a Coordinator who is not a member of the Editorial Com-
mittee.

2. No translator should be allowed to translate more than the equivalent of
one chapter until his material has been processed through committee dis-
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cussion. If the basic draft is not done well (to the point that the translator
would not be willing for it to be published if necessary), then the rest of the
translation process will be slowed considerably. The rest of the process
should be making a good translation better.

3. To accomplish a balance in the various stages, a schedule of work (see
appendix) should be worked out for the committee so that the processing will
be kept up to date and so that a backlog of material will not build up waiting
for discussion and approval. However, it should be noted that this will
require committee discussion of material from several portions to proceed
simultaneously.

4, The Review and Consultative Committees should be established within
two months after the Editorial Committee begins its regular routine of work.
Probably extra reviewers should be lined up since the production pace of the
IBP usually exceeds the production pace of the reviewers.

5. The committee of translators should not be larger than four in number
and three seems to be an ideal number provided they are carefully selected.

6. Perhaps the bonus should not be paid on the basis of individual work
but should be paid at the stage when the material passes through the
committee discussions. If bonus is paid on the basis of individual work, it
should be paid only at the time of revision when the material is ready for
committee consideration.

7. The plan should not be operated in the initial stages of the translation or
until the group has worked through Mark and has established its principles
and procedures. Once the group has had a chance to form into a team, the
plan can be operated effectively.

8. The abilities of the individual translators should be of prime consideration
in the determination of those doing draft work and those participating in the
committee discussion. This will require adjustments in the way the incentive
bonus is paid so that payments will be equal and fair.

APPENDIX

Sample Plans of Work for Committees on the Incentive Bonus Plan

For the Incentive Bonus Plan to work at its best, it is necessary for com-
mittees to maintain a balance in their work program from the beginning so
that there will not be a build-up of material waiting for committee discussion
and action, and so that emergencies will not arise because the committee
cannot meet for an extended period of time.

Before the Incentive Bonus Plan becomes effective, the committee should
finish the Gospel of Mark to Stage 1 while working out their principles for
translation.
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Committee of Four (working full-time)

Week 1 Narrative Pts. or Non-narrative Pts.
16 hrs. translating 50 vs. x4 = 200 vs. 400 28 vs. x4 = 112 vs. 420
6 hrs. commenting 150 vs. 150 84 vs. 168
5 hrs. revising 50 vs. 125 28 vs. 140
13 hrs. Stage 1 130 vs. 325 65 vs. 325
40 hrs. 1,000 1,073
Remaining for Stage 1 discussion 70 vs. or 47 vs.
Week 2
11 hrs. translating 36 vs. x4 = 144 vs. 288 18 vs. x4 = 72vs. 270
4 hrs. commenting 108 vs. 108 54 vs. 108
4 hrs. revising 36 vs. 90 18 vs. 90
21 hrs. Stage 1 214 vs. 535 119 vs. 595
40 hrs. 1,021 1,063

At this point, the committee of 4 would be completely caught up and ready
to move on to the next two weeks of work. Whenever the committee receives
material back from the Review and Consultative Committees, it should give
priority to finishing that material to Stage 3 before moving ahead with fresh
material to translate.

Committee of Three (working full-time)

Each Week

16 hrs. translating 50 vs. X3 = 150 vs. 400 28 vs. X3 = 84 vs. 420
4 hrs. commenting 100 vs. 100 56 vs. 112
5 hrs. revising 50 vs. 125 28 vs. 140

15 hrs. Stage 1 150 vs. 375 84 vs. 420

40 hrs. 1,000 1,092

Any verses beyond these weekly goals would build points for bonus pay-
ment. However, the committee should at all times seek to maintain the
discussion of the committee at a pace that will not permit the build-up of a
backlog of material waiting for committee discussion.



