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ABSTRACT 

 

Language Development Cluster Projects: A Mixed Methods Analysis 

Adrianne Baumunk 

Master of Arts 

with major in 

Language and Culture Studies 

Dallas International University, July 2022 

 

Supervising Professor: Stephen Walter, Ph.D. 

 

After seventeen years of engaging cluster projects, this mixed methods analysis 

examines design and performance indicators of time, cost, and consultant checked verses 

to assess this strategy used in global Bible translation efforts. Though the cluster strategy 

is postulated to accelerate Bible translation and enable partners to bring an end to global 

Bible poverty in this generation, this twenty-million-dollar investment shows indications 

of underperformance. With the shared vision to reach all nations with a remaining need 

for scripture translation by the year 2025 looming, partnering entities need to decide if 

the cluster strategy is a viable investment to achieve this end.
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Chapter One: Introduction 

1.1.  Problem  

Millions of dollars in donations are invested every year in Bible translation. As a 

significant strategy to end Bible poverty, Seed Company allocates a portion of these 

funds to language development cluster projects. Unfortunately, no one as yet has been 

able to accurately identify the return on the investment in the cluster project strategy. This 

is a detriment to Seed Company and its partners as, without this information, Seed 

Company runs the risk of continuing to fund an underperforming strategy. Seed Company 

claims to excel at project oversight and financial stewardship. As a matter of integrity, 

Seed Company must determine whether they are planning and executing cluster projects 

in the most effective manner. 

The cluster project strategy has been engaged in for decades among language 

development organizations around the world, yet this strategy has not been evaluated to 

determine to what degree it is succeeding or failing. Researchers from various entities, 

such as SIL International and Seed Company, have examined cluster projects and have 

delineated best practices, foundational team organization, and cohort consultant checking 

strategies. They have also identified case studies on specific project elements including 

strategy and impact. Indicators of success for cluster projects are highly subjective and 

differ between projects as they are based on the individual language goals, overall project 

goals, and the varying perspectives of project stakeholders. Crafting cluster project plans 

requires thorough consideration of key project management factors including time, cost, 
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and scope. Cluster project oversight requires a constant monitoring to balance these 

factors in light of challenges on the field associated with multiple language engagements. 

Types of challenges that impact project monitoring include unexpected events and 

expenses, delays in the translation process, and personnel issues. This thesis is a 

preliminary examination of the design and performance indicators of success of time, 

cost, and quality consultant checked verses (CCV) for written1 Bible translation cluster 

projects. This mixed methods research aims to show the degree to which Seed Company 

cluster projects are meeting their planned goals and identify gaps in project management 

as well as avenues for improvement to the cluster project strategy.  

Cluster projects, or multi-language projects, are a strategy used by language 

development entities to address the remaining Bible translation need by engaging more 

languages simultaneously. Some cluster projects seem to succeed to a higher degree than 

others. These varying levels of success are subjectively identified and expressed through 

various perspectives of individuals involved in cluster projects including project 

management, staff, partnering entities, mother tongue translators (MTTs), and language 

communities. Cluster project plans differ from one another in the number of languages 

engaged, rationale, location, structure, plan, team size, goals, schedule, funding, 

activities, outputs, outcomes, and impacts. There is currently no industry specific rubric 

 

 

1 Throughout this thesis, a written cluster project refers to one which focuses on a written 

Scripture text as the main output of the project. Seed Company also develops oral translation 

cluster projects, oral storying cluster projects, and Deaf storying cluster projects which produce 

different outputs. The terms cluster(s) or clustering will refer to written cluster projects 

throughout this thesis.  
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for evaluating how well project management entities are able to account for all of these 

variables in the planning and management of cluster projects. With strategic project 

management being a criticized yet integral part of global Bible translation efforts, how do 

project monitoring entities such as Seed Company gauge their ability to assist in planning 

and executing cluster projects in global partnership? 

Several issues arise in the pursuit of identifying and measuring indicators of 

management success of language development cluster projects. First, terminological 

issues have plagued discussions of cluster projects and cluster strategies within language 

development circles and have resulted in confusion and misunderstanding. Therefore, 

establishing industry specific terminology and definitions are necessary. Second, cluster 

project management in language development has a theoretical foundation in business 

project management. It is imperative to examine business project strategies and 

evaluative measures in order to identify their benefit to language development strategies. 

Finally, defining success is subjective and can be categorically different based on the 

industry, project, or stakeholder perspective. This study is constrained to the stakeholder 

perspective of Seed Company and partnering agencies that report on the projects to 

determine the degree to which Seed Company assists partners in planning and managing 

for quality results in language development cluster projects.  

Timely evaluations are necessary in business and in language development as they 

can help identify preventable issues that are impeding project goals and limiting 

organizational impact. Seed Company has been engaging in written cluster projects for 

almost two decades. However, cluster projects have been evaluated organizationally on a 
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project-by-project basis. This has mostly been done through annual and project lifetime2 

monitoring by the Seed Company Field Project Managers (formerly Field Coordinators) 

and Financial Analysts. While individual project monitoring and annual evaluations are 

effective and helpful, there is room for identifying the accuracy with which Seed 

Company is able to successfully plan and execute the cluster project strategy across the 

organization. 

1.2. Purpose  

The purpose of this mixed methods study is to identify the consistency with which 

Seed Company’s written cluster projects achieve a level of project management success, 

identify trends, and present areas for future interventions for strategy refinement. For the 

quantitative analysis, success for all three variables of time, cost, and CCV is indicated by 

the outcome being within 10 percent above or below the project plan. The independent 

planned variables will be compared to the dependent actual outcomes for each of the 

three variables in the seventy-two cluster projects3 across Seed Company’s history. 

Intervening variables that will be accounted for in this study include changes to time, 

budget, and CCV goals which are known as changes to the plan. These changes include 

time extensions, budget revisions, goal revisions, underspending revisions, language 

 

 

2 Lifetime indicates the timeline outlined in the project plan or negotiated in timeline extensions. 

It entails the time included in the project in a single phase of development. 
3 Some cluster projects included in this study have multiple development phases of the same 

grouping of languages. The term ‘cluster projects’ implies that these are individual project plans, 

but not necessarily novel sets of languages in the cluster when in a phase 2 or phase 3 project. 

The cluster projects in this study could also be understood as seventy-two cluster project phase 

units. 
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additions, and language terminations. The results for each independent variable will be 

compared across phases of development, a framework intervention, project performance 

ranges, and operational regions to identify the performance of the cluster strategy in 

partnership with Seed Company. The data included in this study were collected prior to 

the 2020 COVID-19 shutdown that impacted language development projects worldwide. 

Therefore, there is no discussion of COVID-19 impact on the projects in this study.  

The qualitative studies in this thesis elucidate causes for intervening variables, or 

changes to the plan, as well as identifying trends among underperforming clusters. An 

analysis of changes to the plan is presented in chapter five. As a substantial portion of the 

clusters in this study underperformed in reaching their CCV goals, it is necessary to 

determine causes that contributed to this outcome. Therefore, the qualitative study on the 

causes of cluster project CCV underperformance will be discussed in chapter seven.  

1.3. Theoretical Perspective 

1.3.1. Business Project Management 

 Identifying and measuring success indicators for language development cluster 

projects are rooted in business theories of measuring project management success. 

Bannerman (2008) outlines a multi-level spectrum that measures the success of various 

aspects of projects from the most tactical to the most strategic. Bannerman’s framework 

shows five levels of project success, seen in Figure 1.1 below, where levels one and two 

address project aspects, level three addresses product deliverables, and levels four and 

five address organizational level aspects.  
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Figure 1.1 - Five Levels of Project Success (Bannerman 2008) 

 

In this model, level one addresses processes, governance, and risk at the most 

tactical and technical point on this scale. Level two focuses on project management 

success including time, budget, and project scope. Level three addresses product 

deliverables including specification, quality, and acceptability. This is the area that 

gauges derived value of user success and client satisfaction. Level four focuses on the 

internal business success including achieving goals and reaping benefits within the 

organization. Level five is the strategic and external success of the organization in the 

industry or market in which it operates among its competitors. With this business theory 

in mind, the quantitative research in this study address the elements of time and cost in 

level two as well as a combination of scope and quality in levels two and three. The 
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qualitative aspects address level one which involves process success including planning 

and management. Levels four and five will not be addressed in this study as they are 

beyond the scope of this thesis. A more complete examination of levels one, four, and 

five could prove useful in future studies on cluster projects.  

Variables of time, cost, and quality are traditional business project success 

indicators and are known as the “iron triangle.” Discussions of the iron triangle are 

prevalent across the business project management industry (Bannerman 2008; Verzuh 

2008; Caccamese and Bragantini 2012; Kloppenborg, Tesch, and King 2012). More 

current trends in project management outline time, cost, and scope as the three constraints 

in the iron triangle for measuring project management success (Westland 2018). While 

the elements of time and cost remain consistent in the iron triangle, the third element has 

varied over time. Though some may measure for quality and scope as a single variable 

(Verzuh 2008), others consider scope and quality to be separate measurements of success 

(Bannerman 2008; Westland 2015; Westland 2018). The variables of time, cost, and 

scope are held as technical and tactical measurables for gauging the project management 

level of success (Bannerman 2008; Kloppenborg, Tesch, and King 2012). 

While time and cost are primary measurements in this study, scope and quality 

comprise the third measurable of the iron triangle for written cluster projects. Choosing 

between scope or quality as the measurable in the iron triangle for project success 

depends highly on the parameters of the project and industry in question. However, the 

measurement used in this study will be the number of consultant checked verses (noted as 

CCV from here on out) outlined in project plans, tracked throughout the project, and 



8 

 

reported upon completion. This will allow for a quantifiable measurement of scope as 

well as adhering to a level of quality control as these verses have gone through the 

consultant checking process to meet industry quality standard in Bible translation. The 

project level scope of a written cluster project may include other objectives such as 

translator training, scripture engagement, literacy, scripture recording, ethnomusicology 

seminars, or film dubbing. However, this research uses the CCV variable to ascertain the 

degree to which clusters plan and achieve their written translation goals.  

1.4. Research Questions and Hypotheses 

1.4.1. Research Questions  

Seed Company has an expectation for written translation projects to complete 

their translation goals within 10 percent above or below the project’s planned timeline, 

budget, and translation goals. With the data collected in this research, descriptive and 

inferential statistical tests were completed, and additional qualitative data was collected 

and collated to address the following research questions: 

1. To what degree are written cluster projects achieving their planned 

variables of time, cost, and CCV? 

2. Has Seed Company improved their engagement of cluster projects over 

time to plan for and manage for the variables of time, cost, and CCV? 

3. What are the causes and resulting impact of the changes to the cluster 

plans? 

4. What causes cluster projects to underperform their CCV goals? 
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1.4.2. Hypotheses 

To address the first research question, the following hypotheses have been 

statistically tested within each project phase. With α = .05, this determines the likelihood 

that written cluster projects are executed within the expectations of the project plan for 

time, cost, and CCV. 

H01: There is no significant difference between the planned time and the actual 

time. 

Ha1: There is a significant difference between the planned time and the actual 

time. 

H02: There is no significant difference between the planned cost and the actual 

cost. 

Ha2: There is a significant difference between the planned cost and the actual cost. 

H03: There is no significant difference between the planned number of consultant 

checked verses and the actual number of consultant checked verses. 

Ha3: There is a significant difference between the planned number of consultant 

checked verses and the actual number of consultant checked verses. 

To address the second research question, the following set of hypotheses have 

been tested using various statistical tests. With α = .05, these tests identify whether 

project planning and execution is increasing in accuracy across each of the three project 

phases. 
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H04: There is no significant difference between the planned time and the actual 

time between development phases4. 

Ha4: There is a significant difference between the planned time and the actual 

time between development phases. 

H05: There is no significant difference between the planned cost and the actual 

cost between development phases. 

Ha5: There is a significant difference between the planned cost and the actual cost 

between each development phases. 

H06: There is no significant difference between the planned number of consultant 

checked verses and the actual number of consultant checked verses between development 

phases. 

Ha6: There is a significant difference between the planned number of consultant 

checked verses and the actual number of consultant checked verses between development 

phases. 

Additional tests were performed to address the time constraint intervention which 

Seed Company began introducing and requiring in 2012. This intervention is the impetus 

for outlining these projects in the initial and current framework divisions. This thesis 

presents this framework division as a result of an intervention by Seed Company to 

restrict project plans from nine years to three years. The projects that began prior to 2012 

 

 

4 A development phase is a single project timeline and detailed outline of language development 

work to be completed within the time frame. Phases of development are at times consecutive, use 

the same name, and may entail the same languages.  
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are included in the initial framework and projects that began in 2012 and later constitute 

the current framework. 

The following hypotheses were tested with α = .05 to identify if this intervention 

had any effect on the ability to complete the project variables as planned.  

H07: There is no significant difference between the planned time and the actual 

time between frameworks. 

Ha7: There is a significant difference between the planned time and the actual 

time between frameworks. 

H08: There is no significant difference between the planned cost and the actual 

cost between frameworks. 

Ha8: There is a significant difference between the planned cost and the actual cost 

between frameworks. 

H09: There is no significant difference between the planned number of consultant 

checked verses and the actual number of consultant checked verses between frameworks. 

Ha9: There is a significant difference between the planned number of consultant 

checked verses and the actual number of consultant checked verses between frameworks. 

To address the third research question, data collection and analysis were 

performed on all cluster projects with any type of change. These data were collated and a 

typology of causes for change to each of the iron triangle variables was outlined. This 

resulting typology identifies common causes for changes to time, cost, and CCV 

experienced throughout cluster projects. This information can be used by agencies for 

future interventions on cluster management and changes.  
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Addressing the fourth research question triangulates quantitative data with the 

qualitative causes for delays listed in the quarterly narrative reports and other project 

documentation. The CCV performance range5 results divide the cluster projects into three 

performance categories for ease of comparison of both quantitative and qualitative data. 

For the lowest performing projects, an in-depth analysis of project reporting was 

performed which resulted in a typology of causes for project underperformance.  

1.5.    Definition of Terms  

1.5.1. Introduction  

Language development cluster projects are heralded as a part of the strategy to 

achieve a successful end to global Bible poverty. In order to understand exactly what a 

cluster project is, a differentiation between projects, programs, and ongoing operations 

must first be understood. Next, an industry specific definition of a cluster will be 

explained. Finally, the definition of a language development cluster project will be 

presented. 

1.5.2. Project, Program, and Ongoing Operations  

Seed Company engages partners in scripture translation at the project level as a 

part of their language development strategy. As a strategy, engaging in projects differs 

from ongoing operations or programs. Projects, programs, and ongoing operations are 

 

 

5 Performance ranges were created to reasonably divide projects into three main categories, those 

that completed less than planned, as planned, and more than planned. Performance ranges will be 

outlined in subsequent chapters and discussed throughout this thesis. 
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distinct levels of management. This terminology will now be outlined for conceptual 

clarity. Projects are defined by Project Management Institute (PMI) (2020) as:  

A temporary endeavor undertaken to create a unique product, service or result. A 

project is temporary in that it has a defined beginning and end in time, and 

therefore defined scope and resources. And a project is unique in that it is not a 

routine operation, but a specific set of operations designed to accomplish a singular 

goal. 

Projects operate on a micro-level to achieve clear goals on a fixed budget in a 

finite timeline (Verzuh 2008, 13). Projects are designed to produce a novel one-time 

product to the scope and quality outlined in the project plan (14). It is imperative that all 

stakeholders engaging in a project agree to the terms of the project timeline, costs, and 

scope/quality of deliverables whether it is a tangible product or completed set of 

activities. 

Programs are distinctly different from projects and function on a middle or meso-level. 

Marmor and Bartels (2019) state that projects can be a part of programs and contribute to 

the program’s goals though programs function at a higher level (30-31). In a conference 

paper titled, “The new PMI standard for program management,” Ross and Shaltry (2006) 

outlines of the definition of a program as: “A group of related projects managed in a 

coordinated way to obtain benefits and control not available from managing them 

individually. Programs may include elements of related work outside of the scope of the 

discrete projects in the program.” With this definition in mind, it is clear that programs 

may include projects in their workload but are not themselves operating as a project. 

Programs are more open ended in both their timeline and goals (Verzuh 2008, 28). In a 

presentation titled, “Programs Are Not Projects: Boosting Program Management 



14 

 

Effectiveness,” J. LeRoy Ward (2009) displays the spectrum of differences between the 

functions of a project and a program as seen in Figure 1.2 below.  

 

 

Figure 1.2 - Project and Program Differences (Ward 2009) 

 

Ongoing operations differs from both projects and programs in that it is the 

function of organizations on a macro-level. Ongoing operations keeps the business or 

organization running and is the vehicle for managing change within the organization 

(Garfein, Horney, and Nelson 2013). Moreover, it is at the operations level that the 

outcomes of projects and programs are evaluated in order to adjust organizational 

strategy (Garfein, Horney, and Nelson 2013). Ongoing operations will entail a budget but 

no definitive timeline or delineated single novel product. Ongoing operations are tasked 

with monitoring and evaluating projects and programs to ensure their effectiveness. 
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Figure 1.3 below illustrates the relationship between the micro-level of projects, the 

meso-level of programs, and the macro-level of ongoing operations. 

 

 

Figure 1.3 - Relationship of Operations, Programs, and Projects 

 

It is important to distinguish the relationship between these three levels in 

language development work as they aid in the discussion of cluster project strategies as 

entities can operate in both cluster projects and cluster programs. Table 1.1 below 

delineates parameters for ongoing operations, programs, and projects including elements 

of budget, time, and outcomes for each level of management. 

  

Ongoing 
Operations

(Macro-Level)

Programs 

(Meso-Level)

Projects

(Micro-Level)
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Table 1.1 - Functions and Outcomes of Operations, Programs, and Projects 

 Level: May Include: Budget: Time: Outcomes: 

Ongoing 

Operations 

Macro 

 

Organizational 

activities, 

programs, and  

projects 

Large, annual, 

ongoing  

Clear start, 

no stated 

end date  

Functional 

system of 

operations 

Programs Meso 

Repeated 

ongoing 

activities, and 

projects 

Annual, 

specific to 

ongoing 

activities of 

the program 

administration 

and included 

projects 

Clear start, 

no stated 

end date 

Ongoing 

activities, 

and 

repetitive 

products 

Projects Micro 

Specific 

outline of 

activities 

leading to a 

desired 

product  

Definitive, 

costs for 

specific 

activities to 

produce a 

desired 

product 

Clear start 

and end 

date, agreed 

upon by 

stakeholders 

Novel, 

quality 

one-time 

product 

 

 

When engaging in language development partnerships, it is necessary to establish 

the level of management in which various partners invest and operate. While Seed 

Company engages in language development at the project level with partnering 

organizations, it does not engage at the program level with field partners. However, 

outside of Seed Company engagement, partnering organizations may work in all three 

levels within a single organization. Within such entities, they may have a language or 

cluster program that is beyond the scope and timeline of a single project while 

concurrently partnering at the project level with various organizations. Figure 1.4 below 

shows the three levels of management for Seed Company and partnering organizations.  
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Figure 1.4 - Three Levels of Management 

 

1.5.3. Cluster  

It is difficult to delineate precise and unified definitions for the plethora of cluster 

terminology. While some language development organizations have shifted from the term 

“multi-language project” to “cluster project,” others have not. There are many uses of the 

term “cluster” in language development including: cluster (Marmor and Bartels 2019), 

clustering, cluster strategy (Simons 2012), cluster approach (Higby 2007; Lewis and 

Stalder 2009; Ring 2011), cluster development, cluster project, linguistic cluster (Higby 

2007; Lewis and Stalder 2009), sociolinguistic cluster (Lewis and Stalder 2009), 

operational cluster (Higby 2007), language program cluster (Lewis and Stalder 2009), 

and business cluster (Porter 2000).  

Ongoing Operations

Seed Company

Partnering 
organizations 
operating in various 
countries

Programs

Partnering 
organizations 
engaging language 
communities longer 
term

Projects

Seed Company's 
engagement with
partnering 
organizations 
operating in global 
language 
communities 
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A cluster strategy in language development is defined as two or more language 

teams working concurrently and at times collaboratively on their respective language 

development work in order to pool personnel and resources (Higby 2007; Lewis and 

Stalder 2009; Ring 2011). Cluster strategies are more complex than single language 

initiatives from formation and scope to monitoring and outcomes.  

There are numerous rationales for engaging language communities in a cluster 

approach including community willingness, linguistic relatedness, social connections, 

geographic location, operational necessity, shared training and translation goals, and 

other cohesive factors (Higby 2007; Lewis and Stalder 2009). Additionally, cluster 

strategies involve multiple layers of management where traditional language 

development efforts may not. Ring (2011) suggests a reporting structure in cluster 

program management to include the cluster program coordinator and advisor, the cluster 

program manager(s), project team leader(s), and the language teams (7). Figure 1.5 below 

shows a suggested structure for the reporting process in a cluster strategy (7). 

 

 

Figure 1.5 - Suggested Hierarchy of Cluster Reporting Structure Based on Ring (2011, 7) 

 

Cluster Program Coordinator and Advisor

Cluster Program Managers

Project Team Leader

Language Team

Project Team Leader

Language Team
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Furthermore, cluster strategies manage increased amounts of funding which 

requires regular assessment for organizational, stakeholder, and legal accountability. 

Likewise, cluster strategies necessitate regular uniform communication for reporting 

language development activities for each language engaged and the cluster as a whole 

(Higby 2007). Cluster strategies also engage unprecedented levels of capacity building of 

MTTs which helps to build a workforce for the future of Bible translation (Ring 2011; 

Hanna 20196). Finally, cluster strategies are a quintessential example of cross-cultural 

teamwork and leadership as they integrate multiple language communities and can 

include expatriate workers from around the world.  

Cluster strategies can take the form of programs and projects as the cluster 

approach is intended to benefit from preexisting conditions including social connections 

and linguistic relatedness. The SIL Bantu Department has developed a working definition 

for language program clustering as:  

Two or more language groups who will work together with a shared language 

development strategy, sharing personnel and resources. Languages may be grouped 

together to form a cluster based on linguistic relatedness, social relationships, 

geographic proximity, and/or a number of churches/denominations working among 

the same languages. A cluster approach capitalizes on the relatedness and 

relationships within a group of language communities usually for the purpose of 

being more effective and efficient. (Higby 2007, 2; Lewis and Stalder 2009, 3) 

 

This working definition of the cluster approach highlights aspects of synergy and 

relationships present in cluster approaches. Moreover, cohesive factors shared by the 

 

 

6 Hanna, Janel. Personal interview on Cluster Projects in Indonesia by Adrianne 

Baumunk. September 18, 2019. Dallas, TX.  
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language communities involved in a cluster approach can lead to increased effectiveness 

and success. Andy Ring, a cluster project Translation Consultant with Seed Company, 

states that a cluster approach is: 

A number of language projects working both together and along parallel lines 

toward a translation goal. Such a program maximizes resources through joint 

training sessions and multi-team consultant checking sessions. Multiple teams are 

supervised by a shared project manager, and translation work is approved by a 

shared translation consultant/advisor. (2011, 2) 

 

These two definitions carry a mixture of cluster terminology. However, these 

definitions also present concepts of teamwork, shared resources, the importance of 

relationships, as well as translation productivity. These factors illustrate that community 

building and scripture product outputs are part of engaging in language development 

through cluster strategies. Neither definition gives a sense that personnel and scripture 

product outputs are at odds with one another, but both are meaningful to the purpose of 

engaging in language development cluster strategies.  

1.5.4. Language Development Cluster Project 

In consideration of language development definitions of cluster strategies outlined 

above as well as the definition of what comprises a project, a language development 

cluster project definition can now be established. For the purposes of this thesis, a 

language development cluster project is defined as:  

A grouping of two or more language teams working concurrently and 

collaboratively to achieve their respective language development goals within a 

shared scope, budget, and timeline. 

 

Although this is a working definition, for those who are functioning in any type of 

cluster strategy, it is imperative to differentiate a time sensitive cluster project from an 
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ongoing cluster program. While language development cluster programs might include 

language development cluster projects, the latter will have a definitive timeline, budget, 

and scope while the former may not. The subject of this study is written Bible translation 

cluster projects which includes the constraints of a specified project timeline, budget, and 

quality/scope.  

1.5.5. Seed Company Cluster Project Structure and Process 

For the purposes of this research, the Seed Company structure and processes will 

be outlined. The project lifecycle at Seed Company includes early conversations, concept 

approval, planning and designing, documentation, project approval, implementation and 

monitoring, and transition and/or closure of the project. While a project can transition to 

the next phase of development, they will necessarily close the project and conclude that 

phase of development and open a next phase under the same or similar name and possibly 

include the same language teams. Subsequent cluster phases of development are initiated 

and developed though the active phase has not yet concluded. Transitions are initiated 

within the last six to twelve months of the active project phase to ensure a seamless flow 

into the next phase of development.  

If a cluster engagement does not transition on to the next phase of development, 

the project engagement will conclude. If cluster engagement is concluded, finalization 

paperwork is completed to establish the closure of the engagement and is shared between 

the project partners. While some clusters are intentionally only engaged for one phase of 

development to achieve specific outcomes, other cluster projects are able to transition to 

the next phase of translation and language development. Project transitions are not 
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guaranteed with Seed Company but are generally practiced so long as the conditions of 

the project and partnership are adequately met. This is decided on a project-by-project 

basis and can be influenced by any stakeholder. Figure 1.6 below illustrates the Seed 

Company project lifecycle. 

 

 

Figure 1.6 - Seed Company Cluster Project Lifecycle 
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Cluster project results in this study are outlined using several criteria. First, cluster 

projects are identified and outlined by development phase including phase 1, phase 2, and 

phase 3. Some projects have consecutive phases of development while others do not. This 

also applies to languages within a cluster engagement. Some languages complete or are 

terminated from a project and are not engaged in subsequent phases of development. 

Therefore, neither the number of projects nor the number of languages within a project 

are equal between the phases.  

Cluster projects are also outlined by framework including initial framework and 

current framework. The framework division is demarcated by an intervention initiated in 

2012 which transitioned from nine-year project plans to three-year project plans. The 

results of comparing the frameworks demonstrates the desire of Seed Company to 

increase management accuracy by limiting the timeline of cluster projects.  

Next, projects are outlined in this study by performance ranges including: 

• Less than planned 

• As planned 

• More than planned 

These performance ranges are used in this study to elucidate the degree to which 

projects are achieving their planned goals. The less than planned range includes projects 

that did not complete at least 90 percent of their timeline, budget, or translation goals. 

These projects finished in less time, under budget or did not adequately accomplish their 

translation goals. Finishing in less time or underbudget does not denote a positive result 

as it indicates issues with planning and performance. Therefore, this completion range is 
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demarcated by project underperformance of one or more of the three primary variables of 

time, cost, and CCV. This will be discussed further in chapter seven. Projects in the as 

planned performance range, completed within their timeline, budget, or CCV goals 

between 90-110 percent of their plan. These projects exhibit accurate planning and 

expected execution of that plan. The projects in this performance range performed as 

expected. For projects in the more than planned performance range, this entails that the 

three variables of time, cost, and CCV were beyond 110 percent of the plan. This range of 

projects took more time, had higher costs, or completed more CCV than 110 percent of 

their plan. While it may seem to be a positive attribute for a cluster to accomplish more 

than 110 percent of their planned CCV, this is an issue of under planning and over 

delivering. This is caused by lack of understanding of the translation team’s ability to 

perform or over limiting the planned scope for the lifetime of the project. Projects that 

complete more than 110 percent show an issue with project planning.  

It is imperative to understand that, with regard to these three performance ranges, 

both the less than planned and the more than planned performance ranges are undesirable 

as they denote issues with planning and/or execution of the plan. The completion range 

that meets the goals as planned entails an understanding of the variables and 

circumstances necessary for establishing a healthy budget for achievable goals in the 

expected timeline. While the budget and translation goals are somewhat flexible, the 

timeline constraint of three years requires that these three variables are managed as a unit. 

Project planners and managers must understand what is reasonable and possible for 

translation teams to achieve in a defined timeline. This will ensure that additional 
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pressure is neither added to the translation teams to outperform what they are capable of, 

nor toward the development domain to raise funding in excess of what is needed. 

Finally, projects will be minimally outlined by the eleven global operational 

regions used by Seed Company. For the purposes of this study, these operational regions 

will be coded A–K to adhere to the MOU of this research. However, regional 

comparisons will be presented as it is germane to the results of the CCV variable.  

1.6. Delimitations and Limitations  

1.6.1. Delimitations  

This study is a mixed methods analysis of the variables of time, cost, and 

consultant checked verses on seventy-two completed cluster projects in the history of 

Seed Company both within and across three project development phases, two 

frameworks, and three performance ranges. The sample of completed written cluster 

projects have been evaluated to identify the degree to which the cluster project strategy 

operated as planned. The qualitative studies outline trends in project changes and causes 

that contribute to cluster project underperformance. These results will be discussed 

further in chapters five and seven, respectively.  

1.6.2. Limitations 

The quantitative study explores seventy-two projects over the course of Seed 

Company’s history. Each project was assessed for viability during the data collection 

process. Historical projects with little or no recorded data were excluded from this study. 

When a project was not viable for the study, the next project on the list was selected until 

the data set was complete. 
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This study will not include information that identifies the country, partner, area, or 

project staff. This mixed methods study is an analysis of design and performance 

indicators of success to gauge the Seed Company’s ability to assist in planning and 

managing written Bible translation cluster projects. 

The scope of this study is narrow. Although there are numerous perspectives from 

which to examine indicators of success for language development cluster projects, this 

study will focus primarily on the project management perspective. Further study on 

success indicators for scripture impact, capacity building, and team engagement could 

prove beneficial. However, these can be areas for future studies on language development 

cluster projects.  

1.7.  Thesis Outline 

In chapter two, the literature review is presented which examines general 

principles of business project management, language development, clustering, and Seed 

Company’s reasons for engaging in the cluster strategy. This is followed by two working 

typologies on clustering. Chapter three outlines the methodology and research design for 

this mixed methods study, presents preliminary studies, and summarizes the significance 

of this research. Chapter four discusses the results of the quantitative research. Moreover, 

chapter four provides an analysis of time, cost, CCV, and languages to examine the 

research hypothesis. Chapter five presents an analysis of changes to the project plans 

through both a quantitative and qualitative lens. Chapter six outlines new terminology 

around project success and failure as a result of this research and the complexity of the 

cluster strategy. Chapter seven examines project underperformance through the lens of 
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the project partner’s reports to Seed Company. This is a primarily qualitative 

investigation which explores the sixteen causes of project underperformance commonly 

seen in international development projects. Chapter eight concludes with a re-

examination of Seed Company’s reasons for engaging in clusters in light of the research 

results. Finally, interesting findings, considerations, and recommendations are shared on 

issues that Seed Company can address to increase their engagement in the cluster strategy 

based on this examination of their historical cluster project engagement over the past 

seventeen years.
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2. Chapter Two: Literature Review 

2.1. Introduction 

As the work of Bible translation presses on into the next generation, there is a felt 

need to increase capacity in the workforce, diminish dependence on the West, and 

develop resources and strategies that expedite the translation process. Meeting the global 

Bible translation need has taken numerous strategies throughout the course of history. 

Iconic historical Biblical scholars, priests, and monks like John Wycliffe and Martin 

Luther translated vernacular scriptures in secret with ink and parchment and under great 

persecution. In more recent times, linguists and translators have flown around the world 

to transplant themselves and their families into communities to translate scripture into a 

single language. Now, creative strategies and solutions are developed by language 

development organizations to meet the remaining Bible translation need in this lifetime 

(Ring 2013).  

One avenue of engagement to meet the global need of Bible translation is 

clustering strategies used by SIL, Wycliffe, Seed Company, and global partners for 

decades (Watters 2006; Lockhart 2009; Ring 2013, Wells 2018). As cluster strategies 

continue to be engaged in language development, it is important to understand how 

business strategies have influenced and continue to influence this work. Since this 

research focuses on management level indicators of success for language development 

cluster projects, the following sections address business project success indicators, 

ministry engagement in cluster strategies, and Seed Company’s role in Bible translation 
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via the cluster strategy. This is followed by two suggested typologies for differentiating 

between types of cluster engagements.  

2.2. Business 

Traditional business models of evaluating project success have evolved and 

undergone examination for the twenty-first century. Verzuh (2008) outlines success for a 

project as being on time, on budget, and a high-quality product that meets the expected 

scope and performance functionality (19-20). There is a necessary tension between these 

three elements of time, cost, and quality over the course of a project which must be 

planned for and managed well throughout the project (Verzuh 2008). Changes to any one 

element will result in adjustments to the other elements. For example, a time extension 

might place pressure on the budget, or the inability to adjust the budget for unexpected 

costs may sacrifice the level of quality. These elements, known in business project 

management as the “iron triangle,” are foundational and empirical measurements 

indicating project management success (Caccamese and Bragantini 2012; Kloppenborg, 

Tesch, and King 2012).  

Traditional business models evaluating the iron triangle involve concrete 

empirical measurements of time, cost, and quality/scope. In today’s business world, the 

iron triangle is one of many avenues currently used to evaluate project management 

success. Caccamese and Bragantini (2012) maintain the usefulness of the iron triangle 

and add a need to examine further levels of “soft” factors of project success. These “soft” 

factors include motivational space, social space, and analytical/holistic space which 

addresses the human element in gauging project management success (Caccamese and 
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Bragantini 2012). These authors suggest a model of gauging project success in which the 

base is the iron triangle along the x and y axes and a pyramid of the three “soft” factors 

are developed along the z axis creating a “soft pyramid” atop the iron triangle (see Figure 

2.1). Caccamese and Bragantini (2012) explain that changes to or constrained adherence 

to the “hard” factors of the iron triangle in project management influence and impact the 

feelings of success in the “soft” factors i.e. the human elements. Therefore, according to 

Caccamese and Bragantini (2012), both “hard” and “soft” factors contribute to a project’s 

ongoing success and are to be considered when completing assessments both during the 

project and upon project completion. While these soft factors are not the primary focus of 

this study, the motivational, social, and analytic/holistic spaces play a major part in 

cluster strategies and further studies are encouraged on this layer of determining cluster 

project success. Figure 2.1 below shows Caccamese and Bragantini’s (2012) soft pyramid 

atop the iron triangle amalgamating concrete variables of time, cost, quality, and scope 

with human experience in the motivational, social, and analytic/holistic spaces. 

 

 

Figure 2.1 - Iron Triangle and Soft Pyramid (Caccamese and Bragantini 2012)  

Key: ABV - Motivational Space, ACV - Social Space, BCV - Analytic/Holistic Space  
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Further business industry studies emphasize the wider spectrum of measurements 

for project success. Kloppenborg, Tesch, and King (2012) suggest that assessments of 

project management success have changed from the traditional iron triangle model to a 

more dynamic and industry specific set of indicators. In their study, Kloppenborg, Tesch, 

and King (2012) examine project success factors across the four stages of the project 

lifecycle including initiating, planning, executing, and closing. The purpose of this study 

was to elucidate current practices among project management professionals for 

measuring project success, identify any ranking of success measurements, and uncover 

any industry or project variance of success measurements.  

A preliminary chronological examination showed that from 2001-2011 varying 

success factors and rubrics were considered by leaders in the business project 

management industry. This study showed no unified industry-wide set of factors was 

acceptable for discussing project success. Moreover, there was a variance across the 

board as to the number of factors that should be measured for addressing project success. 

The resulting larger pool of factors was coalesced into four project performance 

dimensions for further testing. These four dimensions included meeting agreements (iron 

triangle), customer success (satisfaction, product use), firm’s future (increasing market 

share, etc.), and project teams (growth, motivation, loyalty, etc.). The 677 project 

management professionals engaged in this study were divided into groups addressing 

each of the four project lifecycle stages and were asked questions about the relevant 

project performance dimensions to each project stage. Their responses were evaluated 
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and correlated using one-way ANOVA and Tukey-Kramer statistical tests. Figure 2.2 

below shows relevant performance dimensions tested for each project lifecycle stage. 

 

 

Figure 2.2 - Lifecycle Stages and Tested Performance Dimensions (adapted from 

Kloppenborg, Tesch, and King 2012) 

 

The results, with regard to the project lifecycle stages, show the dimension of 

customer satisfaction was of highest value over the dimensions of meeting agreements 

and firm’s future across the initiating, planning, and executing stages. Moreover, meeting 

agreements was ranked above firm’s future in the planning, executing, and closing stages. 

The team dimension did not show statistical significance of rank in the research results of 
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the project lifecycle though it was suggested that it is an essential element to consider as 

it contributes to the success of the firm’s future dimension. The resulting ranking of these 

dimensions can be seen in Figure 2.3 below illustrating firm’s future ranking lowest, 

followed by meeting agreements, and customer service ranking of highest.  

 

 

Figure 2.3 - Ranking of Project Performance Dimensions   

 

This study by Kloppenborg, Tesch, and King (2012) could not statistically 

measure industry or project specific indicators of success. However, executive opinions 

of participants in this study suggested that an organization would give a priority to 

measure specific success indicators which demonstrate the organization’s overall strategy 

and goals. The study concludes that an organization should consider the purpose for 

examining success elements whether it be tactical vs. strategic, effective vs. efficient, or 

current vs. future oriented in reference to the performance dimensions. Kloppenborg, 

Tesch, and King (2012) coalesced all of these elements into a diagram illustrating the 

relationships involved as is shown in Figure 2.4 below.  
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Success
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Figure 2.4 - Project Success Dimension (Kloppenborg, Tesch, and King 2012) 

 

Figure 2.4 illustrates customer satisfaction is the most strategic and effective 

indicator of success while the firm’s future is the most future oriented and strategic. The 

teams dimension showed moderate results on these scales, while agreements proved to be 

the most tactical and efficient indicator in this study. This diagram can assist entities in 

considering a spectrum of success indicators, each with its own contribution to holistic 

project management success.  
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2.3. Language Development 

Language project development functions similarly to developing business 

projects. Each expresses an organizational vision by engaging practical strategies with a 

competent and able workforce to produce a quality novel product in a timely and cost-

effective manner. For Wycliffe USA affiliated organizations, the unifying vision is Vision 

2025 (Wycliffe Bible Translators 2019). Written translation strategies have been two-fold, 

a one-to-one ratio of family units to language communities or a multi-language or cluster 

strategy involving a team of people serving multiple languages concurrently (Gravelle 

2008, Wells 2018). The language development workforce for Bible translation has been 

engaging and training a global staff for generations and are pioneers in their field. From 

time to time, evaluations of engaged strategies have been completed.  

Defining success for language development is debated among those involved in 

Bible translation. In the 20th and 21st centuries, translation organizations have focused on 

producing scripture products with the assumption being that the language community 

would use them as they became available. Success in this case would be producing a 

scripture product, such as the New Testament or a whole Bible, as the culmination of 

decades of work by a small family or team working in one language community. 

However, it became apparent that measuring success by scripture product alone was not 

an adequate measure of overall success. Years after a translation was produced, the 

impact of scripture in some language communities was at times minimal or non-existent.  

At the other end of this paradigm, community impact is held in highest regard. 

This is not a product or output focus, but the impact on individuals in the language 
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community. This community-focused approach includes the argument that changes in an 

individual will infiltrate the community at large like osmosis. The limitation here is that it 

often takes more than one person understanding the gospel for community impact to 

occur. A conundrum exists between these two extremes in that if no scripture products are 

produced, there will be nothing with which scripture impact can occur. So too, if there is 

no engagement with the community in the planning and translation process, or the 

scriptures are viewed as foreign, the community will not engage with the translated 

scripture and thus be impacted. The process of planning and engaging in language 

development must include sustainable local ownership, scripture outputs that are useful 

and effective, and an actionable plan for scripture use. In language development cluster 

projects, this process needs to be engaged for multiple languages simultaneously. 

Therefore, in language development cluster projects both scripture product outputs as 

well as individual and community impact are indicators of distinct types of project 

success.  

2.4. Seed Company 

Founded in the early nineties by Wycliffe International, Seed Company is an 

active partner in the global work of language development through scripture translation 

projects and capacity building internships. In his book Accelerating Bible Translation: 

Celebrating Seed Company’s 25th Anniversary, William Wells (2018) outlines the origins 

of Seed Company and its partnership in global Bible translation. During a joint board 

meeting between Wycliffe International and SIL International in 1991, they discussed the 

past and the future engagement of global Bible translation. They understood that the one-



37 

 

to-one model of one team to one language community supported by member-raised 

funding would not be able to meet the need of the next one-thousand languages in a 

timely manner. Though the one-to-one paradigm was a blessed endeavor, it would not 

lead to the end of Bible poverty in this generation. Their concluding resolution called for 

a national led project-centered approach. Wells shares the joint board’s resolution which 

stated,  

Increasingly our approach needs to be project centered, where projects involve 

teams of persons only some of whom are SIL members, or projects carried out by 

nationals with only minimal SIL involvement. For these projects, our member-

centered funding approach will not serve us well. (2018, 10) 

 

This resolution began a new initiative called Partners with Nationals (PwN) 

with Bernie May assuming leadership in 1993 whose desire it was that PwN be a 

“brokerage firm with a purpose” (Wells 2018, 13). This organization would fund 

Bible translation projects through gifts from major donors. What began as a 

subsidiary of Wycliffe International with only a few project initiatives and a few 

investors, developed over time to become the independent major funding partner in 

global Bible translation that it is today. Partners with Nationals was renamed The 

Seed Company in 1995 and later shortened to Seed Company in 2014 to avoid 

confusion with similarly named non-profit organizations (17, 46). In 1998, The Seed 

Company was officially incorporated and held its first board meeting (48). 

Operating as a board driven organization set Seed Company apart from 

Wycliffe and SIL as member driven organizations. The Seed Company board’s initial 

meeting produced several resolutions which included focusing on major and mega 

donors, being outcomes-oriented, valuing that the average age of board members be 
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forty-eight to encourage a multi-generational input, and that the board would quickly 

establish its values (Wells 2018, 46-47). The Seed Company values set by the board 

in August 1998 (47) and still held to this day include: 

• Honoring God in all we do 

• Valuing individuals and relationships 

• Committed to effective partnerships 

• Encouraging creativity and innovation 

• Managing for quality results 

Seed Company, in accordance with the WBT and SIL resolution, continues to 

engage Bible translation projects and facilitate major donations for the sake of these 

efforts. Though Seed Company manages hundreds of projects globally every year, the 

transition from the one-to-one model to a project model was a difficult road. Wells 

himself was integral to the development of the project model and developed the first 

project proposal (Wells 2018, 38). From the onset, it was important that Seed 

Company approach the work of Bible translation differently. While SIL and WBT 

held rigorous standards for the training and process of Bible translation, it was not 

operating under a project model. Wells stated, “I realized that even full-time field 

linguists who worked in Bible translation could not recognize a flawed proposal 

design—because they couldn’t agree on the essential elements” (32). This was a 

problem to which Wells looked to his business experience vetting loans in the 

banking industry (37). While the banking system was not feasible for Bible 

translation project management, the process provided a critical question Wells would 

then ask, “What factors might indicate whether a project would achieve its goals?” 

(38). 
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As Seed Company gained momentum, it became imperative that they vet 

project proposals and make decisions over the viability of project designs. In 1995, 

Wells began developing a project proposal document out of a tacit need to identify 

essential information for a healthy project proposal (Wells 2018, 38). This developed 

into a six-page document that has gone through many iterations and is still used by 

Seed Company to this day (39). The vetting process in the early years of formation, 

however, was met with pushback as Seed Company began rejecting project proposals. 

Through this process, Wells concluded that, in the past, partnering agencies would 

prepare and fund proposals without question over the project’s viability or feasibility 

(39). However, Seed Company was tasked to encourage innovation and manage for 

quality results. Therefore, the business model of vetting proposals, asking tough 

questions, and accepting only the most viable plans was a way to set an expectation of 

standard for a new model of project management for Bible translation. 

Seed Company has continually engaged in developing healthy practices of 

partnering in Bible translation by fostering innovation and capacity building among 

global colleagues. Seed Company’s personnel including Katy Barnwell, Andy and 

Kate Ring, Roger Hanna, Janel Hanna, Gilles Gravelle, and many more have engaged 

in cluster projects as project managers and translation consultants. Their work and 

research has solidified a foundation for Seed Company’s continual refinement and 

engagement in cluster projects globally. Ring’s (2008a, 2008b) work with Ghana’s 

Volta Region multi-project laid a foundation for his influence on cluster project 

approaches within the global BT efforts. Ring’s presentations on cluster planning, 
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approaches, best practices, and tactical refinements of the cluster strategy were 

presented at the Bible Translation Conferences over the course of several years, 

bringing his perspective and research to a broader BT audience (Ring 2011; 2013; 

2015). The work of managers and consultants Roger Hanna and Janel Hannah 

continues to influence global cluster efforts demonstrating the validity of healthy 

partnerships that build capacity in national personnel to meet the remaining 

translation needs. Throughout its history, Seed Company personnel have continually 

shown their dedication to the core values of the organization by bringing honor to 

God through valuing others and partnering effectively with cluster project partners 

worldwide.  

2.4.1. Why Clusters 

Gilles Gravelle, Director of Research and Innovation at Seed Company, in a 2008 

document entitled, “Why ‘Clusters’?”, presents seven reasons for engaging Bible 

translation through cluster projects. This presentation noted that addressing the remaining 

need for Bible translation can no longer depend on Western missional efforts alone but 

must embrace the growing capacity and engagement of the Global South Church 

(Gravelle 2008, 1). To do this, Bible translation organizations must engage new strategies 

one of which is the cluster project strategy. As cluster strategies have been embraced by 

several Bible translation organizations globally at the time of writing, it is important to 

look at the purpose for organizational engagement in this strategy. As Seed Company 

cluster projects are the focus of this study, it is imperative to look at the reasons Seed 
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Company endorses this organizational strategy. An examination of each of the reasons 

outlined by Gravelle (2008) for engaging clusters will now be discussed. 

The first compelling reason to engage in cluster projects is the effective use of 

human resources (Gravelle 2008, 1). The trained workforce within the Bible translation 

movement brings invaluable technical skills to aid global Bible translation efforts. These 

technical skills such as Biblical exegesis, translation consulting, translation training, 

project management, computer training, software development, ethnomusicology, 

scripture engagement, and financial management are invaluable contributions to language 

development projects worldwide. However, while the expatriate workforce is waning in 

numbers from the previous generations, specialized skills are becoming more developed 

among worldwide Bible translation workers. For the affiliated Bible translation 

organizations to meet the goal of Vision 2025, more languages will need to be engaged at 

an increased rate. Cluster projects are a way to increase the number of languages engaged 

by using workers with technical expertise across several language groups. Through a 

cluster strategy, translation advisors, consultants, trainers, and administrators can use 

their specialized skills to serve several language communities concurrently, thus meeting 

the remaining Bible translation need at an increased rate. 

The second compelling reason to engage in cluster strategies is to use language 

adaptation strategies across related languages (Gravelle 2008, 2). Language communities 

that have a remaining need for Bible translation and demonstrate linguistic relatedness to 

neighboring or other languages with an exegetically checked translation can be engaged 

in adaptation cluster strategies. Adaptation strategies in Bible translation use technical 
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software such as Adapt-It, to take previously translated scripture in a linguistically related 

language as the source text and produce an adapted translation for a receptor language. 

This strategy can reduce the amount of time needed for translation and exegesis as these 

processes have previously been completed to Forum of Bible Agencies International 

(FOBAI) standards for the source text. An adaptation cluster strategy reduces the need for 

technical and exegetical support and thus reduces the number of personnel involved in an 

adaptation. When applicable, this strategy can reduce the amount of time it takes to 

complete the scripture translation. However, the MTTs will need a level of fluency in the 

source language for this strategy to produce a reliable translation. Adaptation cluster 

strategies are completed in a fraction of the time it takes to complete an original 

translation work. Moreover, this strategy has the potential to cut down on the number of 

resources and personnel needed. 

The third compelling reason to engage in cluster strategies is to ensure and 

enhance the quality of each translation in the cluster (Gravelle 2008, 2). At times, Biblical 

passages may prove difficult to translate or even understand. As MTTs from multiple 

language teams simultaneous exegete Biblical passages in a cohort cluster strategy, they 

can ask questions on difficult passages, discuss texts, share translation strategies, and 

compare results to improve the translations (Smith 20197). Cluster projects can offer an 

avenue for quality control through the cross-pollination of ideas between translation 

 

 

7 Smith, Meaghan. Personal interview on Clusters from an SIL Exegetical Advisor in 

Ethiopia by Adrianne Baumunk. October 10, 2019. Dallas, Texas.  
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teams with the result being clear, accurate, and natural translations for multiple 

languages. 

The fourth compelling reason to engage in cluster projects is that they are an 

epicenter for building capacity in national colleagues (Gravelle 2008, 2). Capacity 

building strategies are an integral part of community transformation (Eade 1997; Booy 

and Sena 1999; Federwitz 2008). For a translation team to produce a quality translation, 

they will require a certain amount of training and skills. This can happen effectively and 

efficiently through a cohort model where translation teams are trained together during 

workshops at regular times throughout the year and work concurrently on the same 

passages (Hanna 2019; Smith 2019). During this process, individuals may demonstrate 

specific capacities in the work of Bible translation that, when developed, can be fruitful 

to their team as well as others. At all stages of the translation process, cluster project 

managers and language advisors are tasked with identifying opportunities to build 

capacity in national colleagues to ensure the future of the scripture translation workforce. 

This can occur either through general training of teams or specific training of individuals 

through academic or technical programs. National colleagues who demonstrate desire and 

capacity for specific roles, such as exegetical consulting, translation consulting, or 

language project management, can be engaged through specialized training and 

internships to build on their skill sets.  

Janel Hanna (2019), a Seed Company Translation Consultant for Cluster Projects 

in Indonesia, stated that one of the most notable features of planning and running a 

cluster project is honoring the national translators through training and building 
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credentials for their future. MTTs give a considerable number of years to translation 

work, sacrificing pursuing college degrees or other career paths. As a result, Hanna 

(2019) states that capacity building can occur when the cluster project plan includes 

intentional training and the acquisition of official collegiate recognition of MTTs’ 

translation skills and experience through appropriate accredited institutions. Seed 

Company, among other organizations, engages internship programs for capacity building 

among national colleagues. These internship programs allow national colleagues the 

opportunity to become viable resource people for future Bible translation programs in 

other language communities. Although internships may take years to complete, building 

capacity in national colleagues is one aspect of cluster strategies that is designed to build 

a skilled workforce in Bible translation for the generations to come.  

The fifth compelling reason to engage in cluster project strategies is that by 

working as a community, the management team can make better use of financial and 

other resources (Gravelle 2008, 2). Gravelle (2008, 2) notes that those involved in cluster 

strategies must understand that financial motivations cannot be the primary or sole reason 

for engaging multiple languages in a cluster project. There are many sociolinguistic 

factors at play in cross-cultural finance. Funding from the West has been under great 

scrutiny in missions and development (Rowel 2007; Corbett & Fikkert 2009; Myers 

2011; Maranz 2015). Although external funding is complex, it would be remiss to not 

also mention some benefits in partnership for pooling financial resources for the sake of a 

cluster project strategy. Costs can be managed well through strategic use of resources. 

Financial stewardship is a principle that is shared cross-organizationally in partnership 
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between SIL International, Wycliffe USA, and Seed Company. One such example of 

financial stewardship in cluster project plans is the engagement of the cohort training 

model. As multiple language communities train together to learn exegesis, translation, 

writing, and other skills, technical staff can train more MTTs in less time and with fewer 

expenses compared to language-by-language training.  

Financial stewardship is not an unusual concept to people in communities that still 

have a Bible translation need. Efficiency with finances is important in global contexts and 

is practiced regularly in various life domains. One such example is public motor vehicles 

in developing nations. Drivers pack their vehicles with people and cargo that are all 

headed in the same direction and often circle the metro area for an extended period to 

collect more passengers to increase the financial viability of the trip. A western 

perspective might send a bus across great distances with only one passenger in order to 

keep to a schedule. This contrast in values illustrates a difference in worldviews between 

stewardship of finances and time that is prevalent in cross-cultural missions today. 

Through strategic engagement of cluster projects, partnering organizations can practice 

healthy stewardship as they pool resources and personnel to simultaneously engage 

multiple language communities in training and language development.  

The sixth compelling reason to engage in cluster strategies is the use of web-

based social networking to provide ongoing collaboration (Gravelle 2008, 2). As the 

structure of cluster projects brings translation teams together several times a year to 

collaborate with one another and share consultants (Hanna 2019; Smith 2019), there may 

be times when the consultant is impeded from being present. During this time, there is a 
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need for continued collaboration. Today’s technology allows language teams and 

consultants to remain in touch during intermediary times. As translators make progress, 

they can use translation software such as Paratext to complete a “send and receive” 

function which shares the up-to-date translation work via the World Wide Web. 

Moreover, communication applications such as WhatsApp, Kakao Talk, Facetime, and 

conferencing software such as Skype and Zoom, allow teams to confer digitally face-to-

face via video chat or by voice call via the internet or mobile network. The use of these 

types of technological resources, which are quickly reaching the least reached 

communities around the world, can allow translation teams to continue their work 

unimpeded. Moreover, critical aspects of the translation process such as consultant 

checks no longer need to be hindered if technology can be harnessed to fill the gap. 

Though face-to-face interactions are ideal, translation consultations and advisor checks 

can be done digitally if necessary. Digital checks can allow the work to continue even if 

the consultant or advisor is out of the country or unable to travel to complete the check. 

The use of digital networks to address the various aspects of the translation process are 

not ideal in every case. However, digital networks are a tool that cluster projects can 

utilize when necessary and applicable to keep the translation process moving forward.  

The final reason to engage in cluster strategies outlined by Gravelle (2008) is a 

felt need for unity between language communities (2). Although cluster projects are 

formed for assorted reasons, one benefit of cluster strategies is the promotion of peace 

and unity among neighboring language communities (Lockhart 2009; Smith 2019). 

Cluster strategies enable language groups to meet face-to-face in a conference setting 
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several times throughout the year. As MTTs work through the translation process, they 

can find unity in solidarity and receive vital input from their cohorts that aid the 

resolution of translation problems. Additionally, camaraderie can develop over shared 

experiences in translation, fellowship, recreation, and even devotional training (Hanna 

2019). Cluster strategies can also promote unity among church denominations that would 

have no other reason to communicate with one another. Although promoting unity may 

not be the primary motivating factor for cluster engagement, it can provide a positive 

rippling impact on communities involved in an effective and healthy cluster project. 

This outline by Gravelle on the reasons why Seed Company engages in cluster 

projects was provided near the beginning of their partnership with global language 

development cluster projects. This study will re-examine these reasons and provide areas 

for growth based on the findings in the mixed methods analysis. This research analysis of 

Gravelle’s reasons why Seed Company makes use of clusters is provided in chapter eight.  

2.5.  Cluster Types  

2.5.1. Relatedness Typology  

The development of a typology of clusters is both needed and difficult to 

accomplish. Simons (2012) suggests a formal development of a typology to serve as a 

framework for discussing types of cluster strategies. One way of differentiating clusters is 

by the type of relatedness of communities within the cluster. Linguistic and social 

relatedness contribute to cluster project development and, when harnessed well, can be 

integral in its overall success. Adaptations in cluster strategies require linguistic 

relatedness whereas aspects of multicultural teamwork necessitate social connection and 
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cohesion. Although language development entities may at times cluster languages based 

on location, security, or administrative necessity, the strongest cluster projects include 

language communities that are socially and linguistically linked. 

In his 2006 article titled “Minority language communities in the 21st century,” 

John Watters explains the value of cluster strategies as an extension of how language 

communities see the world around them. Watters (2006) describes, through a geographic 

metaphor, that while outsiders might see language communities in isolation from one 

another, like islands in the sea, minority language communities may be more connected 

like sides of a mountain. He furthermore explains that minority language communities 

understand the world in which they live, who their neighbors are, and can (at times) 

speak the languages of their neighbors. The imagery that Watters presents is that of a 

single mountain representing a sociolinguistic cluster of closely connected communities, 

while a mountain range can represent an extended set of clusters (8-9). Watters 

encourages the effective use of cluster strategies through identifying existing social 

relationships and linguistic relatedness among minority language communities to address 

the remaining Bible translation needs.  

In a 2009 article by Lewis and Stalder titled, “Clustering: A Conceptual 

Framework and Its Implications,” the authors extrapolate on social network theory and 

linguistic relatedness to craft a model for understanding clusters based on sociolinguistic 

relations. Lewis and Stalder (2009) present a paradigm demonstrating a sociolinguistic 

cluster as being characterized by having linguistic relatedness (L+) and social relatedness 

(S+) (5). Clusters that include languages with both linguistic and social ties to one 
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another likely have a stronger chance of coherence, and can, though not always, 

experience elevated success rates. This conceptual framework has been used by other 

researchers such as Boothe and Nagler (2010) and Simons (2012) as a way to delineate 

between several types of clusters based on relatedness. Figure 2.5 below shows Lewis 

and Stalder’s (2009) matrix of relatedness with linguistic relatedness across the top and 

social relatedness down the left (5). 

 

 

Figure 2.5 - Linguistic and Social Relatedness (Lewis and Stalder 2009, 5) 

 

The strongest case for clustering languages in a project is in the event that they 

are both linguistically and socially related (S+L+). For languages that are linguistically 

related but not socially related (S-L+) the cluster may be useful for adaptation strategies. 

Boothe and Nagler (2010) note that working in clusters where the languages are 

linguistically related aids the linguists in resolving shared linguistic issues. In this type of 

cluster project, the project management team must address the need for social coherence 

while they harness the advantages of linguistic relatedness among the language 

communities engaged in the project. 

For the cluster projects that include communities that are socially related though 

not linguistically related (S+L-) these projects may experience strong comradery among 

the teams, though adaptations between languages would not be an effective part of the 
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strategy. Boothe and Nagler (2010) share that although engagement with cultural 

connections might be limited, tapping into the existing social network has allowed 20+ 

denominational leaders to connect and discuss language development efforts. They 

further state that this type of cluster can aid the translation process by addressing 

culturally shared key terms as well as distributing materials among the language 

communities. These types of cluster projects demonstrate strong social cohesion though 

they may need to address linguistic issues for each language separately. 

Cluster projects without linguistic or social relatedness (S-L-) between the 

languages engaged, are considered to be administrative or operational clusters. These 

types of projects are developed based on managerial or administrative needs such as 

strategic use of personnel, a need to maximize funding, security issues, proximity, or 

location of languages requesting development. Though administrative cluster projects are 

less common, they result in frustration for language communities as well as management 

staff if risks are not properly mitigated. This type of project will require the project 

management team on the field to pay special attention to building a cohesive community 

with the language teams engaged. Due to its natural lack of cohesive social and linguistic 

factors that contribute to team and cluster success, this type of cluster is not encouraged. 

Moreover, project management and funding partners need to be willing to mitigate the 

higher level of risks inherent in this type of cluster project. A suggested typology of 

cluster strategies based on relatedness and Lewis and Stalder’s (2009) paradigm is 

outlined in Figure 2.6 below. 
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Figure 2.6 - Suggested Cluster Typology Based on Relatedness 

 

2.5.2. Method Typology 

A cluster typology might be identified by the type of method engaged and the 

intended outcomes. Seed Company engages in several types of method-based cluster 

projects including written Bible translation, oral Bible storying (OBS), oral Bible 

• S+ L+

• Socially and linguistically related language communities

• Increased ease of collaboration between language communities

• Adaptations can be effectively engaged

Sociolinguistic Cluster

• S- L+

• Shared language family increases effectiveness of addressing linguistic issues that arise

• Adaptations can be effectively engaged by closely related languages

• Linguistic resources can be shared

• Risk: Management must work on social cohesive factors to build inter-team comraderie

Linguistic Cluster

• S+ L-

• Social cohesion is present and social networks used to the advantage of all languages engaged

• Reduces tension through social cohesive factors

• Risk: adaptations to/from languages within the cluster are not effective and resolving lingusitic issues many 
need to be addressed per language

Social Cluster

• S- L-

• Developed based on organizational or entity level needs to pool personnel, resources, and/or funding

• May result from "cherry picking" language communities that are willing to engage in language development 

• Communities may engage in cohort training and shared translation goals e.g. Luke Partnership if they have a 
shared language of instruction

• Does not engage pre-existing social connection or linguistic relatedness

• Reduced cohesion factors require more effort from the management team

• Risk: Language communities may disengage or not connect with one another thus reducing cluster 
effectiveness and felt success, possibly leading to management burnout

Administrative Cluster

• Mixture of S & L combinations

• Developed based on geographic region or proximity of language communities

• Language communities share a language of wider communication (LWC)

• Language communities are willing to collaborate to simultaneously use the same staff and facilities

• Language communities engage in cohort training though translation goals are not necessarily unified

• Risk: Combination of social and linguistic connections may produce silos between language communities

Collaboration Cluster
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translation (OBT), and Deaf Bible storying. Each of these types of cluster projects will 

use a different method to produce various products including written texts, audio 

recordings, videos, songs, liturgy, and effective storytellers. Each of these cluster project 

types can include selections from the Old Testament, New Testament, mixed book 

selections, a panorama of Bible stories, or other selections of scripture to include in their 

project plan. Although Seed Company has engaged all of these types of cluster strategies, 

the focus of this research is limited to written Bible translation projects for effective 

comparison of project planning and execution. Figure 2.7 below suggests a method-based 

typology including a list of features of each type of cluster project. 
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• Products: Scripture texts, audio recordings, video(s)

• Old Testament

• New Testament

• Mixed book selections

• Luke Partnership

• Hymnals

• Liturgy

• Adaptations from closely related languages

Written Bible Translation Cluster

• Product: effective storytellers

• Panorama of Bible stories

• Old Testament selections

• New Testament selections

• Other

Oral Bible Storying (OBS) Cluster

• Product: Orally translated Scripture in audio recordings

• Old Testament

• New Testament

• Whole Bible

Oral Bible Translation (OBT) Cluster

• Product: Video Scripture stories and effective storytellers

• Panorama of Bible stories

• Old Testament selections

• New Testament selections

Deaf Bible Storying Cluster

Figure 2.7 - Cluster Typology Based on Clustering Method 
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3. Chapter Three: Methodology 

3.1. Research Design 

This thesis is a mixed methods study of seventy-two cluster projects developed 

and managed over seventeen years by Seed Company. The research includes a 

quantitative study of three primary variables of project planning and management as well 

as a qualitative study of factors that contribute to project performance. Though this 

research includes a viable sample, the study does not include the entire population of 

cluster projects engaged in by Seed Company as the quantity of cluster projects is beyond 

what would be useful for the scope of this study.  

The quantitative study examines the variables of time, cost, and CCV for seventy-

two completed written cluster projects. Data were collected from projects that completed 

a single phase as well as others that have completed multiple phases of development over 

time. The purpose of the quantitative study is to determine to what degree the cluster 

project strategy is successfully performing under Seed Company management for the 

three basic iron triangle elements of time, cost, and quality consultant checked verses. 

Additional quantitative studies were completed at the language level for the CCV 

variable. Cluster projects outline and manage the CCV variable by each individual 

language team within a cluster as goals and performance often vary between language 

groups. As such, the variable of CCV was first outlined and analyzed by language, then 

by cluster. Additional statistical analysis was completed to identify how languages are 

performing in the cluster, operational region, and across development phases.  
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The qualitative studies in this research included causes of project changes as well 

as commonalities that contributed to project underperformance. This research included a 

review of revision documents and produced collated causes for changes to all three 

variables. Additionally, a review of hundreds of Quarterly Narrative Reports (QNRs) and 

annual reviews on causes contributing to project delays in the twelve lowest ranking 

projects (under 50 percent CCV PvA) produced an additional typology. This analysis is 

presented in the latter half of this thesis. The results of both qualitative studies can be 

found in Appendices 3-6. 

3.2. Quantitative Study 

3.2.1. Population and Sample 

The quantitative study in this research examines seventy-two written cluster 

project plans in seventeen years of management and includes upwards of twenty million 

dollars in project funding. These projects encompass 336 language engagements8 

producing a total of just over 1.1 million CCV from projects across the globe. Projects 

were selected from among three project development phases of completed projects, each 

with its own population and sample size. Of the seventy-two projects, some are the same 

project teams but are a separate project plan in a subsequent phase of development. 

 

 

8 The 336 language engagements are not individual novel languages as some languages have been 

included in multiple cluster project phase units. For most projects with a phase 2 and phase 3, the 

same languages were engaged across the various phases of development under the same project 

root name.  
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As a primary purpose of this study is to examine Seed Company cluster project 

performance both as a whole as well as across development phases, the samples for 

phases 2 and 3 were restricted by the population sizes. All projects that completed phase 

3 with sufficient data to complete the study were selected, along with any corresponding 

phase 1 and 2 completions under the same name. Next, all phase 2 completions with 

sufficient data were included in addition to the corresponding phase 1 projects. Finally, an 

additional random sample of phase 1 projects that started in 2012 or later was selected. 

These projects were randomized using Microsoft Excel and were selected and examined 

for eligibility to be included in the study until the sample size was fulfilled. This project 

selection process was completed prior to January 2020 and does not include any clusters 

affected by the COVID-19 pandemic.  

Summary details on the pool size at the time of collection and resulting sample 

included in this study of completed written cluster projects can be seen in Table 3.1 

below. The population column shows the total number of projects available for the study 

while the sample column shows the number of projects used in this study. The sample 

was necessarily limited of the number of cases selected from the large pool of phase 1 

completed projects for this study as not all available projects were needed to elucidate 

cluster project trends. 
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Table 3.1 - Sampling for the Quantitative Study 

Phase Population (N) Sample (n) 

Phase 1 148 48 

Phase 2 21 21 

Phase 3 4 3 

Total 183 72 

 

This study focuses on written cluster projects only for uniformity of data 

collection and statistical testing. Though the population of clusters is larger than what is 

included in this study, some projects were eliminated for methodological reasons. The 

population of cluster projects whose main objective was OBS, OBT, and Deaf storying, 

were mostly eliminated prior to sampling, and a few during data collection as the project 

goals became clear in the documentation. For uniformity of comparison due to the lack of 

data, the oral and Deaf strategy clusters were necessarily eliminated from the study. The 

population sizes of the three development phases of cluster projects are not equal causing 

an insufficient population size for an even sampling across the completed project phases.  

Phase identification is done through the naming conventions of each project. Seed 

company differentiates phases or iterations through the naming conventions as such: 

[name] [cluster] [phase]. For example, the first iteration of a cluster project can be named 

Mountain Cluster. The second phase of that project would be named Mountain Cluster 2. 

The third phase would be Mountain Cluster 3, and so forth. However, some projects stray 

from this naming convention and the term [cluster] is transposed with [phase] resulting in 

[name] [phase] [cluster] pattern. There are only a few of these projects, however, they are 

included in this study. These Seed Company naming conventions provide a classification 

of the population of cluster projects into development phases.  
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3.2.2. Coding 

The seventy-two cluster projects in this sample are coded to protect anonymity of 

the projects and affiliated partners. Cluster projects in this study have a two-part 

numerical coding separated by a decimal. The first part of the number is the code for the 

cluster project. The number after the decimal is the code for the project phase. Projects 

will be referred to by their codes throughout this thesis. For the projects that completed 

multiple phases, the codes will be similar though the phase number will differ, such as 

1.1, 1.2, and 1.3. This coding of multi-phase engagements of the same teams allows for 

ease of identification and comparison in both the quantitative and qualitative studies. 

Languages within a project were coded with an additional decimal and number 

after the phase. The language coding will be referenced in this thesis and is noted as 

25.1.1, 25.1.2, 25.1.3, etc. The language coding was outlined for the data collection and 

analysis of individual language CCV goals. An additional coding was needed to delineate 

operational regions which are coded A–K in this thesis to protect the anonymity of 

operational regions and field partners.  

3.2.3. Variables  

The quantitative study includes data on the iron triangle elements of time, cost, 

and CCV across seventy-two written cluster projects for statistical analysis. There are 

other types of success indicators as previously discussed. However, this study will focus 

on the quantifiable features of the iron triangle to create a baseline of analysis for written 

cluster projects in language development.  
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Every cluster project estimates the measurements of time, cost, and translation 

scope through various project documents including the Project Proposal and Universal 

Budget Template (UBT). These basic elements of projects are agreed upon by the 

stakeholders when they sign the Partner Agreement and the Memorandum of 

Understanding (MOU). The fulfillment of these elements are clear indicators that a 

project has reached completion, but not necessarily that it has succeeded until an 

examination of these elements has been completed using the Planning and Progress 

spreadsheet (PnP) and a final budget analysis by the finance domain. Seed Company aims 

to come within 10 percent of the project timeline, cost, and CCV goals as an earmark of 

success from a project management standpoint.  

Data were collected on additional data points that will be a part of the statistical 

analysis in this study. These additional variables include the number of languages 

included in each cluster and operational region. Additional information was collected on 

changes to the plan9 for all three variables. Planned, revised, and actual number of CCV 

was collected at the language level, the sum of which comprises the cluster CCV goals. 

The data collection process completed for each of the three primary variables will now be 

outlined. 

 

 

9 Changes to the plan can include changes to time, cost, translation goals, or number of languages 

engaged for cluster projects.  
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3.2.3.1. Time  

The duration of the project is set in the Project Proposal document and is agreed 

upon by the stakeholders of the project through an MOU. Time can be modified within a 

project to reduce time in the case of a late start, project termination, early completion, or 

early transition to the next phase. Project timelines are lengthened through time 

extensions which are between 3-12 months in the current framework, and multiple years 

in initial framework projects. In 2012, Seed Company initiated a management change that 

began limiting project plans to three-years reduced from earlier nine-year plans. For this 

thesis, projects that began prior to 2012 are included in the initial framework. Projects 

that began in 2012 and later comprise the current framework. The time variable analysis 

will include results of evaluations within each phase, across phase 1 and 2 as well as 

across the framework intervention. As multiple time revisions may have been present for 

a given project, the actual completion date represents the final revised date. Therefore, 

analysis of time changes statistically is minimal and is relegated to PvA variables as 

revisions or RvA would not be informative. For the statistical analysis, project timelines 

will be measured in the number of months rather than years for ease of analysis and 

comparison. 

3.2.3.2. Cost  

The field budget costs for a project plan are developed through the use of the 

UBT or Universal Budget Template for each cluster project. The UBT is a spreadsheet 

that was developed to reflect budget items associated with project material needs, goals, 

and activities outlined in the Project Proposal document. The UBT is developed and 
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refined by the Seed Company staff including Field Project Managers and Financial 

Analysts and is built from the field partner’s project budget, schedule, and translation 

plan. Throughout the duration of a project, the budget can be modified through budget 

revisions including adjustments for underspending or in conjunction with timeline 

extensions. When budget revisions do not impact the timeline of the plan, allocated 

funding can be adjusted between categories or between the planned years. When a budget 

revision coincides with a time extension, the lifetime cost generally increases. Budget 

increases to the lifetime imply that costs were beyond what was originally planned, the 

project scope changed, or there were unexpected expenses that need to be included in the 

budget. An underspending revision indicates that the original budget was inflated, and a 

reduction was needed based on the actual costs for project operations falling well below 

the planned budget.  

The budgets for Seed Company are based on keystone10 values and benchmarks11 

for specific countries and thus they vary from country to country. As such, keystone 

values will not be an area of consideration in this study as locations will remain an 

undisclosed variable for safety and propriety. The planned lifetime budget for each 

project has been statistically compared with the actual expenses to gauge the level of 

successful budget planning with consideration given to underspending revisions and 

 

 

10 Keystone values for project costs are internally outlined by Seed Company as a reference point 

for salaries and fees based on operational country data. 
11 Benchmarks are the expected project funding limits by operational country and are an internal 

Seed Company threshold of funding approval. While project costs may be beyond the country 

benchmark, exceeding this expectation requires an additional approval process. 
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budget extensions. As underspending was not a significant issue among the projects in 

this study, they will not be explored in this thesis. Project costs were compared across 

projects, across phases, and across frameworks. The budget actuals were kindly provided 

by the Seed Company comptroller to ensure the most accurate data for this thesis.  

3.2.3.3. Quality 

For written cluster projects, the key measurable for quality results is indicated by 

the cumulative number of CCV planned and accomplished for all languages in the cluster 

project. Consultant checking is the final stage before the publication process and ensures 

the quality of the translation to be clear in meaning, faithful to the source texts, natural in 

the receptor language, and acceptable to the speakers of that language. In current Seed 

Company project planning, it is estimated that a new translation project should aim for 

around one thousand consultant checked verses total per language for the first three years 

to allow adequate time for training the translation team. The second phase of a translation 

project with a previously trained team should be able to accomplish one thousand 

consultant checked verses per year per language team which is currently a global 

standard for Seed Company. As the individual language teams progress in a cluster, an 

increase in productivity and quality of translation is expected due to efforts of capacity 

building and training. The New Testament has 7,957 verses and the Old Testament has 

23,145 verses and each contains books and chapters with differing levels of translation 

difficulty.  

The translation goals for each cluster project are based on cumulative totals of 

individual language team goals. Each language team varies in size, level of skill, and 
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translation pace. Therefore, the quality measurement of the total number of CCV 

established for the cluster project are planned and executed by each language team within 

the cluster. There are differing cluster strategies, and, therefore, languages in a cluster 

project do not always share identical or cohort translation goals. Data were collected on 

the planned and completed number of CCV for each language in the project, the sum of 

which represents the cumulative cluster goal to measure quality success within 10 percent 

for the cluster. The CCV goals for the cluster are outlined primarily in the PnP 

spreadsheets for each language and further summarized for the cluster in the Project 

Planning document. The results for completed CCV were identified for each of the 336 

language engagements included in this study via the PnPs, triangulated using QNRs, and 

verified through subsequent phases of development when available. While this 

preliminary study on quality/scope is limited to the CCV measurable, further studies are 

encouraged to address other success indicators including the “soft factors” of human 

elements mentioned previously. 

3.2.4. Data Collection Instrument  

The author and researcher used a customized excel spreadsheet to catalog data 

from the sample of seventy-two projects from the set of qualified Seed Company cluster 

projects. The sources of project information included all available documents on each 

project within the Seed Company files as well as the information held on projects in Seed 

Company’s internal software CORD Field. These documents were then cross referenced 

for validity and accuracy. While these resources held most of the data collected on these 

projects, the Seed Company comptroller was consulted on the collection of the project’s 
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financial information and provided the budget actuals for the clusters in the quantitative 

study. Each of the data points was triangulated across the aforementioned resources to 

obtain the most accurate data. Seed Company Field Project Managers and Field 

Leadership were consulted when the information was missing or needed clarification. 

Both quantitative and qualitative data were collected on each project during the data 

collection phase. A breakdown of the data collected on each variable and subsequent 

calculations performed for each variable provided the data for the descriptive statistics is 

shared in subsequent sections of this study.  

3.2.5. Data Analysis 

The quantitative data were recorded on a customized hard copy worksheet then 

transferred to an Excel spreadsheet for initial analysis. All data were verified and double 

checked for accuracy of data entry. An additional spreadsheet was developed to analyze 

the number of consultant checked verses by language as planned, revised, and actually 

completed to ensure accuracy of CCV data. This allowed for a statistical comparison at 

both the language and cluster level for the CCV variable.  

The quantitative data were transferred from Excel to Minitab for statistical 

analysis. Minitab software was used to establish the descriptive statistics for each of the 

variables as a whole across phases of development, frameworks, and performance ranges. 

The expected target for time, cost, and CCV variables is to be within 10 percent above or 

below the plan. This study outlines three performance ranges as a result of project 

performance. These ranges include less than planned, as planned, and more than planned. 

The goal for all projects is to meet these variables as planned. Projects that complete in 
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the less than planned and more than planned performance ranges denote issues with 

project planning and management to some degree. The goal of any project is to complete 

on time, on budget, and complete a reasonable threshold of translation work. These 

performance ranges assist in identifying trends and causes for project performance 

variations including a qualitative analysis of underperformance which is an examination 

of N = 12 clusters in the less than planned performance range. Figure 3.1 below outlines 

the performance ranges and terminology used for each of the variables of time, cost, and 

CCV. 

 

 

Figure 3.1 -Performance Ranges 

Less Than Planned

• PvA is less than 90%

• Timeline was shortened

• Costs came in underbudget

• CCV goals were too high or scope was unachievable

• Denotes project underperformance 

As Planned

• PvA is between 90-110%

• Project completed on time

• Project completed on budget

• Project completed CCV goals

• Denotes project performance as expected

More Than Planned

• PvA is more than 110%

• Timeline was extended

• Actual costs were more than the original budget

• CCV goals were underplanned and/or the scope did not match the team's skill level

• Denotes project overperformance
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For comprehensive analysis, additional examinations of RvA of the cost and CCV 

variables were also performed. The data shows little significant impact on the ability of 

projects to reach their CCV goals as a result of CCV revisions. Revisions are known as 

changes to the plan which is discussed further in chapter five. 

3.3. Qualitative Study 

3.3.1. Population and Sample 

A set of qualitative studies was completed upon the results of the quantitative 

study. These qualitative studies include an analysis of changes to the plan across the three 

variables of time, cost, and CCV. An additional analysis of causes of project 

underperformance was completed among N = 12 clusters that met less than 50 percent of 

their CCV goals.  

3.3.1.1. Changes to the Plan 

As several cluster projects outlined changes for each of the three variables of 

time, cost, and CCV an analysis of these changes was completed to identify trends across 

changes that could better inform the revision process. Qualitative data on causes for 

changes to the plan were organized using Excel and outlined by the type of change. This 

mixed methods data were collected and collated to present the results and trends in a 

typology of major causes for revisions. The full typology of these causes of changes to 

the plans are in Appendix 3. 

3.3.1.2. Causes for Completion Range Results 

A qualitative study was completed to identify contributing factors to projects that 

completed in the less than planned performance range to identify trends in the worst cases 
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of translation underperformance. A sample of N = 12 projects were examined that 

completed less than 50 percent of their CCV goals as a cluster. The data were collected 

from QNR reports, collated in Excel, and organized into a typology. The result of this 

examination is explored further in chapter 7 and the full typology on causes of cluster 

underperformance is listed in Appendix 3. 

3.4.  Anticipated Ethical Concerns   

3.4.1. Seed Company Staff and Field Partner Confidentiality   

The initial concern in this study is to protect all project personnel including field 

partners and Seed Company staff. Not all cluster project managers in the history of Seed 

Company have had the same professional background or training in project design and 

management. As this research is intended to specifically scrutinize the ability to 

accurately design and execute cluster project plans, no names, countries, or regions will 

be mentioned in this study.  

3.4.2. Location Budget Information  

Project budgets are planned based on annual cost thresholds and keystone values 

for the country in which the project is located. While some analysis is provided for a 

comparison of the eleven regions coded A–K in which Seed Company operates, the 

identification of these regions will not be disclosed in this thesis. Some cluster projects 

will budget for specific expenses that others will not, the reasons for which vary by 

region or country. Although keystone values and specific budgeted items may be of 

interest to some, this study will not be identifying the location of the cluster projects nor 

specific costs outlined in each project budget. Rather, the study will focus on an overall 
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ability to plan and execute accurate budgets for cluster projects globally with the 

assumption that each project manager is accounting for cost thresholds and keystone 

values in their assigned countries. 

3.4.3. Discussions of Seed Company  

Seed Company and its partners have experienced growing pains over the course 

of partnership which cannot be minimized nor erased. As this study includes a 

quantitative analysis of cluster project planning and performance, this may elicit negative 

sentiment by some readers. This study is not intended to focus on results over 

relationships. However, it is designed to assess the strategy and identify ways to make 

project planning better for all partners involved. Cluster projects require an immense 

amount of energy by field partners and are designed to engage multiple impact partners 

through funding from financial partners. As such, it is imperative to note that this study 

hopes to continue to reflect and encourage Seed Company’s values including honoring 

God, valuing individuals and relationships, partnering effectively, encouraging creativity 

and innovation, and managing for quality results (Wells 2018, 47). The hope is that this 

preliminary study might improve Seed Company’s support of all partners engaging in 

cluster projects globally by giving a thoughtful contribution to cluster project oversight.  

3.4.4. Research Memorandum of Understanding with Seed Company 

The Seed Company Vice President of Field Operations, Christie Davis, gave 

permission in February 2020 for this study to be completed using Seed Company cluster 

project data. To this end, she signed a memorandum of understanding (MOU) which 

outlines the expectations between Seed Company and the researcher and author of this 
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thesis. Additionally, issues surrounding data security were addressed in February 2020 

with Mr. Jackson, the Information Security Analyst at Seed Company. He has given his 

approval based on the condition that no sensitive project data can be mistakenly linked 

with this study. The MOU is listed in Appendix 1.  

3.5. Preliminary Studies and Evaluations 

Strategic evaluations are necessary in business and missions, and they can aid the 

process of organizational decision making and goal refinement. Seed Company engages 

in individual language projects and cluster projects. Cluster projects have been utilized as 

a strategy within Seed Company for seventeen years and have been known to be an 

effective strategy to engage more languages in Bible translation. Cluster projects, 

however, have been evaluated on a project-by-project basis through quarterly reporting 

and at times annual and lifetime reviews by the Seed Company Field Project Manager 

and Financial Analyst. While individual project monitoring is effective, and annual 

reviews offer insight on project trajectory, there is room to effectively evaluate cluster 

project measurables to give insight into the characteristics and metrics of the overall 

cluster project strategy. 

3.6. Significance of This Study 

As in business, language development requires a sharp vision, an actionable 

strategy, and timely evaluations. Evaluations are an essential part of refining 

organizational strategy to meet goals. Industry specific evaluations should be completed 

regularly to ensure that organizational goals are being met as expected through workable 
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strategies. Language development cluster project management requires a workforce that 

enacts the vision of the organization through effective strategies. 

This study is anticipated by Seed Company leadership to help equip them with 

analytics on how the organization is doing at assisting field partners in planning and 

executing language development cluster projects. Across Seed Company, interest in this 

study has increased from leadership to field operations and finance staff. This study can 

offer suggestions on adjustments that can be made by Seed Company personnel on 

strategy and parameters of cluster project planning. Furthermore, this research provides 

baseline analytics on critical variables in cluster project planning and execution. These 

are invaluable details when it comes to demonstrating return on investment for funding 

partners. 

This study is also useful for those who are interested in or are currently working 

in language development cluster project management and want to learn more about how 

to refine project planning for clusters in their work portfolio. Cluster project planning 

takes careful forethought and acceptance of an increased workload for a management 

team. The results of this study could prove useful to field project managers as they 

consider the results of both the quantitative analytics and the qualitative reflections.  
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4. Chapter Four: Cluster Project Performance Statistical Analysis 

4.1. Introduction, Definitions, and Conventions  

This chapter will outline various layers of the statistical analysis on the three 

variables of time, cost, and CCV for the seventy-two cluster projects in this study. In this 

chapter, the hypotheses stated in chapter 1 will be tested and the research questions 

pertaining to the quantitative study portion will be addressed. 

For the purposes of analysis and comparison, the cluster project results are 

outlined using several criteria. The cluster projects in this analysis are outlined by 

development phase, specifically phase 1, phase 2, and phase 3, demonstrating project 

iterations across time. Cluster projects are also outlined by framework including initial 

framework and current framework to delineate change across an intervention of timeline 

limitations initiated by Seed Company. Next, projects are outlined by performance ranges 

including less than planned, performed as planned, and more than planned to elucidate 

the degree to which projects are achieving their planned goals. Finally, projects will be 

outlined by the eleven global operational regions used by Seed Company.  

4.1.1. Cluster Project Development Phases  

The data in this study were collected on cluster projects that include three phases 

of development. Once a project approaches the completion of a phase, there is an option 

for that project to negotiate a next phase of development with a novel set of translation 

goals as well as training goals and other objectives. Examining the completion of the iron 

triangle variables across these phases will allow Seed Company to identify how their 
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engagement is fairing across the iterations of engagement. As a result of a small data set 

for phase 3, these results will not be compared, though phase 1 and 2 results will be 

compared in this analysis. Table 4.1 shows the breakdown of cluster project by the 

number of cases in each phase. 

 

Table 4.1 - Cluster Project Breakdown by Development Phase 

Cluster Project Phase N % 

Phase 1 48 67% 

Phase 2 21 29% 

Phase 3 3 4% 

 

4.1.2. Initial and Current Frameworks  

In the history of Seed Company, there have been many changes to the ways in 

which projects are outlined and managed. One such change is that of the project timeline 

commitment of all language development projects. At the start of Seed Company’s 

involvement in language development projects, there was no precedent for setting a limit 

for the number of years a project would run. As Seed Company engaged with language 

development cluster projects, teams initiated nine-year language engagement plans which 

outlined long-term translation goals such as a New Testament. This framework 

transitioned in 2012 streamlining to three-year project timelines. Although introduced in 

2012, all newly started or transitioned projects were not expected to be in full compliance 

with this new parameter until around 2014. This three-year timeline was expected to 

allow project managers to be increasingly accurate in their ability to plan for expected 

expenses, set reasonable translation goals, and to better navigate anticipated changes in 
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personnel commitments. Because 2012 is the mid-point in Seed Company’s engagement 

in language development cluster projects represented in this study (2004-2020), it will 

mark the point of analysis between the initial framework and the current framework. The 

presentation of the findings of this study will outline pre-2012 cluster starts as “Initial 

Framework,” and cluster starts that began in 2012 and later as “Current Framework.” 

Table 4.2 outlines the cluster project framework breakdown. 

 

Table 4.2 - Cluster Project Breakdown by Framework 

Framework N % 

Initial Framework 23 32% 

Current Framework 49 68% 

 

4.1.3. Performance Ranges  

There are three distinct ranges that mark the performance levels of the planned 

verses actual (PvA) and revised versus actual (RvA) for each of the three variables of 

time, cost, and CCV. These three performance ranges are: underperformed, performed as 

expected, or overperformed. Table 4.3 below shows the performance levels of each range 

for both PvA and RvA. 

 

Table 4.3 - Cluster Project Breakdown by Performance Range 

Performance Range Range Percentage 

Less Than Planned PvA or RvA is Less Than 90% 

As Planned PvA or RvA is 90%-110% 

More Than Planned PvA or RvA is More Than 110% 
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The projects in the less than planned range finished in less time, were 

underbudget, or did not complete at least 90 percent of their written translation goals. It is 

important to note that while it may seem like a positive indicator for a project to come in 

under budget or in less time than expected, under 90 percent for both of these elements 

can indicate an inability to accurately plan which can result in underspending as well as 

skewed expectations and results reported to investors. Overplanning budgets causes more 

work for the development domain to raise funds with investors that are then underspent 

by clusters. Underspending budgets can also denote translation activities that were not 

completed.  

The projects that performed as planned showed PvA results between 90-110 

percent for time, cost, or CCV. This range allows for a 10 percent variance above or 

below what was originally planned for each of the three variables. The PvA results in this 

study compare each of the project’s outcomes with its own plan and therefore is not a 

comparison between the various projects. This study examines how accurately projects 

are planned and executed. The study assumes that the planned CCV set for each language 

team was a reasonable goal that could be achieved within the planned project timeline 

and budget. Staying within 10 percent variance both above and below 100 percent of the 

plan for each of the three variables shows a level of accuracy of both planning and 

execution of that plan. This study does not assume that these three variables should not 

change, but that a full analysis of PvA and RvA is needed to gauge the completion 

performance of cluster projects based on their original plans and their changes to that 
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plan. The results for this performance range show the projects with the most accurate 

management of the three variables. 

 The projects in the more than planned range surpassed the 110 percent threshold 

of PvA for time, cost, or CCV. This indicates that it took the teams more time than 

planned, more funding than planned, or that they were able to accomplish more CCV 

than planned. Performance in this range can be the result of positive impacts such as a 

faster pace of translation work or negative impacts such as economic changes requiring 

additional funding, or delays to the translation pace requiring more time. Projects that go 

above 110 percent of the planned timeline and budget have a formal extension approval 

process within Seed Company, however, projects that complete more than 110 percent of 

the CCV are not required to formally change their translation goals.  

 It is ideal, therefore, for cluster project timeline, budget, and translation goals to 

be planned well so that they are executed within the 90-110 percent performance range. 

While each of the iron triangle variables may change, the goal of any changes would be 

to increase the project’s ability to complete their goals on time and on budget. The 

projects that completed in the less than planned performance range denote planning and 

management issues that should be addressed prior to transitioning to the next phase of 

cluster project development.  

4.1.4. Operational Region 

In this research, the operational regions are coded A–K for the eleven global 

regions in which Seed Company operates. Though the cluster strategy has been engaged 

in each of these eleven regions, some engage this strategy to varying frequency and 
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experience varying degrees of success. Table 4.4 shows the coded operational regions 

with the breakdown of cases for each region to give readers a sense of the disparity 

between operational region and their engagement in the cluster strategy.  

 

Table 4.4 - Cluster Project Breakdown by Operational Region 

Operational Region N % 

A 14 19% 

B 6 8% 
C 3 4% 

D 4 6% 

E 2 3% 

F 11 15% 

G 3 4% 

H 3 4% 

I 13 18% 

J 1 1% 

K 12 17% 

 

The cluster projects are not evenly distributed across the development regions. 

Figure 4.5 shows a comparison of the number of projects by operation region. Regions A, 

F, I, and K have the highest number of cases making up a cumulative 70 percent of 

clusters in this study. 
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Figure 4.1 - Cluster Project Count by Operational Region for Comparison 

 

4.1.5. Variables 

This study focuses on three primary variables of the iron triangle including time, 

cost, and CCV. An additional variable that is important to discuss in cluster projects, 

however, is the number of languages included in the cluster. Therefore, some analysis has 

been done on the number of languages in clusters as well as an analysis of CCV by each 

language in the cluster as this variable contributes to the scope of the cluster projects. The 

CCV variable for the cluster is comprised of the sum of the CCV for each language 

included in the cluster. Table 4.5 below shows the outline of variables included in this 

study with the three iron triangle variables comprising the primary analysis. The X in the 

boxes show the data points that were collected and analyzed in this study.  
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Table 4.5 - Cluster Project Variables 

 Variable Planned Revised Actual 

Primary Time X  X 

 Cost X X X 

 CCV X X X 

Secondary 
Number of 

Languages 
X X X 

 

4.2.Descriptive Statistics 

4.2.1. Time  

The first of the three variables examined for the cluster projects in this study is 

time. The time variable is outlined in months for planned, actual, and PvA in percentages. 

Time is outlined in number of months for ease of comparison. The descriptive statistics 

for all projects, and each of the three development phases are displayed in Table 4.6 

below.  
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Table 4.6 - Descriptive Statistics for Time Across Cluster Projects and Development Phases 

Cluster Projects - Planned Time in Months 
 All (N = 72) Phase 1 (N = 48) Phase 2 (N = 21) Phase 3 (N = 3) 

Mean 41.54 44.50 33.81 48.30 

Median 36.00 37.00 36.00 25.00 

StDev. 18.51 17.83 10.33 52.10 

Cluster Projects - Actual Time in Months 

Mean 50.38 55.15 42.19 31.30 

Median 40.00 45.00 36.00 25.00 

StDev. 28.98 30.23 24.54 23.20 

Cluster Projects - Percent of Variance in PvA 

Mean 21% 24% 25% -35% 

Median 11% 22% 0% 0% 

 

The above Table 4.6 shows that for all projects, the mean actuals took 21 percent 

more time to complete the project plan. Phase 1 and 2 figures of 24 and 25 percent show 

this trend further as both respectively on average take more time than was originally 

planned. The limited number of cases for phase three is not beneficial for comparison.  

4.2.2. Cost 

The second variable examined in this study is the planned and actual costs for 

clusters in US dollars. The descriptive statistics for the planned, actual and PvA 

percentages for the cost variable are outlined in Table 4.7 below for all clusters as well as 

by development phase.  
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Table 4.7 - Descriptive Statistics for Cost Across Cluster Projects and Development Phases 

Cluster Projects - Planned Cost in USD 

 All (N = 72) Phase 1 (N = 48) Phase 2 (N = 21) Phase 3 (N = 3) 

Mean $       274,922 $         284,144 $          233,431 $       417,808 

Median $       216,774 $         216,774 $          185,813 $       520,680 

StDev. $       218,049 $         247,640 $          127,879 $       179,970 

Cluster Projects - Actual Cost in USD 

Mean $       277,595 $         298,409 $          226,974 $       298,920 

Median $       198,238 $         196,867 $          240,955 $       197,820 

StDev. $       275,202 $         324,621 $          186,709 $       186,709 

Cluster Projects - Percent of Variance in PvA 

Mean 1% 5% -3% -28% 

Median -9% -9% 30% -62% 

 

The results of the cost variable show that all cluster projects on average 

completed just 1 percent beyond their planned budget. Phase 2 projects have lower 

planned and actual mean costs than phase 1. The average actual cost of phase 2 projects is 

lower than phase 1 projects, however, the median cost for phase 2 projects is much higher 

than that of phase 1 projects. The data set for phase 3 is not robust enough for comparison 

against phase 1 and 2, though the actual mean costs track closely with phase 1 actual 

mean costs.  

4.2.3. CCV 

The third iron triangle variable examined in this study is the planned and actual 

number of cumulative CCV outlined for the clusters. The high standard deviation for both 

planned and actual indicates a large spread in the CCV data. The descriptive statistics for 

CCV are outlined in Table 4.8 below. 



81 

 

Table 4.8 - Descriptive Statistics for CCV Across Cluster Projects and Development Phases 

Cluster Projects - Plan CCV 

 All (N = 72) Phase 1 (N = 48) Phase 2 (N = 21) Phase 3 (N = 3) 

Mean 18,671 17,985 16,968 18,671 

Median 11,903 13,359 10,004 11,903 

StDev. 18,510 17,205 17,848 18,510 

Cluster Projects - Actual CCV  

Mean 15,284 14,384 16,284 15,284 

Median 8,458 8,458 8,138 8,458 

StDev. 16,148 13,371 21,118 16,148 

Cluster Projects - Percent of Variance in PvA 

Mean -18% -20% -4% -45% 

Median -29% -37% -19% -72% 

 

Although the mean CCV PvA is 82 percent for all clusters, the median at 71 

percent may be a more accurate form of measuring overall cluster completion. As the 

range of completion for clusters is as low as less than 2 percent and as high as just over 

400 percent, this leaves the overall cluster mean at a higher percentage. As the standard 

deviations for all projects and each of the development phases is as high or even higher 

than the mean, this indicates that the mean is not the most informative measurable for 

central tendency. As such, it is imperative to both address the CCV outliers as well as 

examine cluster CCV performance for each of the eleven operational regions. The high 

standard deviation and the wide range in CCV for both planned and actual CCV further 

indicates variation in cluster planning as well as cluster performance. The variation in 

CCV planning and performance vary due to translation team sizes, MTT education, MTT 

motivation, specified translation goals, linguistic readiness, translation strategy, 
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methodology, project staff, access to consultants, and ability to set and pace the teams to 

achieve reasonable CCV goals. Each of these elements would be worthy of other research 

endeavors. 

4.2.3.1. CCV Outliers 

As the CCV data includes outliers that have far exceeded the 110 percent 

performance range, the following analysis addresses this issue for the CCV variable. The 

PvA for CCV includes four projects that are distinct outliers in the data. The following 

Table 4.9 show these four outliers which are all phase 1 projects.  

 

Table 4.9 - PvA CCV Outliers 

Cluster Projects - CCV Outliers 

Project Code Phase CCV Planned CCV Actual 
Actual as a % 

of Planned 

50.1 1  8,598   26,071  203% 

18.1 1  1,356   5,672  318% 

1.1 1  15,330   44,055  187% 

39.1 1  11,451   34,332  200% 

 

Table 4.9 above shows the top four outliers for the PvA for the CCV variable. 

These four outliers are impacting the CCV mean results. Outliers within the primary 

CCV measurable skew the results for all projects as well as the phase 1 group of cluster 

projects. The following Table 4.10 below shows the means and standard deviations for 

cluster projects outlined by phase.  
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Table 4.10 - PvA CCV Analysis Including Outliers 

All Cluster CCV Analysis Including Outliers 

Phase Calculation CCV Planned CCV Actual 
Actual as a % 

of Planned 

1 Mean  17,985   14,384  80% 

 St.Dev  17,205   13,371   

2 Mean  16,968   16,280  96% 

 St.Dev  17,848   21,118   

3 Mean  41,575   22,716  55% 

 St.Dev  34,533   21,985   

Total Mean  18,671   15,284  82% 

 St.Dev  18,510   16,148   

 

Table 4.10 above shows that the mean PvA in percentages for all projects 

including the four major outliers for each phase as well as the overall total. Phase 1 

shows a mean PvA of 80 percent, phase 2 shows 96 percent and phase three is 55 percent. 

The overall PvA completion mean for the CCV variable is 82 percent. Table 4.11 below 

outlines each of these categories with the outliers removed from the mean analysis.  
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Table 4.11 - PvA CCV Analysis Excluding Outliers 

Cluster CCV Analysis Excluding Outliers 

Phase Calculation CCV Planned CCV Actual 

Actual as a 

% of 

Planned 

1 Mean  18,785   13,188  70% 

 St.Dev  17,699   12,621   

2 Mean  16,968   16,280  96% 

 St.Dev  17,848   21,118   

3 Mean  41,575   22,716  55% 

 St.Dev  34,533   21,985   

Total Mean             19,229              14,563  76% 

 St.Dev             18,863              15,966   

 

Table 4.11 above shows the CCV PvA changes once the outliers are removed 

from the analysis. As all the outliers are phase 1 projects, phase 1 PvA mean for CCV has 

dropped to 70 percent. Moreover the overall totals have dropped to 76 percent. The 

comparison of Tables 4.10 and 4.11 above show a 10 percent drop of mean PvA for CCV 

in phase 1 projects and a 6 percent drop for all projects once the outliers were removed 

from the analysis.  

With the outliers removed, all projects in this study show a mean completion rate 

of the CCV variable of 76 percent. Moreover, phase 1 projects are completing at a 70 

percent completion, phase 2 at a 96 percent completion and phase three at a 55 percent 

completion on average. This should inform Seed Company that phase two projects are 

able to increasingly reach their goals on average compared to phase 1 projects. Moreover, 
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the cluster strategy, once outliers are addressed, is on average able to complete 76 percent 

of their translation goals.  

4.2.4. Languages 

An additional variable that is pertinent to cluster projects is the number of 

languages included in each cluster. This study includes a total of 336 language 

engagements, meaning that this is not the count of individual novel languages, as some 

languages were engaged in multiple phases. As the number of languages varies between 

cluster projects, an analysis of this variable can show the trends in language engagement 

and optimization for cluster projects. Table 4.12 below shows the number of languages 

that were planned, actually completed, added, and terminated for all clusters and across 

the development phases. The number of languages naturally varies between each phase of 

development as population of available projects is different for each phase. Not all 

languages engaged continue on to multiple phases within a cluster, and not all cluster 

projects engage multiple phases. The number of languages engaged in higher numbered 

phases will be naturally lower due to the number of cluster projects that are engaged at 

that level, as well as languages that complete their engagement with Seed Company due 

to a completion of translation work, a completed partnership, or a terminated language 

engagement. 
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Table 4.12 - Language Engagements Across Cluster Projects and Development Phases 

Cluster Projects - Languages 

 All (N = 72) Phase 1 (N = 48) Phase 2 (N = 21) Phase 3 (N = 3) 

Planned 327 214 96 17 

Actual 322 210 95 17 

Added 9 9 0 0 

Terminated 14 13 1 0 

Total Engagements 336 223 96 17 

Percentage of  

Languages 
100% 66% 29% 5% 

 

This study included 327 planned languages with an additional nine languages 

added for a total of 336 language engagements. Though fourteen languages were 

eventually terminated from the projects, 322 languages were active until the conclusion 

of the project phase. Phase 1 projects encompass 66 percent of the language engagements 

in this study which includes 223 total languages. Phase 2 includes 29 percent of the total 

language engagements including ninety-six total engagements. Phase 3 includes 5 percent 

of the total language engagements which includes only seventeen languages.  

4.3. Analysis 

4.3.1. Ability to Achieve  

This section is an analysis of cluster’s ability to achieve the project planned 

variables of time, cost, and CCV. This analysis examines project plans against what the 

project actually completed for each of the three variables using statistical testing. The 

first part of the analysis is an examination of each of the variables across all cluster 

projects. This is followed by an analysis of all cluster projects across the three 
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performance ranges, three phases of development and finally by framework. After this 

analysis, the hypotheses will be addressed followed by concluding remarks on the 

statistical analysis findings.  

4.3.1.1. All Cluster Projects 

A paired sample t-test with α = .05 was conducted for each of the variables of 

time, cost, and CCV. Table 4.13 below shows the results of the comparison between the 

planned versus actual for each of the three variables in the iron triangle. For this test, a P 

value less than .05 shows a significant difference between the planned and actual values 

for each of the three variables. 

 

Table 4.13 - Two-Sample t-Test Results 

All Cluster Paired-Sample T-Test Results 

N = 72 Time in Months Cost in USD CCV 

Mean - Planned 41.54 274,922 18,671 

Mean - Actual 50.37 277,595 15,284 

T 3.8752 0.1614 2.3814 

P 0.0002 0.8723 0.0199 

StDev. - Planned 18.51 218,049 18,510 

StDev. - Actual 28.98 275,202 16,148 

 

Based on the P values produced by the paired-sample t-tests, the results in Table 

4.13 above show a statistically significant difference in the planned versus actual figures 

for time and CCV, but not for cost. 
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4.3.1.1.1. Hypothesis 1 - Time Across All Projects 

The following specific hypothesis was tested for the time variable across all 

projects:  

H01: There is no significant difference between the planned time and the actual 

time.  

Ha1: There is a significant difference between the planned time and the actual 

time.  

For time, with P = 0.0002, the mean planned time is statistically significantly 

lower than the mean actual time. This indicates that projects across the cluster strategy 

are on average taking considerably longer to complete than originally planned. 

4.3.1.1.2. Hypothesis 2 - Cost Across All Projects 

The following specific hypothesis was tested for the cost variable across all 

projects: 

H02: There is no significant difference between the planned cost and the actual 

cost. 

Ha2: There is a significant difference between the planned cost and the actual cost. 

For cost, with P = 0.8723, there is no statistical difference between the mean 

planned and mean actual costs across all projects and phases. 

4.3.1.1.3. Hypothesis 3 - CCV Across All Projects 

The following specific hypothesis was tested for the CCV variable across all 

projects: 
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H03: There is no significant difference between the planned number of consultant 

checked verses and the actual number of consultant checked verses. 

Ha3: There is a significant difference between the planned number of consultant 

checked verses and the actual number of consultant checked verses. 

For the CCV variable, with a P = 0.0199, the actual mean CCV is statistically 

significantly lower than the planned mean CCV figures across all cluster projects in this 

study. 

4.3.1.2. Variables Across Performance Ranges 

This study is designed to ascertain to what degree written cluster projects under 

Seed Company management are achieving their planned variables of time, cost, and CCV. 

Statistical analysis of each of these variables has been completed to demonstrate that 

Seed Company management of cluster projects is only marginally accomplishing its 

goals as planned. Table 4.14 below outlines each of these performance ranges and the 

number of projects that fall within each range for time, budget, and CCV.  

 

Table 4.14 - Cluster Project Variable Completion Across Performance Ranges 

 Time % Cost % CCV % 

Less Than Planned 2 3% 29 40% 42 58% 

As Planned 44 61% 23 32% 17 24% 

More Than Planned 26 36% 20 28% 13 18% 

Total: 72 100% 72 100% 72 100% 
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4.3.1.2.1. Time 

For the time variable, Table 4.14 above shows that 61 percent have performed as 

expected across all clusters in this study; however, 36 percent have overperformed 

meaning it took these projects more time than expected to complete the project. There 

were two clusters that completed in less time than expected. For projects that do complete 

in less time, however, this may not be due to positive conditions, but out of necessity to 

transition on to a new phase of development and re-set the project expectations. For the 

36 percent of projects that ran over on their timeline, this is an indication that an 

intervention on timeline changes may be needed to help these projects craft more 

achievable plans to accommodate stakeholder timelines. Overall, 61 percent of clusters 

are performing as expected with the remaining projects requiring more time than planned.  

4.3.1.2.2. Cost  

For the cost variable, Table 4.14 above shows that cluster projects are almost 

evenly spread across the completion ranges though a marginal majority of 40 percent of 

cluster projects finished under budget. Completing under budget 40 percent of the time is 

a clear indication that more is being asked of the development team to raise support for 

projects that they are not spending or may not have needed. Therefore, being underbudget 

shows a clear area of concern for cross-domain cooperation at Seed Company to ensure 

that the Field Project Managers plan accurate budgeting for the sake of the fundraising 

and development domains. This will also give investors a more accurate picture of cluster 

project funding needs. As costs change due to other global conditions, the thresholds for 

each operational region may also change. Further study in future years may be helpful to 
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demonstrate the change of conditions on project spending in a post-pandemic global 

context. Though 32 percent complete within their planned budget with a 10 percent 

variance above and below the lifetime budget costs, 28 percent of projects spend more 

than planned. This is once again a clear indication that Seed Company will need to make 

strategic decisions regarding funding for projects that are not spending as expected 

whether above or below expectations.  

4.3.1.2.3. CCV 

For the CCV variable, Table 4.14 above shows an overwhelming majority of 58 

percent of cluster projects complete less CCV than planned, meaning they complete less 

than 90 percent of their translation goals. While 24 percent complete their CCV as 

planned, the final 18 percent complete more CCV than planned. These results show a 

clear need for further analysis to ascertain causes that lead to cluster translation pace 

issues including underperformance as well as overperformance. The goal for Seed 

Company project management is to be able to assist field partners in accurately gauging 

translation plans in various global contexts. These results show that while clusters are 

marginally successful, there are areas of much needed refinement of planning and 

managing for quality results of the translation work. This should prompt Seed Company 

to address issues in the scope of their written cluster projects to optimize this strategy’s 

ability to produce quality results.  

The following Figure 4.2 compares the performance of all seventy-two cluster 

projects in this study. The calculated percentage of PvA for the CCV variable is charted in 

Figure 4.2 with each bar representing the results of a single cluster project phase unit. The 
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gray portion surrounding the 100 percent line shows the clusters that completed between 

90-110 percent which is the performed as expected range. The bars above the gray line 

are cluster projects that completed in the more than planned performance range. The 

projects below the gray section include those that completed in the less than planned 

performance range. The light grey bars on the far left of the figure are the twelve clusters 

that are included in the analysis of underperformance that will be presented in chapter 

seven.  

 

 

Figure 4.2 - PvA Comparison of CCV for All Clusters 
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Figure 4.2 is a comparison of the seventy-two cluster projects in this study, the 

majority of which completed less CCV than planned, and illustrate the few projects that 

are considered outliers which impact the mean CCV across the cluster strategy. These 

outliers and their impact on the mean CCV were discussed in section 4.2.3.1.  

4.3.2. Ability to Improve 

4.3.2.1. Variables Across Performance Ranges and Development Phases  

To delineate how Seed Company has engaged in cluster projects over time to 

manage for the variables of time, cost, and CCV, cluster projects have been analyzed by 

performance range and development phase. The analysis by development phase attaches 

the logical assumption that phases 2 and 3 would increase in accuracy for time, cost, and 

CCV variables as the teams have been able to apply lessons learned in previous phases. A 

comparison of phase 3 with N = 3 is not a meaningful point of comparison, therefore, 

only phase 1 and 2 will be compared across cluster engagements. Table 4.15 below shows 

performance range results for all cluster projects across the three phases of development. 

This table represents a snapshot of how the projects in each phase of development 

performed across the board.  

In Table 4.15 below, for time, phase 1 has a 60/40 percentage split between 

projects that performed as planned and projects that took more time than planned. This is 

marginally improved in phase 2 with 62 percent performing as planned. For cost, a total 

of 72 percent of projects came in over or underbudget compared with 62 percent of phase 

2 projects in the same completion categories. This shows only marginal improvement in 

the ability to increase accuracy of budgets across phases. The CCV variable shows that 
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60 percent complete less CCV than planned in phase 1 clusters, and 52 percent in phase 2 

clusters. Projects that performed as planned increased from 23 percent in phase 1 to 29 

percent in phase 2. These performance range results demonstrate a marginal increase in 

the ability of cluster projects to plan and achieve translation goals across project 

development phases 1 and 2.  

 

Table 4.15 - Cluster Project Performance Range Results Across Development Phase 

Phase 1 (N = 48) 
 

Time % Cost % CCV % 

Less Than Planned 0 0% 20 42% 29 60% 

As Planned 29 60% 13 27% 11 23% 

More Than Planned 19 40% 15 31% 8 17% 

Phase 2 (N = 21) 

Less Than Planned 1 5% 8 38% 11 52% 

As Planned 13 62% 8 38% 6 29% 

More Than Planned 7 33% 5 24% 4 19% 

Phase 3 (N = 3) 

Less Than Planned 1 33% 1 33% 2 67% 

As Planned 2 67% 2 67% 0 0% 

More Than Planned 0 0% 0 0% 1 33% 

 

A series of two-sample t-tests were completed to test the hypotheses and establish 

the difference between phase 1 and phase 2 for each of the variables of time, cost and 

CCV. As phase 3 has a small number of cases, the comparison would not be significant.  

4.3.2.1.1. Hypothesis 4 - Time Across Phases 

For time, the following hypothesis was tested: 
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H04: There is no significant difference between the planned time and the actual 

time between development phases. 

Ha4: There is a significant difference between the planned time and the actual 

time between development phases. 

The two-sample t-test with an α = .05, there is no difference between phase 1 and 

phase 2. With T = 0.4707 and P = 0.6394, the results are not statistically significant to 

show a change or improvement between these two phases of development for the time 

variable.  

4.3.2.1.2. Hypothesis 5 - Cost Across Phases 

For cost, the following hypothesis was tested: 

H05: There is no significant difference between the planned cost and the actual 

cost between development phases. 

Ha5: There is a significant difference between the planned cost and the actual cost 

between each development phases. 

The two-sample t-test with an α = .05, there is no difference between phase 1 and 

phase 2. With T = 0.7143 and P = 0.4776, the results are not statistically significant to 

show a change or improvement between these two phases of development for the cost 

variable. The mean variance for phase 2 projects being substantially lower than that of 

phase 1 projects creates an overall difference of $20,721.98 implying that while the 

accuracy within phase 2 PvA has improved, the variance statistically remains 

insignificant between the phases.  
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4.3.2.1.3. Hypothesis 6 - CCV Across Phases 

For CCV, the following hypothesis was tested: 

H06: There is no significant difference between the planned number of consultant 

checked verses and the actual number of consultant checked verses between development 

phases. 

Ha6: There is a significant difference between the planned number of consultant 

checked verses and the actual number of consultant checked verses between development 

phases. 

The two-sample t-test with an α = .05, there is no difference between phase 1 and 

phase 2. With T = 0.1.219 and P = 0.2081, the results are not statistically significant to 

show a change or improvement between these two phases of development for the CCV 

variable. These results are not statistically significant due to the very large standard 

deviation of 12,187 which exists for the gap between CCV planned and CCV actual for 

the cluster projects in this study.  

4.3.2.2. Variables Across Performance Ranges and Frameworks 

The analysis of performance range results can be compared across the two 

frameworks to identify the resulting change of the intervention that restricted timelines to 

three years. The initial framework includes projects that started before 2012 and the 

current framework includes projects that began in 2012 and later. Table 4.16 below 

outlines the results of each framework in the number of clusters in each performance 

range and the percentage of the framework that they represent.  
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Table 4.16 further outlines the resulting change in number of cases demarcated by 

upward and downward arrows as well as percentage increases and decreases. The 

resulting change section of Table 4.16 shows upward arrows indicating an increase in the 

performance range from the initial framework to the current framework. A downward 

arrow shows a decrease from the initial to the current framework. It is possible to have an 

increase in the number of cases (N) and concurrently have a percentage decrease as can 

be seen in the case of the CCV variable in the as planned performance range.  

 

Table 4.16 - Cluster Project Performance Range Results Across Frameworks With Resulting 

Change 

Initial Framework (N = 23) 

 Time % Cost % CCV % 

Less Than Planned 0 0% 4 17% 13 57% 

As Planned 10 43% 5 22% 6 26% 

More Than Planned 13 57% 14 61% 4 17% 

Current Framework (N = 49) 

Less Than Planned 2 4% 25 51% 29 59% 

As Planned 34 69% 18 37% 11 22% 

More Than Planned 13 27% 6 12% 9 18% 

Resulting Change 

Less Than Planned 2↑ N/A 21↑ 200% 16↑ 4% 

As Planned 24↑ 60% 13↑ 68% 5↑ -15% 

More Than Planned 0 -53% -8↓ -80% 5↑ 6% 

 

The results in Table 4.16 above show a 26 percent increase in the number of 

projects able to meet the timeline as planned, a 15 percent increase to meet the costs as 

planned, and a 4 percent decrease in the ability to meet the CCV as planned. Moreover, 

the results for the cost variable show a noteworthy change of projects in the initial 
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framework that spent more than their planned budgets while just over half of all projects 

in the current framework completed underbudget. This shift is cause for further 

consideration by Seed Company to address the current issue of underspending in cluster 

budgets.  

The results of this analysis in Table 4.16 in respect to time shows a substantial net 

increase in the ability of cluster projects to achieve their planned timeline in the current 

framework performing as expected 69 percent of the time. This is to be expected as this 

intervention was specifically implemented to restrict time lengths of projects. Further 

adjustments to timeline expectations could be explored by Seed Company as the average 

number of years to complete a cluster project is four years. Testing four-year cluster 

project plans might allow this variable to increase in accuracy of plans to actuals for 

cluster projects.  

The results in the previous Table 4.16 show a moderate improvement to cluster 

ability to complete within the budget as expected with a 15 percent increase between 

frameworks. However, these results also show a substantial swing between projects that 

were over budget in the initial framework to projects that finished under budget in the 

current framework. This swing indicates a continued lack of budget accuracy in the 

current framework as 51 percent of current framework projects come in under budget. As 

budgets are set by region and country under Seed Company’s management, an analysis of 

regional performance is needed to identify any further trends amidst this budgeting 

disparity. Further interventions by Seed Company will be necessary if the organization’s 

intention is to increase the cluster strategy’s ability to perform within 10 percent above or 
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below the project budgets. Additional analysis on the qualitative causes of budget 

changes is provided in chapter 5 and Appendix 5 which may help Seed Company identify 

interventions to assist in increasing accuracy for the cluster project budgeting. 

While the framework intervention may have had a positive impact on timeline 

achievement and marginal impact on budget accuracy, the data in Table 4.16 displays a 

negative impact on cluster project ability to achieve the CCV goals as planned. With a 15 

percent decrease in project’s ability to perform as expected and a 4 percent increase in 

underperformance between these frameworks, it is clear that the three-year project plan 

intervention has had a slight negative impact on the ability of clusters to achieve their 

CCV goals. As the CCV goals are the primary output and objective of Seed Company 

cluster projects, it is imperative that the organization give this decrease in performance 

further consideration. It is suggested here that the decrease in CCV performance with 

regard to the three-year project plan can be the result of the translation teams having less 

time to recover from delays and interruptions to the translation process. For example, if 

during a three-year project plan, a major event occurs that delays the project by three to 

six months in the middle of year two, there is little time to recover, and the pressure to 

perform adds stress to the team. The qualitative analysis on causes for the worst cases of 

cluster project CCV underperformance is presented in chapter 7 in hopes of identifying 

trends and areas for improvement in cluster projects under Seed Company management. 

4.3.2.2.1. Hypothesis 7 - Time Between Frameworks 

Using a Chi-square test with α = .05, the following hypotheses were tested to 

identify if there is a significant difference between the performance range results by 
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framework for the time variable. This test examines the distribution of projects in each of 

the performance ranges and identifies statistical significance in the framework impacting 

the as planned performance range for the time variable. The hypothesis tested for time is 

as follows: 

H07: There is no significant difference between the planned time and the actual 

time between frameworks. 

Ha7: There is a significant difference between the planned time and the actual 

time between frameworks. 

With a Chi-square value of 1.556, P = 0.212, and Cramer’s V = 0.1800, there is no 

significant difference between the initial and current frameworks for phase 1 projects.  

With a Chi-square value of 7.0000, P = 0.030, and Cramer’s V of .5574 there is a 

statistically significant difference between the initial and current frameworks for phase 2 

projects. There is evidence that for phase 2 projects, the current framework shows 

improvement in project management for the time variable.  

4.3.2.2.2. Hypothesis 8 - Cost Between Frameworks 

Using a Chi-square test with α = .05, the following hypotheses were tested to 

identify if there is a significant difference between the performance range results by 

framework for the cost variable. This test examines the distribution of projects in each of 

the performance ranges and identifies statistical significance in the framework impacting 

the as planned performance range for the cost variable. The hypothesis tested for time is 

as follows: 
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H08: There is no significant difference between the planned cost and the actual 

cost between frameworks. 

Ha8: There is a significant difference between the planned cost and the actual cost 

between frameworks. 

With a Chi-square value of 10.1064, P = 0.006, and Cramer’s V = 0.4589, there is 

a statistically significant difference between the initial and current frameworks for phase 

1 projects with an increased likelihood of being underbudget and a decreased likelihood 

of being overbudget in the current framework.  

With a Chi-square value of 11.2000, P = 0.004, and Cramer’s V of .7303 there is a 

statistically significant difference between the initial and current frameworks for phase 2 

projects. There is evidence that for phase 2 projects, the current framework shows a 

pattern of improvement for the cost variable. Cramer’s V shows a strong indication that 

framework is a predictor for the increase in achievement of the cost variable within the as 

planned performance range.  

4.3.2.2.3. Hypothesis 9 - CCV Between Frameworks 

Using a Chi-square test with α = .05, the following hypotheses were tested to 

identify if there is a significant difference between the performance range results by 

framework for the CCV variable. This test examines the distribution of projects in each of 

the performance ranges and identifies statistical significance in the framework impacting 

the as planned performance range for the cost variable. The hypothesis tested for CCV is 

as follows: 
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H09: There is no significant difference between the planned number of consultant 

checked verses and the actual number of consultant checked verses between frameworks. 

Ha9: There is a significant difference between the planned number of consultant 

checked verses and the actual number of consultant checked verses between frameworks. 

With a Chi-square value of 0.1231, P = 0.940, and Cramer’s V = 0.0506, there is 

no significant statistical difference between the initial and current frameworks for phase 1 

projects.  

With a Chi-square value of 0.6452, P = 0.724, and Cramer’s V of 0.1753 there is 

no significant statistical difference between the initial and current frameworks for phase 2 

projects.  

4.3.2.3. Variables by Phase and Framework—Additional Analysis 

4.3.2.3.1.1. Time  

Paired-sample t-tests with α = .05 were run to test whether or not there is a 

significant difference in the planned vs actual duration for time in months within 

development phases 1 and 2 and across frameworks. Table 4.17 below shows the results 

for each phase in both frameworks. The P values for phases 2 and 3 in the current 

framework show that there is no significant difference between mean planned vs. actual 

for time in months. There is, however, a significant difference in mean time for phase 1 in 

the current framework and both phase 1 and 2 of the initial framework.  
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Table 4.17 - Analysis of Time Plan vs. Actual in Months Across Phases and Frameworks 

Time in Months for Initial Framework by Phase 

 Phase 1 Phase 2 Phase 3 

N =  20 3 0 

Mean - Planned 56.75 40  

Mean - Actual 26.35 87.33  

T 3.498 4.052  

P 0.0024 .0558  

StDev. - Planned 20.344 18.330  

StDev. - Actual 35.391 35.796  

Time in Months for Current Framework by Phase 

N =  28 18 3 

Mean - Planned 35.75 32.78 48.333 

Mean - Actual 40 34.67 31.333 

T 3.400 1.275 1.000 

P 0.0021 0.2195 0.4226 

StDev. - Planned 8.475 8.842 52.041 

StDev. - Actual 11.757 11.747 23.159 

 

4.3.2.3.1.2. Cost  

Paired-sample t-tests with α = .05 were run to establish whether or not there is a 

significant difference in the mean planned vs actual cost in US dollars for each phase in 

both frameworks. Table 4.18 below shows the results for cost for each phase in both 

frameworks. These results show a significant difference for phase 1 for the planned cost 

verses the actual cost in the current framework. These results show that improvement is 

needed in the area of planning costs in the first phase of development. The second phase 

is less than significant and the third phase has such a small number of cases that while the 
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statistics are provided, the data set is not large enough to recognize significance in the 

results, though the difference is very large.  

 

Table 4.18 - Analysis of Cost Plan vs. Actual in USD Across Phases and Frameworks 

Cost in USD for Initial Framework by Phase 

 Phase 1 Phase 2 Phase 3 

N =  20 3 0 

Mean - Planned $371,666 $115,567  

Mean - Actual $460,284 $245,458  

Mean - PvA Diff. -$88,618 -$129,891  

T 1.897 3.244  

P .073 .0833  

StDev. - Planned $291,548 $36,576  

StDev. - Actual $406,126 $102,794  

Cost in USD for Current Framework by Phase 

N =  28 18 3 

Mean - Planned $221,628 $253,074 $417,807 

Mean - Actual $182,784 $223,892 $298,919 

Mean Difference $38,884 $29,182 $118,888 

T 3.1012 1.9731 1.0945 

P .0045 .0650 .3879 

StDev. - Planned  $192,897 $127,384 $179,969 

StDev. - Actual $184,649 $122,814 $186,708 

 

These results demonstrate that the phase 1 projects in the current framework show 

statistical significance in cost with p = .0045. This indicates that further investigation 

would be prudent to identify and mitigate this cost difference to increase the accuracy in 

budgetary planning for phase 1 projects under the current framework of operations. 
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Although the other groups charted in Table 4.18 above did not overwhelmingly show 

statistical significance, it is worth noting that phase 2 in the current framework as well as 

both phases 1 and 2 in the initial framework show p values that are very close to 

producing statistical significance. What this indicates for Seed Company is that the cost 

factor for cluster projects requires some attention to reduce the disparity regardless of the 

phase of development. Although the number of cases in phase 2 in the initial framework 

is the same as phase 3 in the current framework, the latter shows the least statistical 

significance of all the groups listed in the above Table 4.18.     

An additional item to note on these results is the difference between the plan and 

actual means for each of the groups across frameworks and phases. For the initial 

framework, the mean differences show that, on average, these projects were over budget 

in both phase 1 and phase 2. However, in the current framework, the results show for all 

phases of development that on average all clusters underspend their project budgets. 

When considering these results as a point of fundraising dollars and the development 

domain’s efforts to raise these funds with investors, it is reasonable to consider if Seed 

Company’s cluster budget planning could implement changes to increase accuracy in 

budgeting.  

As project budgets are outlined by expected costs for activities, the above results 

imply that the underspending is connected to incomplete activities, such as consultant 

checking. Of the twenty-nine projects that completed under the planned budget, 

seventeen (58.6 percent) completed under 90 percent of their planned CCV goals, 

fourteen (48.27 percent) of which were in the current framework. These results show that 
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23.6 percent of all cluster projects included in this study completed both underbudget and 

less than 90 percent of their translation goals, the majority of which fall in the current 

three-year project framework structure. 

4.3.2.3.1.3. CCV 

Paired-sample t-tests with α = .05 were run to establish whether or not there is a 

significant difference in the mean planned vs actual number of CCV. Table 4.19 below 

shows the results for each development phase in both frameworks. While the P values do 

not suggest a significant difference in the mean plan verses actual for CCV, the high 

standard deviations for this variable that are above the mean for phase 2 in the initial 

framework, and 1 and 2 in the current frameworks, suggest a noteworthy spread of CCV 

among cluster projects. Phase 3 in the current framework does not have a meaningful 

enough sample size for comparison.  

The P values in Table 4.19 below indicate that there is no significant difference 

between the mean planned vs. actual values for the CCV variable across the development 

phases and frameworks. 
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Table 4.19 - Analysis of CCV Plan vs. Actual Across Phases and Frameworks 

CCV for Initial Framework by Phase 

 Phase 1 Phase 2 Phase 3 

N =  20 3 0 

Mean - Planned 26,930.90 30,812.00  

Mean - Actual 21,015.55 30,373.00  

T 1.657 .2444  

P .1139 .8297  

StDev. - Planned 22,523.41 33,607.23  

StDev. - Actual 14,611.50 34,419.51  

CCV for Current Framework by Phase 

N =  28 18 3 

Mean - Planned 11,594.93 14,660.50 41,575.33 

Mean - Actual 9,646.43 13,930.89 22,715.00 

T 1.211 .4293 1.1604 

P .2363 .6731 .3657 

StDev. - Planned 7,528.52 14,227.16 34,532.64 

StDev. - Actual 10,253.25 18,558.41 21,984.52 

 

4.3.2.3.2. Impact of Cluster Size on Achieving CCV Goals 

Identifying the optimum number of languages to include in a cluster is a common 

point of inquiry about cluster projects. The statistical analysis addressing the number of 

languages as a predictor of the cluster’s ability to achieve at least 90 percent of the 

project’s CCV goals indicated that the number of languages in the cluster does not 

substantially impact the project reaching at least 90 percent. Table 4.20 below shows 

ranges of numbers for languages planned, the number of projects that met at least 90 
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percent of their CCV goals, and the likelihood as a percentage that the number of 

languages dictates the ability to reach 90 percent of the project’s CCV goals. The lack of 

meaningful results on this point suggests that the number of languages in a cluster is not a 

determining factor in the ability to meet the CCV goals. Further studies can be conducted 

on the qualitative side, but that inquiry is beyond the scope of this research. 

 

Table 4.20 - Likelihood of Number of Languages Impacting Cluster Achievement of CCV Goals 

Number of Languages 

(Planned) 

Number of Projects That 

Met 90% or Higher CCV 

Likelihood of Meeting at Least 

90% CCV Goal (as a percent) 

2 – 3 17/37 45.9% 

4 – 5 5/15 33.3% 

6 – 7 4/10 40% 

8 – 9 2/5 40% 

10 – 13 2/5 40% 

Total 30/72 41.7% 

 

In addition to the planned language analysis, the following is a breakdown of the 

number of languages in clusters by performance range upon completion of the cluster. As 

there was minimal language attrition within clusters, this analysis outlines the number of 

languages that completed within the cluster at the end of the project timeline. The data 

shown in Table 4.21 below illustrates trends in the language distribution among cluster 

projects. This data shows only five projects that included more than nine languages in the 

cluster, four of which of completed less CCV than planned. Fifty-four percent of cluster 

projects include between two and four languages, with three-language clusters being of 

highest frequency for projects that both underperformed and performed as expected. 
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Table 4.21 - Breakdown of Actual Number of Languages by Performance Ranges 

Completion Range Number of Languages Completed in Clusters 

 2 3 4 5 6 7 8 9 10 11 12 13 14 

Less Than Planned 8 12 10 2 2 3 1 1 1 1 1 0 1 

As Planned 3 9 1 1 2 0 0 0 0 0 0 1 0 

More Than Planned 2 3 1 1 2 1 0 3 0 0 0 0 0 

 

4.3.3. Cohort Strategies: An Additional Consideration  

4.3.3.1. Cohort Strategy Foundations 

Cohort strategies are one way to plan and manage the CCV goals in a cluster 

project. Cohort strategies in cluster projects are defined in this research as: 

All languages in the project set the same translation goals, work at the same pace, 

and/or complete the work concurrently. Cluster projects can include cohort translation 

goals, cohort training, and cohort consultant checking. The strategy allows all languages 

to move forward together, for cultural or pragmatic purposes. 

Cohort strategies in training and consultant checking have a long history within 

Seed Company. In the historical engagement of cluster projects for Seed Company, 

cohort strategies have been used globally and reported on through personnel such as 

Andy Ring (2008a, 2008b, 2011, 2013a, 2013b, 2015), Katy Barnwell (2010), and Larry 

Jones (2010) for validity, usefulness, structure, practical application, and best practices.  

Andy Ring, a consultant with Seed Company until retiring in 2022, authored 

several papers on the structure, best practices benefits, and disadvantages of cohort 

strategies, and included testimonials of other consultants that engaged in cohort 
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consultant checking. Ring’s experience in clusters and specifically cohort strategies are 

rooted in his direct involvement in a cluster in Ghana West Africa starting in 1997 (Ring 

2008). This project is the source context for much of Ring’s presentations on cluster and 

cohort strategies. Ring’s (2015) paper entitled “Group Checking: The Cohort Approach,” 

outlines the basic information on what consultants and project managers need to 

understand in order to make the most of a cohort strategy within a cluster project. While 

the focus of the paper is on group consultant checking, Ring maintains, “Group checking 

is most suited to cluster programs using the Cohort Approach” (6). This entails that the 

added benefits of planning to train, translate, and consultant check as a group go hand in 

hand and have a profound impact on the translators and consultants involved. Ring 

further outlines three basic types of clusters based on a survey he administered among 

cluster projects in 2013 (8). These three basic structures include the simultaneous 

approach (which is in nature the cohort model), a tier approach whereby teams move 

ahead on separate schedules, and a chain approach where each functions independently. 

Of these three models the simultaneous (or cohort) approach is recommended. Ring 

states, “Cluster training fosters camaraderie, provides opportunity for open interaction, 

sparks insights among participants, and inspires greater involvement” (8).  

The impact of a cohort strategy goes beyond simple administrative functionality 

and is designed to encourage the benefits of linguistic relatedness as well as camaraderie 

and spiritual encouragement. Ring (2015) states that, “The cohort functions as a group 

that trains together, learns together, prays together, completes the work together, and 

finally, celebrates together” (8). This strategy encourages the right design approach, joint 



111 

 

management and planning, group training in workshops, sustaining translation work 

between workshops, developing consultants, and multiplying cluster projects for the 

future of the strategy (8).  

With this foundation laid, we now look to the quantitative aspects of the cohort 

strategy represented by clusters in this research. 

4.3.3.2. Cohort Strategy Statistical Analysis 

In a statistical analysis of the seventy-two cluster projects included in this study, 

forty-four (61 percent) outlined cohort CCV goals in their project plan. Setting cohort 

CCV goals entails that the languages within the project set the same or similar CCV goals 

for all or most of the languages in the cluster. Of these forty-four projects that planned 

cohort goals, thirty-nine projects completed with cohort progress. This means that 88.6 

percent of cohort planned projects tracked their activities to complete at the same pace 

but did not necessarily reach their translation goals as expected.  

Of the forty-four projects that planned cohort CCV goals, 21 (48 percent) 

completed less CCV than planned, 9 (20 percent) completed more CCV than planned, 

and 14 (32 percent) completed their CCV goals as planned. There were twelve of these 

projects (27 percent) that completed exactly 100 percent of their CCV goals. This could 

imply that the pace of the team was planned perfectly within the translation timeline, or 

that the completion of the translation goals was the indicator of the completion of the 

cluster goals.  

To fully address the mean completion rate of this group of projects, the outliers 

need to first be addressed. The forty-four cluster projects in this group have a mean 
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completion rate of 100 percent. This average is skewed by three projects that completed 

more than 200 percent of their PvA for the CCV variable. However, after eliminating the 

three outlying projects from the calculations, this reduces the strategy completion rate to 

86.7 percent across forty-one projects. 

4.4. Addressing the Hypotheses 

This chapter has addressed the first two research questions including: 

1. To what degree are written cluster projects achieving their planned variables of 

time, cost, and CCV? 

2. Has Seed Company improved their engagement of cluster projects over time to 

plan for and manage for the variables of time, cost, and CCV? 

The following is a summary of the findings of these hypothesis: 

H1 - The mean planned time is statistically significantly lower than the mean 

actual time for all projects in this study. 

H2 - There is no statistical difference between the mean planned and mean actual 

costs for all projects in this study. 

H3 - The actual mean CCV is statistically significantly lower than the planned 

mean CCV figures for all cluster projects in this study. 

H4 - The results are not statistically significant to show a change or improvement 

between development phase 1 and 2 for the time variable.  

H5 - The results are not statistically significant to show a change or improvement 

between development phase 1 and 2 for the cost variable. 
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H6 - The results are not statistically significant to show a change or improvement 

between development phase 1 and 2 for the CCV variable. These results are not 

statistically significant due to the very large standard deviation which exists for the gap 

between CCV planned and CCV actual for the cluster projects in this study. 

H7 - There is no significant difference between the initial and current frameworks 

for phase 1 projects. There is, however, a statistically significant difference between the 

initial and current frameworks for phase 2 projects. There is evidence that for phase 2 

projects, the current framework shows improvement in project management for the time 

variable.  

H8 - There is a statistically significant difference between the initial and current 

frameworks for phase 1 projects with an increased likelihood of being underbudget and a 

decreased likelihood of being overbudget in the current framework. There is a statistically 

significant difference between the initial and current frameworks for phase 2 projects. 

There is evidence that for phase 2 projects, the current framework shows a pattern of 

improvement for the cost variable.  

H9 - There is no significant statistical difference between the initial and current 

frameworks for either phase 1 or phase 2 projects.  

4.5. Conclusions 

This chapter addressed the degree to which cluster projects are achieving their 

planned variables of time, cost, and CCV. Moreover, statistical analysis was completed to 

assess the impact of cluster size and a management intervention on the cluster strategy. 

The results of this study show that 58 percent of clusters do not reach 90 percent of their 
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CCV goals. Although the introduction of three-year project phases increased the ability to 

complete clusters within the planned time, the cost variable shifted from primarily 

overspending to underspending the planned budgets. Furthermore, this intervention had a 

negative overall impact on the cluster achievement of the CCV goals. While this analysis 

addresses the planned and actual figures for the three variables, the next chapter will 

expound on changes to each variable as well as causes for each type of change.  
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5. Chapter Five: Cluster Project Changes to the Plan 

5.1. Quantitative Analysis of Changed Variables 

Change is a natural process in project management. However, for cluster projects, 

it is important to identify the causes for such changes and the impact of those changes on 

the cluster. Project documentation on time extensions, budget revisions, CCV goal 

changes, and language addition and attrition were examined in this research. Each of the 

causes listed in the documentation were catalogued by cluster and incorporated into a 

typology for further analysis. The goal of this portion of the study is to identify any 

trends in changes to cluster project plans that may assist SC leadership in establishing the 

effectiveness of changes to the plans as well as develop useful interventions to resolve 

issues in the project planning stages.  

The three variables and combinations of variables, outlined by number of cases 

and percentage of the total are shown in Table 5.1 below. This table represents the 

number of cluster projects that processed each type or combination of changes. The table 

does not represent the number of overall changes that were processed for clusters (see 

Table 5.2) as some completed multiple changes over the course of the project.  

The data shows that no variable changes and the combination of time and cost 

changes were in highest frequency with N = 19 each. There were no cases where the 

combination changes of time and CCV were completed conjunctively. This data only 

marginally supports the idea that changes in the iron triangle variables result in other 
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variable changes for cluster projects. This is most recognizable in the concurrent variable 

change of time and cost with N = 19. 

 

Table 5.1- Cases of Variable Changes of Clusters 

Variable Changes of Clusters N 
Percent of Total Cases 

(N = 72) 

No variables changed 19 26% 

Time and Cost Change 19 26% 

Cost Change Only 17 24% 

All 3 Variables Changed 10 14% 

CCV Change Only 3 4% 

Time Change Only 2 3% 

Cost and CCV Change 2 3% 

Time and CCV Change 0 0% 

Total 72 100% 

 

Figure 5.1 below illustrates a comparison of the eight combinations of the three 

variables examined in this study. Understanding the trends in cluster project changes can 

assist SC leadership to support personnel who are training field staff around the types of 

changes to expect in cluster project management. For figure 5.1 below, the three variables 

are time (T), cost (C), and CCV (V). When a variable experienced a change, there is a (+) 

after the variable code, when the change was not experienced, there is a (-). Therefore, 

when all of the variables are changed, the figure will read T+C+V+. When only time is 

changed, the figure will read T+C-V-. 
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Figure 5.1 - Cluster Project Variable Change Combination Comparison 

 

Figure 5.1 shows the same number of projects experienced no changes to the three 

variables (N = 19) as that of a time and cost combination of changes. This is closely 

followed by a cost only change with (N = 17). The time and CCV combination of changes 

never occurred concurrently in this data.  

Table 5.2 below outlines the total number of changes by variable that were 

completed for clusters in this study. The total time changes are N = 40, the total cost 

changes are N = 84, and the total CCV changes are N = 15 for clusters and N = 55 at the 

language level. 
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Table 5.2 - Count of Variable Changes in Cluster Projects 

Variable Changes In Cluster Projects N 

Time 40 

Cost 84 

CCV by Cluster 15 

CCV by Language 55 

 

This data shows, once again, that cost is the variable that is changed at the highest 

frequency of N = 84. Upon further analysis, nine projects met all three variables as 

revised, and fifteen projects met budget and CCV as revised. Next is an examination of 

the impact of these changes on the project’s ability to complete the variables of cost and 

CCV as revised.  

5.2. Time Changes 

Change to time in number of months has a mean of 8.83 and a standard deviation 

of 19.34. Figure 5.2 below shows the breakdown of the time changes in number of 

months with the negative change implying an early finish of the project, and the highest 

positive numbers imply an exceptionally long extension or an initial framework issue. 

Initial framework issues occurred when the project processed extensions to the planned 

timeline in lieu of transitioning to the next phase of development. This occurred in initial 

framework projects.  
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Figure 5.2 - Time Change Histogram in Months 

 

The revised time in this study also represents the actual completion dates. 

Therefore, the impact of changes to time is represented in conjunction with cost and CCV 

variables. For projects that extended their timeline, nine clusters met their PvA costs, and 

eleven clusters met their RvA costs within 90-110 percent. For projects that extended 

their timeline, eleven clusters met their PvA for CCV and six clusters met their RvA for 

CCV within 90-110 percent. For languages in projects that incurred time extensions, ten 

total languages managed to meet 90 percent of the RvA CCV which is 18 percent of 

revised languages. Table 5.3 below shows the breakdown of the time extension variable. 
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Table 5.3 - Analysis of Time Extension With Cost and CCV Variables 

Time Cost N 

Time Was Extended  Met Planned Costs 9 

Time Was Extended  Met Revised Cost 11 

 CCV  

Time Was Extended Cluster Met Planned CCV 11 

Time Was Extended Cluster Met Revised CCV 6 

Time Was Extended Languages Met Revised CCV 10 

 

5.3. Cost Changes 

Of the clusters in this study, forty-nine projects incurred changes to costs with a 

total of eighty-four budget changes among them. Some projects processed multiple 

budget changes in the course of the project lifetime. Below are the descriptive statistics 

on cost changes and calculations for cost per language and cost per verse for points of 

comparison across planned, revised, and actual costs.  

Changes in USD has a mean lifetime cost of $362,514 and a standard deviation of 

$336,316. The revised lifetime budgets have a range of $1.84 million dollars indicating 

that trends in budget change amounts are not easily identifiable or meaningful for 

comparison across all clusters in this study. A more helpful point of comparison for future 

Seed Company study is an assessment at the operation region or country level where the 

budgeting thresholds and increases are more comparable. This would allow for increased 

accuracy in cost change expectations for clusters. Table 5.4 below outlines the mean 

planned, revised, and actual costs for clusters for both the annual cost per language and 

the lifetime cost per CCV. These two measurables are salient points of comparison of the 

cost variable for cluster projects. 
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Table 5.4 - Cluster Cost Per Language and Cost per CCV 

Annual Cost per Language  Mean in USD StDev. 

Planned  $19,443 $11,294 

Revised (Rev. only N = 49) $18,490 $10,178 

Revised (N = 72) $19,746 $10,382 

Actual  $16,393 $9,852 

Lifetime Cost per CCV Mean in USD StDev. 

Planned  $25.59 $29.46 

Revised (N = 72) $18.34 $29.03 

Actual  $41.50 $87.30 

 

The average cost per language for all projects after revisions is on par with the 

planned costs per language for the cluster projects in this study. Actual average costs per 

language are roughly 17 percent less than planned or revised.  

The results in Table 5.4 show that although revised project budgets have an on 

average lower cost expected per CCV, the actual cost figures show a substantial hike in 

cost per CCV compared to both the plan and revised mean costs. The revised average 

cost per CCV is 28 percent lower than the planned costs while the actual cost per CCV is 

62 percent higher than the planned costs and 126 percent higher than the revised cost per 

CCV.  The variation of these mean costs for CCV is due to the underperformance of the 

CCV goals for 58 percent of projects in this study. As the majority of projects 

underperformed, the cost per CCV increased. Moreover, the high standard deviation for 
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actual lifetime CCV costs is due to project 5.2 as an outlier completing at a cost of $714 

per verse across the three-year lifetime of the project. This is due this project’s 

underperformance completing only 154 (15 percent) CCV for the entire cluster. This 

indicates that cluster projects that underperform cost more to operate based on the 

primary output of CCV.  

5.4. CCV Changes by Cluster  

At the cluster level, changes to the CCV goals had an insignificant impact on the 

project’s ability to complete 90 percent of their RvA CCV goals. Four projects, equating 

to 5.5 percent of all clusters in this study, reached 90 percent of the RvA CCV goals. An 

additional two projects, however, that would have reached 90 percent of their CCV goals 

had they not completed a revision, finished under 90 percent of their RvA goals. Changes 

to cluster level CCV resulted in a net of two cluster projects achieving 90 percent of their 

RvA CCV goals. 

5.5. CCV Changes by Language 

Some languages experienced a change to their translation plan and required a 

revision to their CCV goals. At the language level, fifty-five planned language 

engagements in this study experienced CCV revisions of some kind with thirteen of these 

revisions being a termination of the language, revising these goals to zero CCV. Other 

revisions to a language’s translation goals can indicate either a CCV increase or decrease. 

Of the forty-two languages that revised their CCV’s, twenty-six were CCV increases 

from the plan, and sixteen were CCV decreases. Five languages were added to clusters 

during revisions which increased the cumulative cluster CCV goals. Table 5.5 below 
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shows each CCV revision type and its level of success in reaching 90 percent of their 

revised goals. 

 

Table 5.5 - CCV Revisions and Results 

CCV Change Type 

Revisions (in 

Number of 

Languages) 

Actual LGS 

met 90% or 

better 

RVA met 90% 

or Better 

All languages with revised 

CCV 
42 15 36% 

Increased CCV 26 11 42% 

Decreased CCV 16 4 25% 

Additions: Languages with 

no CCV planned but were 

added during revision 

process 

5 3 60% 

Terminations/Suspensions: 

had CCV goals but were 

revised to 0 CCV 

13 N/A N/A 

 

Overall, of the languages that revised their CCV, only 36 percent met at least 90 

percent of the RvA for CCV. A point of interest for future research is the disparity in the 

results between CCV increases verses decreases. One might expect to see CCV decreases 

showing a higher rate in the ability to reach 90 percent of the RvA CCV goals. However, 

only 25 percent of cases that decrease CCV actually reach 90 percent of their revised 

goals, compared to 42 percent of CCV increases. It is encouraging that 60 percent of 

added languages to clusters are able to complete at least 90 percent of their CCV as these 

languages were added after the cluster was underway. Four percent of language 
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engagements in clusters were terminated in the course of the project which reduced the 

cumulative cluster CCV.  

These results show that the impact of revisions only marginally impact a 

language’s ability to meet at least 90 percent of their translation goals. CCV increases 

show a marked ability to meet RvA for languages, which is remarkably not the case for 

CCV decreases. With these results, partnering organizations should consider other 

benefits to CCV adjustments in the course of cluster projects as decreasing CCV goals 

does not seem to abundantly impact a language’s ability to reach their RvA CCV goals.  

5.6. Qualitative Analysis of Causes of Changes to the Plan in Cluster Projects 

Changes to the plan are common among cluster projects. As a result of the various 

changes incurred by clusters, it is important to understand the causes for these changes. 

Seed Company has an established process for changing the plans, though this process, 

documentation, and even the name of the process has changed over time. Formerly called 

revisions and extensions, the change-to-plan process includes any changes that need to be 

officially made to the timeline, budget, translation goals, or number of languages 

engaged. The causes for these changes were collected and organized to create three 

typologies of causes for the timeline, cost, and CCV variables. The full typology of 

causes can be found in Appendices 4–6. The analysis of this study will now be presented.  

For the time variable, the most prevalent issues included pace (N = 12), internal 

management issues (N = 8), and translation issues (N = 7). Table 5.6 below outlines the 

results for the distinct types of time changes listed in the project documentation. 



125 

 

Table 5.6 - Time Change Cause and Frequency 

Time Change Cause Types Cause(s) N 

Adaptation Processes 2 

Consultant  Availability, constraints, mistakes, and timeliness 4 

External Management Transition, funding repatriation, and expat issues 4 

Framework Issues Initial or current framework issues 4 

Government/Politics Policies, unrest, and interventions 3 

Illness/Death MTT death, and an accident 2 

Internal Management 
Dedications, disbanding cluster, leadership change, 

and publication processes 
8 

Linguistics Dialect, orthography, and script changes 5 

MTT 
Visas, training, education, identification, and MTT 

independence 
5 

Multimedia Production, and recording goals 5 

Natural Disaster Natural disasters 1 

Orality Oral strategy goals 1 

Pace 
Slow start and pace, work was too much, pace 

variance between languages, and timeline revisions  
12 

Religious  Opposition to Christianity 1 

Seed Company Staffing Field Coordinator issues 2 

Translation 
Exegesis, added/reduced goals, residual activities, 

and typesetting  
7 

 

For the cost variable, increasing costs was the most prevalent with N = 34 

followed by projects moving funds from one fiscal year to the next, and schedule delays 

impacting the budget with N = 14 for both. Table 5.7 below outlines the results for the 

distinct types of cost changes listed in the project documentation. 
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Table 5.7 - Cost Change Cause and Frequency 

Cost Change Cause Types Cause(s) N 

Adding or Increasing Costs 
Consultant checks, training, salaries, 

travel, room and board, and misc. other 

causes  
34 

Adjusting Budget Categories Cost category changes 3 

Admin Fees Add or increase 5 

Equipment, Technology, Computer BGAN’s, laptops, or other equipment 5 

Exchange Rate Changes Update exchange rate 3 

Language Changes Add/reduce number of languages 7 

Moved Funds Between Fiscal Years 
Underspending, postponed/moved 

activities, fees changed, and misc. other 

causes 
14 

Partner Issues 
Loss of funding partner, administrative 

cluster issues, expat advisor issues, non-

receipt of financial reports 
6 

Schedule Delays Impacting Budget 
Adaptation copyright issue, work delays, 

scheduling issues, extensions, etc. 
14 

Staffing Changes Add MTT or increase team size 2 

Seed Company Staffing 

Align budget with actuals, poor 

planning, repatriating funding, negative 

balance issue, and partner spent funding 

past MOU date 

7 

Underspending (four causes were 

listed in a single cluster) 

Currency value, loss of MTT, Work 

reduced/delayed/not completed 
5 

 

For the CCV variable, individual languages within a cluster can change this 

variable without all languages incurring the same change; however, both changes to an 

individual language and changes to the cluster of languages are examined in this study. 

The results show that language terminations and increases in CCV at the cluster level 

occurred the most frequently with N = 6 for both. The most infrequent changes are those 

made to individual languages within a cluster. An examination of clusters that changed 

their CCV goals did not show that the CCV changes had a meaningful impact to their 

ability to achieve the language or project goals as revised. Therefore, changes to the CCV 

variable during the lifetime of the project do not produce substantial results to meet the 
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RvA as expected. Therefore, the results of this examination suggest that setting realistic 

CCV goals at the beginning of a project and adjusting the time and cost variables to meet 

the CCV goals is more beneficial to clusters than changing the CCV variable in the 

middle of the project. Table 5.8 outlines the results for the distinct types of CCV changes 

listed in this study. 

 

Table 5.8 - CCV Change Cause and Frequency 

CCV Change Cause Types Cause(s) N 

Language Termination Administrative cluster, lack of community 

support, no MTTs for LG, and MTT 

attitude/strife 
6 

Misc. Language Changes Fluctuating cluster size 2 

CCV Increase by Language A language increased CCV goals 1 

CCV Reduction by Language A language reduced CCV goals 1 

CCV Increase by Cluster Resolving discrepancies, framework issue, and 

cluster CCV increased  
6 

CCV Reduction by Cluster CCV goals reduced for cluster 2 

Misc. Changes in Cluster Misc. Administrative cluster issues, and varying 

goals 
3 

 

5.7. Conclusion 

The primary causes for time changes were to adjust the pace of translation, as 

well as address translation and internal project management issues. These changes to time 

caused only a slight increase in projects that also revised costs to achieve within 90-110 

percent of RvA. These changes allowed for six projects to meet their revised CCV goals 

as expected. At the language level, projects that experienced time extensions allowed an 

additional ten languages to reach their CCV goals. 
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 Changes to project costs were primarily to add or increase costs, move funding 

between fiscal years, and address scheduling delays. The revised annual lifetime cost per 

CCV was lower than planned and averaged 56 percent lower than the actual annual cost 

per CCV. This is a substantial difference between the planned, revised, and actual costs. 

This is due to the drastic underperformance of the CCV variable in clusters bringing the 

overall average cost per verse higher than planned or revised.  

 The changes to the CCV variable were primarily due to language terminations and 

CCV increases. The impact of CCV changes resulted in only four clusters accomplishing 

RvA within the 90-110 percent performance range while two other clusters that were on 

track to perform as expected, failed to do so as a result of the CCV changes.  

The data shows a lack of support to adjust the CCV variable in cluster projects as 

it will have minimal impact on clusters to performing as expected. Moreover, the causes 

for changes to time and cost variables for cluster projects indicate that interventions in 

project planning and translation pace management will help offset these variable changes. 

This analysis of cluster project causes and resulting impact indicate that, while change is 

necessary, there are areas for future growth across Seed Company’s management of 

clusters for quality results.
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6. Chapter Six: The Ability and Inability to Achieve Desired 

Outcomes 

6.1. Failure: Talk About It 

In their article, “Fail Fast, Fail Forward, Fail Openly: The Need to Share Failures 

in Development,” Sindall and Barrington (2020) discuss the need for organizations 

engaging in international development to openly discuss failure in interventions. Sindall 

and Barrington argue that the pitfalls of “success-ism” i.e. not discussing failures in 

international development, is not only unscientific but also damaging to research. They 

point out that the scientific process of testing interventions, and not having the result you 

expect, is qualified as a null outcome, not a failure. However, they state that these null 

results do not necessarily have a zero-harm outcome on the hosting community as 

interventions could result in ethical issues and have negative impacts on individuals and 

communities.  

There is a level of reluctance to discuss intervention “failure” in international 

development. Sindall and Barrington (2020) state that funders, partnering organizations, 

and scholarly journals each have their own reasons for not openly sharing and discussing 

failures in development interventions. According to the authors, funders and project 

partners have a personal stake in presenting their engagement in development as 

“successful” because most do not want to admit they spent funding on the “wrong 

solutions.” Furthermore, scholarly journals resist reporting on failures because they want 

to provide novel research, of which, failed interventions do not fit the bill. 
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However, there are major pitfalls to not disclosing failure in international project 

development. Firstly, not discussing failure leaves other future entities attempting similar 

efforts, remaining susceptible to repeating the same mistakes with similar outcomes. 

Secondly, time, energy, and resources of partnering entities are wasted repeating practices 

that are shown to fail. Thirdly, repeating failed interventions in international development 

can have a negative impact on developing nations and their people.  

Consequently, it is the responsibility of partnering agencies to engage in sharing 

results of development interventions whether resulting in success or failure. This is 

especially important in the work of scripture translation for agencies like Seed Company 

which not only fund interventions, but also assist in planning and monitoring projects 

globally. As Seed Company core values promote the sharing of information on 

interventions to manage for quality results, it is imperative that they lead the way in 

carefully disclosing the results of their engagements in project management. It is the 

responsibility of entities like Seed Company to assess their strategies and interventions, 

especially when they are leaders in data collection and data access. Assessing strategies 

like cluster projects or interventions like applying a new project timeline constraint, can 

help answer basic questions about the fruitfulness of a strategy or intervention. Such 

assessments provide further insight into new interventions which could enrich these 

efforts for all interested partners.  

As Seed Company partners in international development projects including 

cluster projects, it is imperative that the outcomes of their interventions are shared with 

impact partners such as hosting communities and organizations. At times, partners and 
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communities have borne the growing pains of Seed Company’s interventions. Seed 

Company leadership has given permission to share the results of this study while 

maintaining data security for partnering organizations and staff. Facilitating a balanced 

discussion on the reality of language development cluster projects will allow partnering 

organizations to reap the benefits of these findings. As Sindall and Barrington (2020) put 

it, “If we know what fails, we have a better chance of working out why so that we can 

succeed in the future” (6). Building a healthy interorganizational culture around 

discussing failures is a way to learn from and support the BT family of organizations.  

6.2. Defining and Redefining “Success” and “Failure” 

Merriam-Webster (2022) defines success as, “a. degree or measure of succeeding 

b. favorable or desired outcome.” Three primary “desired outcomes” of cluster project 

management outlined in this study are being on-time, on-budget, and completing the 

CCV goals as planned. The results of the quantitative analysis show that seventeen out of 

seventy-two projects completed their CCV goals within the 90-110 percent range, eleven 

of which needed time extensions, and fourteen projects had one or more budget revisions. 

Only one language was terminated from a project, but another language was added to that 

same project, so there was no change to the number of languages engaged.  

Thirteen projects (18.05 percent) overperformed completing more than 110 

percent of their CCV goals with only six projects needing time extensions and nine 

projects having one or more budget revisions. One language was terminated within the 

first year of the project. This group, however, had five projects that changed their CCV 

goals, mostly to increase the number of verses for some or all of the languages in the 
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cluster. Five cluster projects (7 percent) exceeded expectations to the degree of 200-400 

percent of their original CCV goals. This overperformance of the outliers in the data 

demonstrate a need to address planning CCV goals with greater accuracy, considering 

other variables that may contribute to high-performance rates.  

Projects in the less than planned performance range completed less than 90 

percent of their cluster CCV goals. This group is the largest completion range in this 

study and includes forty-two cluster projects (58.33 percent). This group had fourteen 

projects that needed time extensions, and fifty total budget revisions across twenty-five 

projects. This group also had ten projects that experienced CCV goal changes, and twelve 

language terminations. The results of this performance range imply project and strategy 

“failure” as defined by Merriam-Webster (2022) as a “lack of success” i.e. a lack of 

“favorable or desired outcomes.” However, success or failure cannot be isolated to three 

quantifiable variables. There are other indicators including the “soft” human factors 

which are harder to measure. Moreover, cluster projects traditionally include other goals, 

such as diverse types of training, recording and multimedia goals, community requests 

for translated materials, scripture engagement, ethnomusicology efforts, linguistic and 

grammar work, and at times literacy efforts or oral strategies. The strengthening of 

partnerships, promoting interdenominational cooperation, and building capacity in 

individuals are also factors to consider when discussing wholistic performance of cluster 

projects. 

As implied by Sindall and Barrington, aiming to learn from the efforts of every 

project influences the quality of results for future engagements. This can positively 
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impact both host communities and the entities with which they work. Cluster projects in 

the underperforming range can allow BT entities to gain insight into useful interventions 

and provide cautions for future engagements. Some lessons are more difficult to learn, as 

in the case of administrative clusters where one cluster decided to disband the project 

after the first phase of development as the translation teams and staff suffered negative 

impacts as a result of clustering. Cluster projects without the added benefits of social 

connections struggle to build comradery and cannot capitalize on cohort training and 

consultant checking activities that are key benefits of clusters. Although the goal is to 

plan and manage for quality results in scripture translation cluster projects, examining 

underperforming projects can highlight the lessons learned as well as pragmatic 

interventions for future engagement. The next chapter examines the twelve cluster 

projects in the underperforming completion range to extract commonalities and growth 

points for Seed Company’s engagement in scripture translation cluster projects.  
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7. Chapter Seven: Project Underperformance  

7.1. Introduction  

In their article, “The Time Has Never Been Right to Investigate the Underlying 

Reasons Why International Development Projects Fail,” authors Boakye and Liu (2014) 

examine failure in international development projects. They outline sixteen ways 

international development projects (IDP’s) have historically failed and recommend that 

people learn the basic historical lessons of healthy project management.  

Factors that lead to project failure have been researched and compiled over several 

decades leading to sixteen basic causes of project failure. These causes, outlined by 

Boakye and Liu (2014, 6) are shown to have existed in literature as far back as 1979, 

ensuring adequate time for project management entities to access information to refine 

aspects of their development practices to address these causes. The causes of IDP failure 

identified by Boakye and Liu (2014, 6) include: 

• Poor project planning 

• Poor project management 

• Weak supervision 

• Optimism bias 

• Project staffing 

• Low level of commitment by government 

• Low stakeholder involvement in planning 

• Lack of flexibility 

• Poor project Quality at Entry (QAE) 

• Non-incorporation of lessons learnt from similar previous projects 

• Non-performing contractors 

• Economic downturns 

• Delays in project start-up 

• Poor communication 
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• Not admitting a project is a failure 

• Project complexity 

 

In this study of Seed Company cluster projects, the data shows that the cluster 

strategy has faced most, if not all, of the sixteen causes of project failure to some degree. 

The following chart outlines the causes of project failure experienced by the twelve 

projects that completed less than 50 percent of their translation goals. 

Figure 7.1 shows how frequently these causes of failure in international development 

projects are found in twelve Seed Company cluster projects that underperform CCV 

goals. This may be a subjective interpretation of project documentation, but each of these 

causes will be discussed further along in this chapter. However, it is important to 

highlight the pervasiveness of these conditions in the twelve projects in this study. All 

twelve of these projects were impacted by optimism bias, project staffing, and low 

stakeholder involvement in planning. Eleven of these projects were affected by poor 

project management, non-performing contractors, and project complexity. Ten projects 

experienced poor project planning and weak supervision, with the latter cause being 

partially present in at least one other project. 
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Figure 7.1 - Sixteen Causes of Failure Across Twelve Underperforming Cluster Projects 

 

7.2. Exploring the 16 Causes  

7.2.1. Addressing the 16 Causes Among 12 Clusters 

The next section takes a closer look at each of the sixteen causes that contribute to 

project underperformance. The twelve underperforming projects in this review 

experienced these causes to varying degrees. From language to language and cluster to 

cluster, each can experience varying conditions that challenge their goals and plans. For 

cluster projects and language teams, there are always multiple reasons for 

underperformance.  

1 2 3 4 5 6 7 8 9 10 11 12

Project Code 5.1 30.1 47.1 5.2 8.1 36.1 44.1 2.3 19.2 9.1 53.1 31.1

Percentage 1.53% 9.45% 11.69% 15.01% 15.60% 18.32% 22.40% 23.69% 24.63% 29.86% 35.22% 44.20% SUM Perc.

1 Poor project planning 1 1 1 0 1 1 0 1 1 1 1 1 10 83%

2

Poor project 

management 1 1 1 1 1 1 1 1 1 1 1 0 11 92%

3 Weak supervision 1 1 1 1 1 1 1 1 1 0.5 1 0 10.5 88%

4 Optimism bias 1 1 1 1 1 1 1 1 1 1 1 1 12 100%

5 Project staffing 1 1 1 1 1 1 1 1 1 1 1 1 12 100%

6

Low level of 

commitment by 

government
0 1 1 0 1 0 0 0 0 0 0 0 3 25%

7

Low stakeholder 

involvement in planning 1 1 1 1 1 1 1 1 1 1 1 1 12 100%

8 Lack of flexibility 0 1 1 1 1 1 0 0 0 0 1 1 7 58%

9

Poor project Quality at 

Entry (QAE) 1 0 1 1 0 0 1 1 0 1 1 1 8 67%

10

Non-incorporation of 

lessons learnt from 

similar previous projects
0 0 0 1 0 0 1 1 0 0 0 0 3 25%

11

Non-performing 

contractors 1 1 1 1 1 1 1 1 1 1 1 0 11 92%

12 Economic downturns 0 1 0 0 0 1 0 1 0 0 1 0 4 33%

13
Delays in project start-up 0 0 0 0 0 0 0 0 0 0 1 0 1 8%

14 Poor communication 1 1 0 0 0 0.5 1 0 0 0 1 0 4.5 38%

15

Not admitting a project 

is a failure 0.5 1 0 0.5 0 0.5 1 0 0 0 0 0 3.5 29%

16 Project complexity 1 1 1 1 1 1 1 1 1 1 1 0 11 92%

SUM 11 13 11 11 10 11 11 11 8 8.5 13 6
Percentage of the 16-

causes by project 66% 81% 69% 66% 63% 69% 69% 69% 50% 53% 81% 38%
Key: 1 - cause exists 

0.5- cause exists somewhat

0- cause non-indicated
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Furthermore, not all projects or language communities face the same set of 

circumstances, and not all can overcome similar challenges to the same degree. This 

study of cluster projects reflects multiple language teams and each of those language 

teams represent multiple villages, families, churches, and communities. These projects 

represent people who face a multitude of challenges in their own lives as well as within 

their community, region, or nation. Many challenges such as war, famine, sickness, 

accidents, and death are beyond any human control. Therefore, this analysis focuses on 

the elements of project planning and management that are within human capacity to 

influence. The sixteen causes for project underachievement will now be discussed.  

7.2.2. Poor Project Planning 

In the qualitative study of underperforming projects, ten projects (83 percent) had 

recognizable poor planning. These poor planning elements are identifiable during the 

project as well as at its conclusion and review. Here are identified elements of poor 

project planning reported in the project QNRs. 

• Cohort mixture of New Testament and Old Testament translation goals –

Mixing OT and NT goals requires management oversight especially for training, 

exegetical checks, and key terms. Cohort training and consultant checking is still 

possible as each language has the same translation goals.  

• Different mixture of New Testament and Old Testament goals for each 

language – Having a different set of NT and OT goals for each language in a 

cluster makes cohort training difficult, but not impossible. However, these mixed 

goals can separate teams in both training and consultant checking causing the 
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project to operate like an administrative or collaborative cluster. Different 

mixtures of NT/OT goals for each language will put strain on projects with 

limited staff or access to consultants.  

• Languages working on different goals: NT for some and OT for others – this 

type of split goals in a cluster can further divide the teams in training, translation, 

support, and consultant checks.  

• Lack of clear outline of scripture engagement efforts at the beginning of the 

project – This issue deterred scripture engagement during a project and the 

project was revised to include these goals. It would be wise to address the 

questions around how a community will engage scripture and in what medium 

during project planning. These are preemptive conversations between the project 

management and the language communities. Further information on SE 

considerations can be found in Wayne Dye’s Eight Conditions in Scripture 

Engagement (Dye 2009). 

• The work was “too big” as noted at the start of the project – Several projects 

in this study suffered from the translation goals being too high for the teams to 

accomplish in the planned time.  

• Unreasonable goals based on MTT ability –This factor demonstrates a lack of 

awareness of the needed knowledge and skills of the MTTs engaged in a cluster at 

the beginning of the project. Project managers need to assess MTT skill level and 

plan translation work and other activities that allow the teams to achieve their 

translation goals.  
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• Lack of established linguistic work – Various projects were hampered by a lack 

of established orthography, script, tone marking system, and spelling conventions. 

This lack of linguistic work delayed progress and was the cause for teams to 

retranslate their work. Establishing all linguistic elements at the beginning of a 

project is not always possible; however, it is a major cause for project delays 

especially if these elements require government approval.  

• Including too many other planned goals – Several projects struggled with pace 

and scheduling translation activities as a result of other planned goals and events 

interfering with the translation schedule. It is important to balance expectations of 

the translation teams and project management staff to deter competition between 

project goals and activities. Before adding activities to a project plan, consider 

how they fit with the overall objectives of the project and whether they are best 

addressed at the project, program, or operational level of management.  

7.2.3. Poor Project Management  

Poor project management is a pervasive issue among the twelve underperforming 

projects in the qualitative study. Cluster projects in the qualitative study have faced 

different issues in project management which are further outlined in Table 7.1 below. The 

issues outlined in Table 7.1 were reported in the project documentation. Percentages in 

the chart are rounded to the nearest whole percent.  
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Table 7.1 - Issues in Project Management 

Project % CCV PvA  Project Management Issues 

2.3 24% 
A translation team struggled repeatedly with computer issues outlined as a major 

cause for translation delays.  

5.1 15% 
Constant lack of personnel for data entry as the translation team was not trained on 

how to do their data entry work. The teams were not prepared for consultant 

checks. The team transitioned from adaptation to original work mid project. 

5.2 2% 

Staffing issues postponed Paratext training. The project manager was out of 

country which caused delays to translation work. The pace was slow throughout the 

project and the goals were not revised. The teams experienced issues with 

technology and power sources. The teams were not completing assignments 

between meetings. Lack of a clear plan deterred scripture engagement and use. 

8.1 16% 

Spelling rules and the spelling guide were not completed by the end of the project. 

The teams had issues identifying MTTs for the project. There were issues 

scheduling translation and linguistic consultants. MTTs became inattentive to 

translation issues when using adaptation software. Management and order of 

translation tasks were an issue. MTTs doing manual translation on paper then doing 

data entry slowed the process. 

9.1 30% 

Project was recognized to have unreasonably high expectations given MTT ability 

though no official change to goals was pursued. Availability of MTTs, staff, 

consultants, resource people, recording technicians, and community members all 

noted as hindering progress. Multiple meetings hindered the focus on translation 

work. Unexpected activities delayed translation goals. Translation draft was 

delayed by the team being refocused on literacy goals. Multiple AV goals worked 

on in lieu of translation including ethnomusicology workshops, song recording, 

song re-recording, Jesus Film, and audio recordings.  

19.2 25% 

A language was terminated from the project due to the advisor leaving the country. 

Other languages doing remote checks as the advisor was not present. MTTs failed 

to attend workshops. MTTs did not complete the translation goals but chose to do 

other tasks instead. The teams had technology and power issues.  

31.1 
44% 

(70%) rev. 

The CCV goals were reduced to meet “more realistic expectations,” but the team 

still did not reach 90 percent. Meetings delayed the next steps for the teams. Tasks 

took longer than expected at most points of the translation process, and teams 

needed to recalibrate the flow and pace of translation. Consultant checks were 

delayed due to extra time spent on a book. Computer issues and small translation 

teams a factor in the pace and delays to the translation work.  

30.1 9% 

Establishing a workable office space was a constant concern of language teams. 

Staff attrition, including an MTT and the project coordinator, caused linguistic 

work to stop. Staff, MTT, and consultant unavailability hindered progress. 

Unplanned meetings and trainings took additional time. Teams were assigning 

books for translation that were not in the plan. Consultant checks were not 

scheduled. Unapproved spelling rules caused re-translation of completed work. 

MTTs neglected their families due to the focus on translation work. There was a 

lack of computer training at the beginning of the project.  

36.1 18% Mismanagement of funds suspended project funding. 
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Project % CCV PvA  Project Management Issues 

44.1 22% 

Teams were scheduled for multiple events each quarter aside from translation 

work. No clear translation goals were outlined for each quarter. Project coordinator 

took several out of country trips with no replacement which hindered momentum. 

Translation work was behind from the start of the project. Project coordinator 

accepted an additional role in organization which divided their time and attention 

away from the project.  

47.1 12% 

Spelling conventions hindering other goals. Essential materials and technology 

were not provided or worked improperly. MTT moral lapse, lack of motivation, 

and unavailability hindered progress. Meetings were cancelled due to unavailability 

of team members.  

53.1 35% 

Teams had issues scheduling exegetical and translation consultants. Unfinished 

goals delayed future plans. Tone marking system finalization caused re-translation 

of work which resulted in further delays. Cost of living increased, and translators 

did not do their work because they were not paid. The teams consistently 

commented that they did not have enough time to complete their work.  

 

Here are a few standards that can be put in place to mitigate management issues.  

• Plan and execute a reasonable pace of translation work, being sure to 

communicate books and processes to stakeholders for accountability 

• Balance the translation and training schedule with other activities and 

meetings to avoid MTT and staff burnout 

• Identify, schedule, and follow up with consultants in the project, being 

sure to specify the books and verses in focus, and any changes to the plan 

• Identify the language community’s schedule of religious or other 

celebrations to reduce scheduling conflicts with translation tasks 

• Identify a contingency plan for project leadership when managers and 

advisors are not available to the project for any reason 

• Identify the MTTs, consultants, and technical staff before the project starts 
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• Solidify linguistic elements including orthography, spelling, and tone as 

well as rights to source texts before starting translation work 

7.2.4. Weak Supervision 

Areas of weak supervision are subject to project personnel reporting on their own 

behavior as well as on the teams under their supervision. There are several areas where 

weak supervision can occur, from project level objectives down to the oversight of each 

language team. At the project level, project management staff need to have an inward 

examination on how the project is progressing, how productive the translation teams are, 

and manage the general training and consultant checking schedule. They furthermore 

need to have an outward communication on project activities and progress to various 

stakeholders, including funding partners, translation committees, and partnering 

churches. At the language level, those who oversee one or more of the language teams 

need to assist the team(s) in setting a healthy pace and navigating the balance between 

translation tasks and other activities. This will relieve the overextending of translation 

teams that results in MTT burnout. They can furthermore identify gaps in skillsets that 

require additional training or assist with consultant checking of texts. Due to limited 

personnel, there may be few staff to oversee these layers of supervision needed in cluster 

projects.  

Though project and language supervisors cannot mitigate every issue that teams 

and projects face, they can assist partners in understanding the challenges that teams deal 

with in their translation work, in their communities, and in their home lives. Issues 
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surrounding moral lapse require an emic level of management which may be the 

responsibility of the overseeing church or denomination leadership. 

Some examples of weak supervision of projects in this qualitative study follow.  

44.1 – The project coordinators for this cluster, though they faced many trials 

including sickness and death, showed aspects of weak supervision both internally and 

externally. Internally, the translation teams were slated to have several events aside from 

translation and training including community events, retreats, and other meetings. These 

events regularly conflicted with the consultant checking schedule. Moreover, in the midst 

of the project timeline, one project coordinator accepted a position to serve in the country 

branch of their managing organization. This divided the project coordinator’s time and 

attention away from their role in the cluster project. Finally, the coordinator left the 

country several times for furlough and medical check-ups. Their separation from the 

project was reported as the cause for further delays to consultant checks and other 

activities near the end of the project. 

Throughout the project, the outward communication regarding the team’s goals 

used language that did not clearly outline specific goals each quarter but used general 

language such as: “strengthen,” “develop,” “learn,” “continue working,” “practice,” and 

“build up.” This was a consistent occurrence in the reporting cycle, and much of it was 

recycled from one report to the next. This type of reporting does not help the translation 

teams pace their work, nor does it help the partners and stakeholders outside of the 

immediate context of the project understand what they are actively working on nor what 

they plan to work on next.  
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19.2 – This project faced several key aspects of internal supervision issues that 

contributed to a language termination as well as a second language completing no 

translation goals. This second-phase project started with three languages and planned to 

translate a cumulative 4,513 CCV in just under three years. This was a reasonable pace 

for translation, though their goals were mixed between NT and OT books which differed 

between all three languages. The documentation on this project stated that this phase did 

not go as planned. One language was terminated from the project as their advisor moved 

out of the country in the last year of the project and the language completed no CCV. A 

second language in the project reported that more supervisory accountability was needed 

as their advisor only worked with them remotely. Furthermore, the MTTs traveled to 

another country to meet with this advisor. This team also completed no CCV by the end 

of the project. The third language in the cluster, however, completed most of their goals 

finishing 97 percent of their CCV. Additional issues with a lack of supervision include the 

team’s choosing regularly to complete tasks as they saw fit, battling computer and power 

source issues regularly, and harsh weather conditions delaying advisor visits to the 

villages. 

30.1 – This project faced several issues in weak supervision. Primarily, the project 

experienced staff attrition issues. The project coordinator left in the middle of the project, 

stepping down before assisting in the finalization of the orthography and spelling rules. 

An MTT left the project in the first year. The staff, MTTs, and consultants were 

consistently reported as being unavailable, which was the reason given for things not 

moving forward. There were issues getting project equipment and training at the 
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beginning of the project. The team was asked to stop working on their planned books to 

work on unplanned books in the midst of the project to prepare for a consultant check that 

was not scheduled.  

7.2.5. Optimism Bias 

Optimism bias is pervasive in the pursuit of scripture translation, and cluster 

projects are no exception. Optimism bias in project development is a mentality that 

postulates that the project will have better than average results for their efforts, despite 

the possible underachievement of others in the past. In other words, the project is 

designed with overly optimistic goals or expectation of outcomes. Optimism bias in 

project planning affects the aspects of the iron triangle of time, cost, and especially 

quality results making achieving such goals difficult based on holding to undue 

optimism. Optimism bias is the rose-colored glasses responsible for setting overly 

optimistic written translation goals in language development cluster projects.  

In language development organizations engaging in scripture translation efforts, 

optimism bias is pervasive for multiple reasons. Firstly, it can be a direct result of 

engaging in “faith goals.” For those who lean toward the “have faith and trust God” end 

of the spectrum, there is a sense that God will, in effect, handle all the things that project 

personnel do not or cannot handle themselves. For anything that did not go as planned, it 

must have been “God’s will.” Having faith and trusting God is very necessary, especially 

in scripture translation efforts; however, faith goals can reflect an optimism bias where 

pragmatism may be needed.  
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The second reason optimism bias occurs in scripture translation efforts, especially 

for organizations like Seed Company, is the organizational value of managing for quality 

results. During the planning process, when the project managers are developing the goals 

and budget, they are making every effort to develop a zero-based budget, and translation 

goals based on historical averages. One issue that affects quality results, especially for 

cluster projects, is the average estimate of a “healthy plan” to complete one thousand 

CCV per language in an initial engagement or one thousand CCV for each year for each 

language in subsequent phases. However, for some regions of the world, education, 

computer literacy, access to power sources and other resources may be limited. It may be 

overly optimistic to assume that teams with the challenges listed above can operate like 

other teams that do not face such issues. While some project planners mitigate this well, 

having the same expectation for all nations around the world is an optimism bias that can 

and should be addressed in cluster project planning with the clear realization that not all 

situations and teams are the same.  

With all twelve of the cluster projects in the underperforming qualitative study 

experiencing optimism bias, the question then becomes, what can we do about optimism 

bias in scripture translation efforts? Optimism bias can be a direct result of not integrating 

past lessons into future interventions, inability to establish healthy plans and pace due to 

inexperience, or unduly setting “faith goals” far beyond the team’s capabilities. Optimism 

bias can be addressed through mindfulness to not be overly optimistic when planning a 

project. Moreover, reaping the experience of others, understanding the skills of the 

translation teams, as well as recognizing actual averages for translation work in the 
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operational region or previous phase of development, can help project planners mitigate 

optimism bias.  

7.2.6. Project Staffing 

Cluster projects engage a varying number of languages and translation teams. 

This naturally requires an adequate number of supporting staff, trainers, managers, 

advisors, exegetical consultants, linguistics consultants, and a myriad of other personnel. 

While some language teams operate with one MTT and may share an advisor among 

multiple teams, other teams have three or more MTTs and work with a dedicated advisor. 

The question of how much staffing is enough is a critical issue to address in the planning 

stages for cluster projects as it can drastically impact cluster functionality. Moreover, 

some teams can become stagnant, discouraged, frustrated, or lose motivation for the work 

if there is a lack of staffing to support them.  

Planning for cluster project staffing requires identifying the lead project manager, 

translation advisors, trainers, MTTs, UNSs, consultants, and supporting staff including 

finance managers and data entry personnel. For cluster projects that also include activities 

outside of scripture translation where additional technical staff are needed. Technical 

personnel are engaged on an as needed basis to accomplish activities such as audio 

recording, ethnomusicology goals, film dubbing, literacy training, and scripture 

engagement activities. These technical staff are not necessarily required throughout the 

entire project lifetime but are needed at critical points to accomplish specific tasks. 

Table 7.2 below outlines basic staffing issues that cluster projects have faced: 

  



148 

 

Table 7.2 - Cluster Project Staffing Issues and Impact 

Staffing Issue Impact 

Team Size Teams are too small, or teams need additional members 

Team Limitations 
Team members need unexpected, additional, or specialized training 

for skills development 

Staff 

Unavailability 

Critical personnel are unavailable including MTTs, project 

managers, consultants, advisors, data entry personnel, and technical 

resource people 

Staff Attrition 

Checkers, team leaders, coordinators, or MTTs leave the project for 

assorted reasons or consider and/or take positions outside of the 

project such as government jobs 

Staff Addition New team members added to the team and training is required 

Personnel Issues 
Conflicts between members on the translation teams or among the 

staff 

Team Location Team members are in separate locations making it hard to meet 

Expat Personnel 

Expats integrating into village life, needing time to get acclimated 

and learn the language and culture, leave on furlough or for medical 

reasons 

 

While cluster project management and staff cannot predict everything that might 

happen in the course of a project that will challenge their ability to perform as expected, 

there are some aspects that can be planned for. One avenue of staffing that slows clusters 

and sometimes even halts them are the project manager’s furloughs and as well as MTTs 

commitments outside of the project. Moreover, teams that are constantly understaffed or 

under supported have a drastically more challenging time keeping up with the translation 

pace, especially if they are dependent on data entry personnel to keep them moving 
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forward. Adding new members to translation teams diverts management’s attention to 

getting new members up to speed with training. Though this is a good problem to have, it 

does require time and energy. While it is not always possible to start a cluster with a full 

staff and translation teams, doing so can aid in training and translation efficiency and 

build comradery where needed.  

7.2.7. Low Level of Commitment by Government 

Worldwide, there are varying ways governments handle language development 

efforts in their nations. While one government might welcome the recognition of every 

language within its borders, other nations restrict the recognition of languages and 

dialects for socio-political reasons. One nation may require government approval of 

scripts, orthography, tone, etc., while other governments might welcome outside 

organizations to partner in making such decisions. If the government requires or restricts 

the linguistic work happening in their country or a specific ethnic community, it is 

important to work in relation to the government regulations. Failing to consider 

government restrictions may cause project delays, retranslation of complete work, or 

worse. 

While the level of government commitment is not a pervasive issue, it can hinder 

the plans and progress of translation work. Cluster projects in the qualitative study have 

faced issues of government regulations over the tone, script, and orthography which has 

resulted in teams needing to restart the translation work from the beginning. While 

government commitment might be helpful, it is not necessary. Some projects such as 5.1, 

5.2, 19.2 were able to operate without government intervention as the managing 
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organizations are responsible for solidifying ongoing government permission for 

language development. Their issues landed more on a local level where they faced 

language community commitment and support issues.  

Additional issues occur when major world religions that oppose Christianity and 

scripture translation comprise the ruling government. This study is not adequate to speak 

to the issues facing such a context, but it does carry inherent complications for translation 

efforts. Table 7.3 below shows the considerations over government influence and 

diplomacy for the twelve projects in the qualitative study. 

 

Table 7.3 - Government Influence and Diplomacy 

Project Government Influence and Diplomacy 

2.3 Has an organization specifically to mitigate issues between church and state. 

5.1 Managing entity oversees diplomacy with the government. 

5.2 Managing entity oversees diplomacy with the government. 

8.1 Major non-Christian world religion in control of the government. 

9.1 
Government permit required to work in these areas. Areas are governed by a 

local council. 

19.2 Managing entity oversees diplomacy with the government. 

31.1 
The coordinator/facilitator is responsible to serve as a project liaison with 

church leaders and government officials. 

30.1 Orthography standards established by the government. 

36.1 No apparent issues involving government influence and diplomacy. 

44.1 Managing entity oversees diplomacy with the government. 

47.1 Requires government approval of orthography.  

53.1 No information on government influence in documentation. 
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7.2.8. Low Stakeholder Involvement in Planning 

In cluster project planning, involvement and monitoring of stakeholders is critical. 

Project planners need to determine the various stakeholders that will be involved in 

setting the goals for language development in their community in addition to key 

stakeholders that impact the project achieving its goals. Inclusion in planning activities, 

goals, outputs, and outcomes are critical for community and church ownership of the 

scripture translation team, process, and end products. 

Project planners need to identify key stakeholders as well as determine their 

power and influence on a project. Project Management Institute (2017) defines a 

stakeholder as “an individual, group, or organization who may affect, be affected by or 

perceive itself to be affected by a decision, activity, or outcome of a project” (589). 

Usmani (2021) furthermore states that project stakeholders can be internal to the project 

or external to the project, as well as positive or negative toward the project. Table 7.4 

shows a simple structure for identifying the various stakeholders of a language 

development cluster project. 

 

Table 7.4 - Stakeholder Identification 

 Positive  Negative 

Internal   

External   

 

When monitoring stakeholders in a project, it is imperative to understand that the 

more power and interest a stakeholder has on the project, the more they can positively 

influence or derail a project. Figure 7.2 is a power interest matrix called Mandlow’s 
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Matrix (Experience 2022) and shows the level of communication needed for identified 

stakeholders. 

 

 

Figure 7.2 - Power-Interest Matrix (Experience 2022) 

 

Since stakeholders in cluster projects include impact partners such as the local 

churches, community, and wider language group, it is important to gain and maintain 

their interest, involvement, and support. Here is a report from Project 8.1 from the 

beginning of the project where the local project coordinator presented what a healthy 

project committee looks like and what it takes to build a healthy team. Names and details 

are redacted to maintain project confidentiality. 
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I made them understand that it's a team effort. The language committee must be 

composed of all the churches and missions that work among the [language]. 

Churches and the community must take ownership of the translation project. The 

committee should be interfaith and composed of a representative of all the churches 

working for the salvation of the … people into whose language the Bible will be 

translated. This committee must be composed of people mandated by their churches 

and not volunteers. This committee must have an office whose chairman will be 

our direct interlocutor. Through the mobilization work that the committee will do, 

all the churches that work among the [people], must take ownership of the 

translation and literacy project. They must support [the team] through prayer, 

financially, materially, and even through a regular presence with the translators. 

They must not be left behind, isolated. The president and his office must ensure that 

the work not only is good, but also that it is done in good conditions. 

 

Cluster projects have struggled when appropriate community stakeholders were 

not consulted or involved in the development and ongoing reporting of language 

engagement in their communities. Moreover, some project stakeholders have incurred or 

caused strife when making critical decisions in the course of the project and that has 

delayed projects considerably. Some project’s leadership became aware all too late in the 

project of the lack of buy-in by MTTs as critical stakeholders to the project. Though 

projects can overcome a lack of MTT buy-in at the beginning of the project, a failure to 

do so can result in a lack of MTT motivation for the translation work. 

All twelve cluster projects in the qualitative study on underperformance have 

been shown to have had severe impacts on their ability to move forward with activities 

and goals when key stakeholders did not support the project. Table 7.5 below outlines the 

projects in this qualitative study that reported several types of stakeholder conflicts. It is 

important to state, that languages within a cluster could have diverse levels of community 

support, MTT buy-in and motivation, while all may likely experience religious conflicts, 

government impacts, or local crisis in a similar way.  
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Table 7.5 - Stakeholder Issues in Clusters 

Project Gov’t 
Religious 

Restrictions 

Community 

Support 

Community 

Strife  

MTT 

Buy-In 

MTT 

Motivation 

2.3     X X 

5.1   X X  X 

5.2   X  X  

8.1 X X X    

9.1   X X X X 

19.2   X  X X 

30.1 X  X X X X 

31.1  X X X   

36.1    X   

44.1    X   

47.1 X    X X 

53.1    X  X 

 

The data show that lack of community support, community strife, MTT buy in 

and MTT motivation are serious stakeholder issues among underperforming clusters. 

Investing in and maintaining community support and MTT ownership of the translation 

work are critical stakeholder issues that require close monitoring for project managers. 

These stakeholder issues can quickly derail a single language or the project as a whole.  

7.2.9. Lack of Flexibility 

Boakye and Liu (2014) recommend that project managers maintain flexibility as a 

healthy practice in project management. Project flexibility, outlined by Boakye and Liu 

is, “The ability to adapt pre-determined procedures, activities, timings, decisions, etc. to 
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existing conditions” (2014, 6). The need for project flexibility requires project 

management entities to plan and manage changes that occur during the life of the project. 

The process seen in Figure 7.3 requires continual review and feedback as well as timely 

introduction of interventions during the project timeline.  

 

 

Figure 7.3 - Processing Flexibility in Project Management 

 

Within Seed Company, language development projects are reviewed each quarter 

through the Quarterly Narrative Report (QNR). These QNRs allow project managers and 

staff on the field to share their progress, concerns, plans, and prayer requests. Although 

the QNR format has changed over time, the basic elements of identifying what went well, 

what did not go well, and outlining the plan for the next quarter remain a part of heathy 

ongoing project reviews. Additionally, the regular identification of praises and prayer 

requests add in the missional Christian values and principles to the reporting and 

feedback process. Once the QNRs are received and reviewed by the Seed Company Field 

Project Mangers, it then becomes part of their service to the project to follow up on 
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anything that needs assistance or interventions within their capacity to implement and 

integrate. At times this requires an official change to the plan. Other times, the personnel 

on the field might require further assistance in identifying additional consultants that can 

serve the project, or engaging prayer partners over the spiritual concerns expressed. This 

process is an ongoing cycle for Field Project Managers as can be seen in Figure 7.4.  

 

 

Figure 7.4 - Processing Information in Quarterly Narrative Reports 

 

In the qualitative studies on underperformance and changes to project plans, seven 

out of the twelve underperforming projects addressed changes in the course of the 

project. Table 7.6 shows the breakdown of the twelve projects and the types of changes 

QNR received & 
read

Address felt needs 
with partners

Implement/follow 
up on agreed 
action points
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that were processed for each. For some projects, multiple changes occurred concurrently, 

while others processed various changes throughout the course of the project.  

 

Table 7.6 - Breakdown of Project Changes to Plan in 12 Underperforming Projects 

Project No Change Time Change Cost Change CCV Change 

2.3   X  

5.1   X  

5.2 X    

8.1 X    

9.1   X  

19.2   X X 

30.1 X    

31.1    X 

36.1 X    

44.1  X X  

47.1 X    

53.1 X    

 

This data show that for half of the projects that underperformed, no changes were 

made to the original plan. This illustrates a possible lack of flexibility to adjust the plan to 

accomplish the translation goals. Further analysis is needed to identify conditions under 

which project managers would not process changes to the original plan despite the clear 

underperformance of translation goals.  
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7.2.10. Poor Project Quality at Entry (QAE) 

Quality at Entry (QAE), Boakye and Liu (2014) suggests, is a major aspect of 

success in international development projects that should be implemented by all project 

managers. This entails that projects be assessed for gaps in the plan and a system of 

checks and balances within organizations are in place to ensure the project’s success. 

During the project planning phase of written language development projects at Seed 

Company, all Field Project Managers are required to assign team members to their project 

including qualified consultants and financial analysts. The translation consultants check 

the translation plan, and financial analysts assess the financial plan. These projects are 

also reviewed by the regional directors as a third layer of checks to ensure that the 

projects are in line with the objectives and ethos of Seed Company. 

Although these checks and balances at Seed Company are the current procedures 

for project approvals to ensure Quality at Entry, this was not always the case. These 

processes have been developed over time. As a result, some of the cluster projects in the 

history of Seed Company were not given such scrupulous review in the planning process 

and therefore naturally suffered a lack of Quality at Entry. While a more scrupulous study 

on cluster project planning variables is needed, Table 7.7 shows some indicators and 

projects that reported a lack of QAE. 
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Table 7.7 - Underperforming Projects That Incurred Issues of Quality at Entry 

Indicator Projects That Incurred the Issue 

CCV goals were too high 2.3, 9.1, 31.1, 53.1, 44.1 

Orthography, tone system, or spelling 

conventions were not solidified 
47.1, 9.1, 31.1, 53.1  

Pace of translation work was 

unsustainable 
31.1 

Unreasonably high expectations of 

MTT ability 
9.1 

Translation teams were not fully 

staffed 
9.1 

Consultants only available once a 

year 
2.3 

Lack of MTT buy-in 2.3 

Mixed NT and OT work between 

languages 
5.1 

Previous phase underperformance 5.2 

Issues between partnering 

organizations  
53.1 

 

The QAE analysis shows that setting too high of CCV goals as well as the lack of 

addressing the fundamental linguistics for a given language can hinder and stall cluster 

engagements. It would be beneficial for future cluster engagements to verify the 

linguistic requirements of the language groups and set appropriate goals to reduce 

underperformance and mitigate these frequent QAE issues. Other QAE issues such as 

setting translation pace, expectations of MTTs abilities, consultant availability, and 
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interorganizational conflicts are issues that should be addressed in the project planning 

phase as needed. 

7.2.11. Non-Incorporation of Lessons Learned from Similar Previous Projects 

Cluster projects have been in place for decades, but BT entities have yet to reap 

the multitude of lessons that can be learned from this cross-organizational strategy. While 

project transitions encourage addressing lessons for the sake of the next phase of 

development, sharing those lessons across operational regions or with other organizations 

may not happen as frequently. Within this study, three projects clearly experienced the 

issue of failing to learn from the past.  

Many, but not all, cluster projects with Seed Company engage in consecutive 

phases of development. This means that these projects can learn from the previous 

engagement(s) and apply necessary changes to their current plans whenever possible. 

These adjustments can include modifying the translation goals to meet the team’s skill 

level or encouraging partners to develop stronger teams by offering capacity development 

opportunities like internships. However, the most recognizable way that projects show a 

lack of incorporation of lessons learned from previous engagements is through setting the 

CCV goals unreasonably high. Here are ways projects have failed to reap the lessons 

learned across this strategy. 

• Project 44.1 operates in a region with traditionally lower average 

completion rates for CCV goals. However, their translation goals for the 

four languages in this initial engagement was 3,100 CCV per language 
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across a three-year plan. This proved not to be a sustainable pace as the 

teams completed an average of two hundred CCV per language per year. 

•  Project 2.3 planned to complete the OT in nine years which averaged to 

2,458 CCV per language per year. This is an unreasonable pace 

compounded by the translation teams only being able to access consultants 

once per year. The project’s completion pace averaged 1,100 CCV per 

language per year across almost five years of engagement.  

• Project 5.2 transitioned from 5.1 and both projects completed minimal 

translation goals. Project 5.1 completed 15 percent of the cluster’s CCV 

goals and experienced a multitude of issues that impacted their success. 

The number of languages engaged increased from three languages in 

project 5.1 to seven languages in project 5.2 which also doubled the CCV 

goals. Project 5.2 completed in the lowest percentile of all projects in this 

study finishing at just under 2 percent of their plan. Based on the pace of 

project 5.1, increasing the number of languages and the number of CCV in 

project 5.2 seems to have shown a lack of incorporating lessons from the 

previous experience.  

7.2.12. Non-Performing Contractors 

In language development cluster projects, the term contractor applies to staff that 

are scheduled as needed or provide a temporary service. These contractors can include all 

types of consultants, uninitiated speakers, specialized trainers, and technical staff. Cluster 

projects face a variety of issues when it comes to scheduling and staffing these temporary 
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roles. Some issues stem from project management errors, while others stem from the 

personnel themselves. Here are four main types of contractors and the impact on cluster 

projects in this qualitative study.  

• Consultants: 

o Availability of linguistic, exegetical, or translation consultants due to 

their busy schedules 

o Scheduling issues resulting from project managers failing to schedule 

consultants  

o Pacing issues through consultant’s misinterpretation of the quantity of 

work to be done and the time needed to complete the work resulting in 

additional trips and sessions 

o Help needed to book consultants as project managers did not have 

access to lists of available consultants among partnering entities 

o Remote consultant checks strained relationships, communication, and 

were subject to technology issues 

o Lack of preparation for the consultant checks by the translation 

teams caused delays to the consultant checking schedule  

• Community 

o Event conflicts between the community events and the consultant 

checks resulting in delaying the consultant checks 

o Lack of support by the community hindered the community checking 

process 
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o Community opposition made community checks difficult to schedule 

safely 

• Data entry personnel  

o Unavailable or underperforming data entry personnel caused project 

delays 

• Technical support  

o Availability of recording technicians or other specialists caused 

project delays 

o Scheduling of technical staff added delays to the chain of events 

Consultants and technically skilled personnel are critical assets to accomplishing 

the task of scripture translation and other activities in cluster projects. Partnering 

organizations must maintain healthy communication over the scheduling, delays, and 

assistance needed to access and utilize consultants and technical personnel.  

7.2.13. Economic Downturns 

Although the authors see economic downturns as a critical issue for IDPs, this is 

expanded upon in this discussion to include both economic downturns and other types of 

economic distress. Economic issues, though not always mitigatable, can be addressed 

through changes to the cost for the project, or recognized in the risk assessment in the 

planning phase. In this study, this category is widened to include any economic downturn 

or other types of economic distress as identified in four of the twelve projects in the 

study. The types of economic distress and downturns listed below were major causes of 
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project underachievement. These projects express various conditions and outcomes of 

these economic issues. Here are the insights from each of these four projects. 

2.3 – Economic Downturn: The project documentation noted that by the end of 

the project there was a recognizable downturn in the economy which impacted the 

project. This project processed three budget revisions including a budget reduction. The 

budget reduction was needed as a result of a change to the managing partner which 

reduced costs including the exchange rate. The project was operating under the initial 

framework of nine-year plans yet transitioned to the next phase of development after just 

under five years of engagement. This project was able to complete 23.69 percent of their 

planned CCV despite the many challenges they faced. This project is a good example of 

the SC Field Project Manager addressing timely budget revisions to address the changing 

financial situation. 

53.1 – Rising Cost of Living: The cost of living rose significantly across the 

lifetime of the project. By the end of the project, the MTTs stated that they did not 

complete their project tasks because they were not being paid. There were no budget 

revisions for this project, and they spent roughly 70 percent of their lifetime budget in 

just over four years of engagement. The teams completed 35.22 percent of their CCV 

goals but averaged 2,802 CCV per language. Considering the financial and other issues 

this project faced, they managed to complete a reasonable amount of translation work 

despite overly ambitious planned CCV goals.  

30.1 – Ongoing Lack of Funding: The project staff noted several economic 

factors contributing to the team’s underperformance. These factors included lack of 
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funding for travel, lack of funding for an adequate office, and lack of funding for a 

generator for meetings and consultant checks. There were no extensions or revisions for 

this project, and they spent roughly 39 percent of the three-year project budget. This 

project completed 9.45 percent of their CCV goals, and the consistent issues of financial 

distress was one of several factors contributing to the underperformance of this project.  

36.1 – Financial Mismanagement/Distress: This project had ongoing financial 

problems starting with a mismanagement of funding near the beginning of the project. 

Though this was not precipitated by an economic downturn at the onset, the local 

economy became a part of the team’s distress on top of the mismanagement issue. The 

mismanagement of funding restricted the amount of funds transferred to the project, yet 

the project manager continued to send in reports. The project reports stated that the teams 

were continually unable to do the work because there was simply no funding for travel to 

complete project tasks. There were no extensions or budget revisions for this project, and 

they spent roughly 57 percent of the lifetime project budget within the four and a quarter 

years outlined in the project plan. They completed 18.32 percent of their planned CCV 

goals, and the financial mismanagement issue coupled with additional local economic 

distress were the major contributing factors to the project’s underperformance. 

7.2.14. Delays in Project Start-Up 

Delays in project start-up can assist partners to develop healthy projects or hinder 

critical momentum built during the transition to the next phase of development. Delays to 

project starts may be necessary for partners to make decisions on critical elements of the 

project. These can be anywhere from personnel identification to church endorsement and 
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community support. In some cases, delaying the start of a project can help the partners 

and communities identify and work toward a healthy project plan.  

Projects facing a transition to the next phase of development have experienced 

delays in the transition process. Project 44.1 required a time extension in order to prepare 

for the next phase, which was the responsibility of the SC personnel. Delays of this 

nature show growth points needed for healthy project transitions to mitigate a loss of 

momentum among the teams.  

Project 53.1 was an initial engagement that was delayed due to partnering entities 

needing to work through discussions and resolve critical issues in their partnership. 

Although this project faced many other delays, it was critical to allow time for partnering 

agencies to work through their issues before the project officially started. Allowing this 

time encouraged healthy partnerships between non-SC entities and provided an avenue to 

moving forward together.  

7.2.15. Poor Communication  

Communication issues incurred in the projects within this qualitative study cover 

reporting of technological issues in project communication as well as the 

miscommunications between stakeholders. Four projects in this study demonstrated one 

or both types of communication issues. Cases of cluster project miscommunication 

follow. 

30.1- Miscommunications were reported at the beginning of this project between 

the managing entity and religious leaders in one of the language communities. These 

misunderstandings and miscommunications were resolved during the project through 
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healthy community led discussions. This was a positive example of how stakeholders 

addressed miscommunications to mitigate any further conflicts. 

5.1- This project faced difficulties with identifying a method and technology for 

communicating with the translation teams in remote areas. Though communication 

technology such as a BGANs (Broadband Global Area Network) satellites were provided, 

sometimes teams require training and practice to learn to use this technology. While 

communication via phone and email had developed by the end of the project, this project 

also experienced miscommunication on project activities. The narrative report stated,  

Communication with the … language group continues to be a challenge. There was 

some misunderstanding about the dates of the language group meeting and some 

representatives may have not come as a result of that. We will continue to work to 

develop better ways to communicate with them. 

 

The project manager identified and addressed their communication issues to further 

mitigate the risks of miscommunication with the language community.  

44.1- The languages in this project struggled on two separate occasions with 

communication issues, which both resulted in the delay of consultant checks. The first 

was a result of unresolved conflict and strife between translators in the project. As these 

issues were not discussed and worked out, this produced conflict and strife which resulted 

in delays to the consultant checking schedule. The second occasion of miscommunication 

was regarding community events being held at the same time as a consultant checking 

session, which delayed the session. Miscommunication or lack of communication directly 

resulted in multiple consultant checking delays for this project. 

53.1 – This project began with a communication issue between partnering entities 

other than Seed Company. Further along in the project, there was an additional 
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miscommunication which resulted in the delay of a Luke dedication for one language in 

the cluster. This project also struggled with unreliable internet connectivity hindering 

them from making regular contact with project staff. 

36.1 – This project is listed as partially affected by miscommunication as the 

project suffered strife after a misappropriation of funding. Based on the documentation, 

cultural issues might have been a root cause of the misappropriation of funding. The 

partners remained engaged and attempted to continue translating despite many other 

trials. However, cross-cultural communication on necessary financial management was 

likely needed. The documentation expressed a desire for funding partners to reinstate the 

financial partnership and to continue with the work. The partner asked funders to 

“understand the mentality” of the people and the situation they faced. Cross-cultural 

communications are needed in clusters when discussing, providing, or withhold funding 

as each can send unintended messages if not addressed appropriately.  

7.2.16. Not Admitting a Project is a Failure  

Admitting failure is not a common occurrence in scripture translation efforts, 

though it does happen. The most recognizable form of failure includes projects or 

languages that are terminated from engagement as the risks have become too high. One 

such example is the case of a language termination from a project due to their divisive 

speech causing strife among the other teams in the cluster. However, project partners 

continued to work toward the cluster’s success by acknowledging strengths and 

mitigating risks. While natural disaster, illness, death, and government changes cannot be 
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foreseen, project partners can address other factors. There are four avenues to mitigate 

project issues before the engagement reaches a point of failure. 

• Acknowledging optimism bias in planning stages to set healthy goals 

• Communicating project issues through regular reporting cycles including 

sharing prayer requests 

• Addressing reported issues with appropriate changes, interventions, and 

resources in a timely fashion 

• Mitigating translation pace issues as early as possible  

Optimism bias can keep project partners from admitting that the project is failing. 

Acknowledging this issue in the project planning phase can help partners set reasonable 

CCV goals and determine other practical activities, trainings, and meetings to include in a 

well-paced plan. As the project is underway, partners should communicate regularly on 

issues facing the staff and translation teams. Regular patterns of communication ensure 

that partners are not caught off guard when the project reaches the end of the MOU 

timeline and does not meet their goals. This reporting cycle can aid partners in addressing 

issues with timely resources, interventions, or changes to project expectations to mitigate 

the risks of project failure. However, when the risks to the project and personnel become 

too high during the course of a project, such as in the case of civil war, etc., the project 

may need to be suspended and reactivated once the circumstances change. The project 

reporting can also assist partners in identifying and mitigating translation pace issues 

before too much time has passed. This requires regular monitoring and adjustment as 

needed. Adhering too closely to the original plan and pace may place undue stress on the 
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translation team and cause further delays. The following is a case study of project 31.1 on 

addressing change early to mitigate risk of failure. 

31.1 – This project was designed with cohort goals of 6,561 CCV for each of the 

four languages across three years. Near the first half of the project, they reduced their 

cohort CCV goals to 4,157 CCV per language. Though the team completed 70 percent of 

their revised goals, the reduction allowed them to adjust to what they considered to be 

“more reasonable goals.” The pace was slow from the beginning, and they did not have a 

completed or accepted orthography and writing system throughout the project. The 

translation pace took longer than expected at most points, thus delaying the next steps in 

the translation process. There were additional computer failures and ongoing hostility 

from the community toward Christianity and Christians resulting in longer than expected 

community checking sessions. Each of the languages completed 2,900 CCV through the 

three-year lifetime of the project which is still above average for an initial engagement. 

This project addressed pace issues early and thus mitigated risk appropriately. 

7.2.17. Project Complexity  

Project complexity is a pervasive issue among language development cluster 

projects that underperform. There are four primary issues of project complexity among 

underperforming projects in this study. These issues include: 

• The quantity and level of difficulty of CCV goals 

• The number of additional activities included in the project 

• The scope and pace of translation set beyond the MTT ability 

• The inclusion of other non-translation goals 
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The quantity and difficulty level of CCV goals set for languages in a cluster can 

be vetted during the project planning phase. Projects in this study have required more 

time than planned as a direct result of setting the CCV goals too high, as well as mixing 

OT and NT books which add to project complexity. Additionally, issues surrounding 

orthography, tone, and script have impacted the on-time completion of CCV goals. 

The number of additional activities including various trainings, meetings, 

community events, family obligations, religious celebrations, retreats, furloughs, 

vacations, and holidays contribute to a complex calendar. These events can impact the 

amount of time MTTs, and project personnel spend on scripture translation activities. The 

scheduling of additional activities should be considered during project planning and 

monitored throughout the project.  

The ability of the MTTs should be considered when setting the scope and pace of 

the translation process and other activities. MTTs often require training to develop 

various skills which are necessary for quality translation production at a sustainable rate. 

The translation pace can be an outcome of adequate training and skill development. 

Considerations of MTT ability and needed training are necessarily addressed in the 

planning phase as well as modified throughout the lifetime of the project. MTT ability 

may increase with training, or it can decrease based on their availability due to 

intervening life factors or unforeseen circumstances.  

Including other goals in the project can add complexity and impact the availability 

of cluster personnel and MTTs. These other types of goals can include audio/visual 

productions, ethnomusicology, literacy, or OBS activities. The scheduling of events and 
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refinement of the translation pace are needed when including these activities in the course 

of a three-year project plan. Next are some examples of project complexity affecting a 

cluster’s success. 

30.1 – This “modified” Luke Partnership planned for three languages to translate 

Luke and John (2030 CCV) and produce the Jesus film. This was the first Luke 

Partnership engagement in this region, and only two out of three languages completed 

some verses of Luke through consultant checking. The alphabet was not solidified by the 

end of the project and the team did not learn how to use the spelling rules for the working 

orthography. These linguistic issues required the teams to re-translate completed work 

making the goal of translating two gospels and producing a film for three languages 

difficult to achieve in the three-year plan. 

2.3 – This project planned to complete nearly all of the OT in 9 years for three 

languages. This was an overly ambitious translation pace. This plan would require each 

of the three language teams to pace around 2,300-2,500 CCV per year to finish on time. 

Their completion pace averages were different for each language at 1,193, 769, and 1,348 

CCV per year. The original pace was too high even for a third phase project. 

9.1 – This project set cohort goals of 10,147 CCV for each of the six languages to 

complete in just under four and a half years. Project documentation stated, “When the 

initial project proposal was written up, there were unreasonably high expectations about 

the capacities of the mother tongue translators…” For this reason, the SC Field Project 

Manager processed a transition to the next phase of development instead of an extension 

to set more realistic goals for the translation team and the managing partners of the 
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project. The Field Project Manager made a management decision to start fresh with a 

simplified plan and translation pace. 

44.1 – This project reported that the language teams were consistently 

participating in conferences, retreats, and community events which took time out of their 

schedule and directly conflicted with the consultant and community checks.  

53.1 – This project reported that the work was too much for the teams. 

Additionally, the constant report of not having enough time to complete goals reflects an 

ongoing pacing issue that may have been beyond the ability of the teams from the 

beginning of the project.  

31.1 – The translation pace was reported as unsustainable from the very beginning 

of the project resulting in a CCV goal reduction. Additionally, other activities and 

meetings often delayed the translation process at various stages. Orthography issues, 

recording activities, and community hostility toward the translation work were additional 

factors contributing to this project’s complexity.  

7.2.18. Conclusion 

While each of these sixteen causes of project failure can be identified among the 

lowest performing projects in this study, it remains to be seen if projects that perform as 

expected also experience similar issues and how they overcome them. This could prove a 

useful topic for future researchers on cluster project success analysis. This qualitative 

analysis shows that, optimism bias, project staffing, and stakeholder involvement are 

pervasive issues among underperforming cluster projects. Additionally, addressing 

project planning, management, supervision, non-performing contractors, and project 
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complexity will require interventions among project stakeholders to strengthen future 

cluster project design and management.
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8. Chapter Eight: Considerations and Conclusions 

8.1. Cluster Project Strategy 

The cluster project strategy has been utilized by Seed Company and other 

organizations for over seventeen years with no plans to stop. While cluster projects are 

planned and executed under a multitude of circumstances, many hold firm to the idea that 

cluster projects are a productive strategy touting the pooling of personnel, resources, 

training, and consultants to be some of the strategy’s benefits. Partners in cluster project 

development experience the strategy from different angles and have unique perspectives 

on what success looks like in clusters. While this study has focused on mixed methods 

research on the hard factors of the iron triangle, the soft factors of human experience in 

clusters cannot be underestimated. Further study is needed to fully explore the fullness of 

human experience in cluster projects and the impact it has had on personnel and 

communities. 

Cluster projects have been heralded as a strategy to accomplish the task of Bible 

translation with fewer resources in a fraction of the time. Many of the projects in the 

qualitative study show a lack of resources and personnel contributing to their inability to 

keep their planned pace of scripture translation. Several projects consistently commented 

on the lack of time to accomplish their activities and goals across multiple reporting 

quarters. Comments of this nature raise significant questions. 

1. Do cluster project planners set pragmatic scripture translation goals based on the 

team’s challenges including location, size, knowledge, skills, and attitudes?  
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2. Are managing entities holding to the initial goals of a project too closely and 

lacking flexibility to meet the current conditions of the project and its context? 

While the history of cluster engagements shows a considerable number of 

changes to plans, they have not always resulted in the completion of translation goals. 

Despite this, managing for appropriate changes to timelines, costs, translation goals, and 

languages engaged are part of Seed Company’s basic value of managing for quality 

results. The “quality results” for the cluster projects in this study is the number of 

consultant checked verses planned in partnership with other organizations, churches, and 

translation teams. The results of this thesis show a critical need for Seed Company to 

address the planning and management gaps surrounding quality results in cluster 

strategies. The organization can continue to promote cluster project success by reaping 

the lessons of the previous two decades of cluster engagement included in this study. 

Next, this report reviews Gravelle’s (2008) reasons for why Seed Company engages in 

clusters in light of the research provided in this thesis.  

8.2. Why “Clusters” Revisited 

Gravelle (2008) in his paper “Why ‘Clusters’?” offers seven compelling reasons 

to work in cluster projects. This paper was written near the beginning of Seed Company’s 

entrance into managing such projects. A reexamination of Gravelle’s seven compelling 

reasons from the perspective of seventeen years of experience with the cluster project 

strategy follows. 
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8.2.1. Use of Human Resources 

Gravelle (2008) proposed that working in clusters would allow for the trainers and 

consultants to work with an increased number of languages and help address the 

bottleneck in consultant availability. Although it is the case that some cluster projects 

successfully engage cohort training and consultant checking strategies, other projects are 

stressed by such a strategy. It can be difficult for consultants to plan for and check 

multiple languages in one session, especially if they are not translating the same text. 

This model can be functional if the translation teams are completing their work at a 

cohort pace – meaning they are ready to consultant check the same texts together. If the 

work produced in the cluster is beyond the consultant’s ability to check, the pace and 

schedule will be impacted. This may result in a need to add more consultants to the 

project to meet the needs, which is not always possible. Projects in the qualitative study, 

including 30.1, 2.3, 9.1, and 53.1 that planned cohort goals and worked at a cohort pace, 

noted that consultant access was chief among the issues hindering them from completing 

the work.  

8.2.2. Adaptation 

When languages are related, adaptation can be engaged as a way to expedite the 

translation process. Although further study is needed on the performance pace of this 

strategy, it is not without merit. However, a few warnings are needed when using 

adaptation as a strategy in cluster projects. First, it is imperative that the project manager 

and facilitating organization obtain the rights to use the source text in the related 
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language before attempting to adapt it into another language. Not obtaining these rights 

can cause legal issues and force the team to retranslate adapted work.  

Second, switching strategies between original work and adaptation requires 

retraining of translation processes as well as additional software training. Although some 

teams may be able to make this transition quickly, other teams have a harder time with 

such changes. Project 5.1 in the qualitative study struggled with this transition and it was 

a contributing cause for underperformance for a language in the cluster.  

Third, it is important for language advisors to monitor the process of adaptation 

and continually encourage the team to remain attentive to detail. Once the text is adapted, 

the process of working through the text can be repetitive. Project 8.1 noted that their 

translation teams struggled with becoming complacent and inattentive to translation 

issues during the adaptation process, and the team needed encouragement throughout the 

project.  

Fourth, the translation pace for languages in a cluster that are mixed between 

adaptation and original work will differ. One cluster engaged a “progressive adaptation” 

where the source text was translated alongside receptor languages with only a few 

completed books available for adaptation. This created a dependence on the source 

language to keep a pace ahead of the receptor languages in the cluster. This is not an 

impossible strategy for adaptation, but it can slow down or halt progress for multiple 

languages, especially if the source text translation team has difficulties with completing 

their work at the expected pace.  
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8.2.3. Quality 

As this study does not examine the translation process on the field, more research 

is needed to examine the effects of cluster strategies on the quality of the translations and 

teams in the cluster. Issues surrounding miscommunications and lack of social cohesion 

can impact the language teams’ abilities to collaborate in cluster strategies; however, 

cohort strategies that optimize social connections via shared meals, devotional times, and 

even recreational activities can reap the benefits of comradery that can build trust among 

the language groups. When language teams in clusters trust one another, this can increase 

their willingness to be vulnerable by sharing their materials, lessons, and mistakes more 

openly. 

8.2.4. Capacity Building 

As noted by Hanna (2019), cluster projects can assist in capacity building through 

planning to develop the professional skills and credentials of cluster project participants 

and MTTs. However, there are cautions that underperforming clusters present regarding 

capacity building efforts. Project 44.1 included multiple opportunities for team capacity 

building causing a division of attention for the translation teams. Project managers need 

to consider a reasonable threshold of capacity building efforts that will allow their teams 

to thrive in translation and resist overcommitting their time. Moreover, project 44.1 

included a consultant in training (CIT) intern as a part of their cluster project staffing and 

strategy. Engaging CITs are necessary to build skills in the national workforce for 

scripture translation; however, adequate oversight for the CIT and the translation teams is 

needed to allow both to meet their expected objectives. There is a tension to manage 
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when engaging in capacity building among personnel in clusters when staffing is 

minimal.  

8.2.5. Better Use of Financial Resources 

The clusters in this study amount to an overall investment of $19,986,843 dollars 

of donated funding across seventeen years of engagement. Among the seventy-two 

cluster projects encompassing 336 language engagements a cumulative 1,100,433 verses 

were completed. This calculates to $18.16 per consultant checked verse in project costs 

for the clusters included in this study. While this looks great and is far below the industry 

held estimation of $35 per verse (Ethnos 360 2022; Illuminations 2022; Pioneer Bible 

Translators 2022; Smith 2021), there are caveats worthy of attention.  

First, budget thresholds are established for each of the eleven operational regions 

and further delineated by operational costs in a specific country or region. Therefore, 

some cluster projects will naturally cost more given their context, number of languages 

engaged, team sizes, and other circumstances. Secondly, the number of CCV 

accomplished by languages in this study has a statistically wide range making it 

unfruitful to look at averages unless outliers are dealt with. Thirdly, the actual costs in 

this study are field costs only which means that it does not include Seed Company 

overhead costs, nor does it include funding provided by the local communities or self-

supported missionaries. Therefore, the cost per verse of $18.16 are Seed Company’s 

actual project field costs, not total overall entity costs that include organizational 

overhead.  
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8.2.6. Working Through Web-Based Social Networks 

At times, issues may arise that prevent teams from being able to meet or have 

adequate advising for various steps in the translation process. While internet-based 

resources such as email, social networking sites, or even send-receive functions on 

Paratext might allow for communications between translation teams to continue despite 

interruptions in face-to-face meetings, some cluster projects underperform as a result of 

lack of contact. Working apart from the team as a language advisor or project manager is 

a last resort but is necessary at times. In some cases, however, this will still require 

someone with the knowledge and skills on the ground to access and use web-based 

networking in the host country.  

In the qualitative study on project underperformance, project 19.2 experienced 

delays to their project goals as a result of remote consultant checks, as well as language 

advisors who were regularly removed from the project. Though the project was able to 

make headway with one out of three languages in the cluster, the second language was 

terminated from the project because the advisor left the project and the country, and the 

third suffered from a lack of accountability as a result from remote advising. While this 

type of oversight varies based on the team’s knowledge, skills, and attitudes, it shows 

clear issues with being dependent on technology to fill the gaps where human contact is 

most needed. While some projects have been able to make major headway in the COVID-

19 pandemic, others only made small progress toward their goals as the dependence on 

regular use of technology to communicate and accomplish tasks showed the gap in access 

and ability to harness web-based tools to complete translation work. Further studies are 
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needed to explore the benefits and issues surrounding the use of technology and its 

effects on projects during the global shutdown caused by the pandemic. 

8.2.7. Unity 

There is cause to celebrate when the work of Bible translation results in unity 

between groups of people. Practically speaking, clusters do not always result in unity. 

Some projects that were developed for ease of administration produced tension and 

disunity. These administrative clusters are few in number, however, and this lesson was 

acute for those who oversaw them. Despite this issue, unity has shown to be a paramount 

benefit of the cluster strategy among a specific demographic—that of 

interdenominational cooperation. The narrative reporting on projects reflects this 

phenomenon whereby cluster projects were the root cause to bring members of multiple 

denominations to the table that would have not had a reason to collaborate otherwise. 

Project 53.1 stated in the project reporting that, “Before the translation began there was 

no unity among church denominations, but they began to build unity after translation 

began.” This sentiment was expressed in other cluster projects as well, showing that on 

the subject of unity, cluster projects play a unique role for interdenominational 

collaboration.  

Cluster projects experience each of these seven aspects to varying degrees. While 

some projects are excellent case studies for one or more aspect(s), such as unity or 

capacity building, others are prime examples of what not to do. Though Gravelle (2008) 

clearly outlined these seven factors, he suggested an eighth—collaborative support and 

encouragement for the translators (MTTs). This point cannot be understated as it is a 
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critical reason to facilitate the connection of language communities in cluster strategies—

because it benefits the language community members represented in the translation 

teams. Support and encouragement for MTTs is unmistakable evidence of exemplifying 

the gospel as it is being translated. Cluster engagement is more than a strategy, it is the 

gospel in action. As the apostle Paul wrote, “And let us consider one another to provoke 

unto love and to good works: Not forsaking the assembling of ourselves together, as the 

manner of some is; but exhorting one another: and so much the more, as ye see the day 

approaching” (Hebrews 10:24-25 KJV). 

8.3. Interesting Findings 

There are a few salient findings that can be beneficial for Seed Company and their 

partners to consider as a result of this study. While some of these findings may validate 

previously held truths, others raise important issues worthy of further intervention or 

examination. Below are some interesting findings on cluster projects.  

• Nearly 60 percent of cluster projects underperform their translation goals (less 

than 90 percent of their PvA for CCV goals). 

• To understand what is happening at the heart of the project and the people, 

read the prayer requests in the QNRs.  

• Linguistic issues (orthography, script, tone, etc.) are a consistent cause for 

concern for languages that complete less than 50 percent of their CCV goals. 

• Administrative clusters are not the best format for engaging languages as the 

project documentation shows fundamental cluster project challenges. They do 

not capitalize on the multitude of beneficial reasons to cluster. 
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• Statistically, Luke Partnership projects or simply translating the gospel of 

Luke are the most successful type of “package” SC offers in cluster strategies. 

Luke translation goals complete at a 90 percent success rate across clusters. 

• The average completion time for cluster projects is around 4 years, including 

Luke partnerships. 

• The framework intervention of 3-year project engagement timelines produced 

increased accuracy in the time variable. However, costs shifted from most 

clusters completing overbudget to completing underbudget as a result of this 

intervention. Moreover, there was a decrease in achieving CCV goals in the 

current framework. It is likely the case that there is not enough time to recover 

from challenges faced by the translation team, and/or not enough time after 

training to catch up on delays or interruptions to the translation process. 

• Though the historically held average CCV per language is around 1,000 per 

year, this does not account for outliers nor operational regional differences. A 

more useful value would be the median CCV actuals based on operational 

regions. This may take better account of regional differences in education, 

training, location, resource access, and travel impacts to operations.  

8.4. Recommendations 

While there are many recommendations that can be made as a result of this study, 

the following are suggestions and recommendations directed at Seed Company Field 

Operations Leadership regarding cluster project management.  
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• Consider moving the prayer requests to the beginning of the QNR form. 

This will emphasize the faith aspect of what we do. It may be a cultural issue 

to share details or challenges in a face-saving way. Prayer is where people in 

the face of difficult circumstances are honest about the challenges they face. 

Fronting praises and prayer requests to the top of the QNR document may 

help partners open up and allow them to complete the rest of the document 

more easily. At the least, consider a test run of this hypothesis.  

• Consider a project proposal design specifically for cluster projects. There 

are detailed questions that apply to clusters that do not apply to single 

language projects. The same can be said for the QNR reporting structure, 

though this is currently being addressed to some degree. 

• Consider establishing new expectations for CCV goals by operational 

region. As education levels and training are major components of how quickly 

translation teams are ready to establish a good pace of translation, these 

differences may be substantial between regions.  

• Consider a four-year cluster project timeline. The statistical analysis 

showed that the average time it takes for a cluster to complete their translation 

work as expected is four years. As the current framework for project timelines 

is three years across all types of projects, it may serve cluster projects to be 

outlined in four years if the current threshold of CCV goals is continued to be 

used. Piloting of four-year project timelines for clusters would be worth 



186 

 

testing if it increases cluster project productivity and mitigates mid-project 

extensions due to pacing or scheduling issues.  

• Consider our partners. Some partners may not have the ability to meet 

cluster project management overhead such as additional staffing, time, energy, 

risks, consultant needs, or the intensive management needed in a cluster 

project. Partner capacity should be assessed when considering partnering in a 

cluster strategy. Do they have the capacity and human resources to see it 

through, or is this beyond their ability to sustainably manage? 

• Consider our consultants. While consultant related issues contributed to 

delays and issues with completing consultant checks in cluster projects, 

consider a way to establish best practices for cluster project management staff 

to communicate translation needs, goals, and delays with consultants assigned 

to clusters. This is increasingly important when engaging cohort strategies that 

include cohort consultant checking.  

• Consider our CIT’s. Establishing and communicating best practices for 

engaging CIT’s in cluster projects with partners could help mitigate timing 

and training issues that arise. Building capacity in both the CIT’s and the 

translation teams are critical. Engaging CIT’s in clusters requires a balance of 

objectives for both the cluster project goals as well as the CIT’s training path. 

• Consider a pre-translation linguistics engagement. Linguistic issues 

including establishing an orthography, tone marking system, or choosing a 

script are common hinderances to languages in underperforming cluster 
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projects. When the basic linguistic choices for a language change, whether by 

government mandate or language community choice, the work that was 

completed will need to be revised or completely rewritten. Managing partners 

may also have specific requirements and expectations on outlining the 

linguistic features of engaged languages which can hinder publications of 

texts. Addressing the linguistic needs with partners and language communities 

prior to expecting translation productivity can help mitigate linguistic issues 

that impact translation work.  

• Expect change to happen even in the healthiest cluster project plan. 

International project development has an overwhelming failure rate. This is 

due to the issues of cross-cultural misunderstandings. A good principle for 

managing projects in international arenas is to expect changes and be willing 

to adapt. It can take the pressure off of field partners and impact partners to 

function perfectly according to the plan. This is usually the FPM’s job to 

communicate with field partners that it is okay that things change, so 

continuing to train field staff and staff in other domains on healthy change 

processes can impact organizational attitudes and reduce the stress 

surrounding project change.  

• Consider Field Training for Cluster Projects. Partnering in cluster projects 

can be an intimidating process for new or even seasoned Field Project 

Managers. There is no current specialized FPM training on the topic of cluster 

project planning and management as it differs from single language projects. 
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Therefore, it would be prudent to develop a module that would help FPMs and 

other SC staff understand healthy components of a cluster project plan 

including scheduling, pacing, cohort training, and cohort consultant checking 

strategies.  

• Continue to engage in cluster projects. There are benefits to clustering that 

cannot be quantified. Reading QNR stories from around the world illuminates 

the soft human factors for continuing with cluster strategies. In some nations, 

various denominations work together that would have no other reason to come 

to the table, except for the cluster project of which they share ownership. 

Engaging adaptations in cluster strategies leverages linguistic relatedness and 

is a reasonable part in accelerating translation efforts. However, some 

adaptations suffer some serious issues which SC can assist partners in 

mitigating. Luke partnerships are highly effective and meet the ETEN goals of 

getting scripture portions out to communities as initial engagements.  

• Consider our limitations. Adding a lot of other tasks in written translation 

project plans can detract from the project translation goals. Too many 

meetings, retreats, activities, other goals, etc. that do not lead the teams 

toward completing translation work could be engaged at the program level 

and be left up to field partners to manage. Encouraging the inclusion of too 

many activities, however, can overload the MTTs schedule and detract from 

translation efforts.  
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• Look at the cost per verse by operational region. Costs outlined by 

operational region is more telling for operations staff to communicate an 

industry standard for funding agencies like Seed Company. To promote further 

transparency, BT agencies must clearly communicate the bottom line of 

translation efforts, especially to financial investors. Presenting this 

information to investors can promote transparency over SC strategies and 

interventions reviewed in this study.  

• Communicate the cost with investors. When presenting costs for cluster 

engagements to investors, include both the field cost per verse or per language 

and figures for SC overhead. This will provide investors a comprehensive 

assessment of their investment dollars for cluster projects.  

8.5. Concluding Remarks 

This research on the cluster project strategy engaged in by Seed Company over 

seventeen years included nearly twenty million dollars of investment funding, involved 

336 language engagements, and produced a total of 1,100,433 consultant checked verses 

of scripture. Though roughly 60 percent of cluster projects fail to reach 90 percent of 

their translation goals, other soft human factors that cannot be easily measured remain of 

paramount import to the cluster strategy. This research provides a small lens into the 

cluster project strategy, but it is not the entire picture. More research is needed to identify 

the human elements that contribute to the cluster strategy impacts on global Bible 

poverty.  
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Cluster projects have promoted collaboration among language communities, 

organizations, and church denominations to address the remaining need for scripture 

translation over the past two decades. Cluster projects when planned strategically and 

managed sustainably, promote healthy partnerships, build capacity, and promote unity. 

However, when cluster projects are over planned or mis-managed, the communities, 

translators, and staff suffer. Partnering entities must now make the choice to integrate 

useful interventions and set healthy expectations to increase project management 

performance and create a more sustainable use of cluster projects into the future. 

The impact of the cluster strategy is significant, and there is more work yet to 

complete. As organizations continue to engage in this strategy in global partnership, it 

will be key to remember why clusters are necessary as they were intended to help 

accelerate scripture translation and impact. The stories that come from language 

communities, churches, and translation teams highlight the human need for God’s Word 

in these communities. This final word is a QNR excerpt from project 8.1 which highlights 

the urgency of scripture translation in this lifetime. The project reported: “A seventy-six-

year-old woman, tired by illness, said that if she were to die before the completion of the 

Bible in [her language], we were to place a copy on her tomb.” This is why we cluster. 
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APPENDIX  2 – Single Language Project-Study Approval Email 

From: Christie Davis <Christie_Davis@tsco.org> 

Sent: Monday, August 9, 2021 3:32 PM 

To: Adrianne Baumunk <Adrianne_Baumunk@tsco.org> 

Subject: RE: Additional Study for Thesis 

  

Hi Adrianne. 

  

Yes that is not a problem please feel free to utilize information from single 

language projects to help compare. Let me know if you need access or connection with 

the RDs. 

  

Blessings, 

Christie 

  

From: Adrianne Baumunk <Adrianne_Baumunk@tsco.org> 

Sent: Tuesday, August 3, 2021 10:49 AM 

To: Christie Davis <Christie_Davis@tsco.org> 

Subject: Additional Study for Thesis 

  

HI Christie, 

  

I know you are in meetings this week, but I would like to ask permission to 

extend the parameters of my thesis study with regard to Seed Company projects.  

  

My thesis professor has suggested that a salient point of comparison would be to 

look at a small subset of single language projects (around 30) to see the number of 

consultant checked verses planned and completed. This might give us a framework to 

suggest how these two methods pace differently or similarly with regard to completing 

the planned translation work.  

  

Here are the parameters of this meta-study: 

1. 30 single-language projects 

2. Projects that were started post-2012 

3. Randomly sample from different regions 

4. Data collected: Consultant check verses planned, revised, and completed 

(Using project plans, PnP's, revision docs, and QNR's on file.) 

5.   
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Please let me know if you approve of me completing this meta-study for the 

purposes of including a point of comparison in my thesis on Seed Company cluster 

projects.  

  

Thanks for considering this request.  

  

Blessings,  

  

Adrianne Baumunk | Field Project Manager - Pacific 

  

 
Bible Translation. Life Transformation. 
m: 707.239.8056 | seedcompany.com 
A Wycliffe Bible Translators Affiliate 
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APPENDIX  3 – Cluster Underperformance Typology 

Introduction 

This document outlines a typology of causes listed in Seed Company Quarterly 

Narrative Reports (QNR) and other documentation as to delays to twelve projects that 

finished less than 50 percent of their CCV translation goals. While each project has its 

own set of goals, challenges, teams, and achievements, the following information is a 

typology of causes listed in the project documentation that show various impacts to the 

translation goals and progress.  

The causes listed in the typology were reported in the QNRs, while other details 

were retrieved from annual reports, consultant reports, or project transition documents. 

Some of these causes were repeated throughout the project’s QNRs but are only listed as 

one bullet item per project. For example, a project may have been working on the 

orthography for multiple years, and reported on it every quarter, but it is only listed once 

per project in this typology. Repeated items under a single heading are present in this 

typology as multiple projects cited the same issues. Some causes provided applied to 

multiple areas, so they are listed under multiple cause types. While some causes were 

explicitly or emphatically stated as causes or delays, others were mentioned as items that 

detracted the team’s focus from their written translation activities and goals. Moreover, 

some of these causes were either solely stated in prayer requests or confirmed by the 

prayer requests.  
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Each project had a unique number of documents containing information on the 

aspects that have impacted the translation progress in the project. This information 

represents the documentation provided by field partners during the timeline of the project 

that Seed Company has on record. This information does not represent data provided in 

the project planning or proposal documents. The data provided in this typology were 

collected over the course of 6 months with permission from the Seed Company Field 

Operations Leadership Team. The causes were collected and reorganized into this 

alphabetical typology. While this is not an exhaustive list of all the projects in this study 

that completed less than 90 percent of their translation goals, N = 42, it is an extensive 

view of twelve out of the thirteen projects that completed less than 50 percent of their 

original translation goals. As this data only represents causes listed in these twelve 

projects, further studies would be needed to explore causes of failure in the 50.1-89.9 

percent completion range where N = 29. 



197 

 

CLUSTER PROJECT UNDERPERFORMANCE TYPOLOGY OF CAUSES 

ADAPTATION 

• Adaptation process (2) 

• Adaptation using Adapt-it 

• Being diligent with Adapt-it software 

AUDIO/VISUAL/DIGITAL 

• Distributing digital materials 

• Jesus film (2) 

• Recording 

o Recording goals (3) 

o Recording audio slowing pace 

o Availability of recording technician 

o Recording not scheduled 

o Audio recording gospels 

o Audio recording took longer 

o Languages chose/added to project for assorted reasons including 

geography and need to complete previous recording goals 

o Song recording 

o Song re-recording 

COMMUNICATION 

• Miscommunication 

• Miscommunications between personnel and organizations 

• Lack of communication with teams 

• Internal strife due to communication issues 

CONSULTANTS & CONSULTANT CHECKS 

• Scheduling linguistic consultant 

• Exegetical consultant not available or scheduled 

• Availability of exegesis help 

• Availability of translation consultant (2) 

• Consultant unavailability hindering progress 

• Scheduling translation consultant (2) 

• Consultant access 

• Help needed to book consultantsRemote consultant check 

• Community events timing conflicted with consultant check 

• Lack of prep for consultant checks 

• Not enough time with consultant to finish book as expected 
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• CIT (consultant in training) was engaged as a part of the project – focus 

for the leadership 

ETHNOMUSICOLOGY 

• Church request for translation work of liturgy & songs 

• Ethnomusicology workshops 

• Song recording 

• Song re-recording 

EXPATS 

• Expat family being settled into village was of focus 

• Expat learning language/culture 

• Project coordinators left on medical leave and furlough leave twice during 

project 

• Expat on furlough 

FINANCIAL MATTERS   

• Economy 

• Cost of living increased 

• MTTs did not do work because they were not paid 

• Funding suspended due to mismanagement 

• Strained income for teams 

GOVERNMENT 

• Political uncertainty (2) 

• Refugee crisis 

• Post-war communities 

• Post-war healing/reconciliation activities engaged by project manager 
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ILLNESS & DEATH  

• Illness 

o Several different illnesses on team and their families 

▪ Asthma 

▪ Sickle cell anemia 

▪ Tuberculosis 

▪ Thyroid issues 

▪ Possible surgery 

▪ Joint and back pain 

▪ Chicken pox 

o MTT leg amputation and resulting health issues 

o MTT illness (3) 

o Two MTTs w/ serious illnesses 

o Meningitis 

o Flu 

o Malaria (2) 

o Ebola (3) 

o MTT illness: Kidney stones 

o Constant illness among teams and the community – government 

intervention needed to provide medication to treat, medication 

eventually administered 

o MTT family illness (4) 

o Illness—project manager 

• Death 

o MTT relative death (4) 

o Lots of death among team’s families 

LANGUAGE COMMUNITIES  

• Community events timing conflicted with consultant check 

• Establishing translation committee w/ churches 

• Lack of community support and ownership (4) 

• Need community support 

• Availability of community members 

• Community feedback lacking 

• Church request for translation work of liturgy/songs 

• Village attention on new church being built 
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LINGUISTICS 

• Sound & pronunciation differences between languages/dialects 

• Script issues 

• Development of writing system 

• Orthography finally established near the end of the project 

• Difficulties with orthography 

• Orthography (3) 

• Orthography workshops  

• Phonology and orthography assignments difficult 

• Issues accepting orthography 

• Alphabet 

• Alphabet and syllabary not completed for most of the project 

• Spelling conventions 

• Spelling rules & guide took most of the project to develop 

• Additional words added to lexicon 

• Tone marking system needed time to develop, test, and read the translation 

work previously completed 

• Discourse features 

LITERACY 

• Community literacy affecting checks 

• Literacy activity impacts during project 

• Literacy issues 

• Literacy work/primer development 

MTTS – TECHNICAL/WORK  

• Identifying MTTs  

• Additional MTT hired 

• MTT unavailability hindering progress 

• MTT commitment 

• MTT motivation 

• MTT moral lapse (2) 

• MTT availability (2) 

• MTT life obligations taking priority 

• MTT absence, leave, and illness 

• Additional MTT (added to the project) missed needed training 

• Send/receive not completed by MTT 

• MTT left project in the middle of the first year 
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MTTS – PERSONAL/FAMILY  

• Major family issues 

• Team and families separated 

• Team and families not acclimated to project location 

• Life interruptions: 

o Marriage 

o Weddings 

o Pregnancy 

o Having children 

o Home repairs 

o Working in the fields 

o Family programs 

OFFICE SPACE 

• Translation office not built 

• Solidifying office space funding and land 

• Small office space made consultant check difficult and cramped 

ORGANIZATIONS 

• Issues between BTOs at start of project 

• NBTO management (2) 

• NBTO Conference 

“OTHER” CAUSES 

• Other responsibilities, activities, engagements (3) 

• Other events with organizations and people 

• Other meetings delaying next steps 

• Other unexpected activities delaying current goals 

• Other goals delaying current expectations 
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PROJECT MANAGEMENT   

• Project never really outlined specific translation goals including books, 

chapters, verses to work on each quarter 

• Change of processes 

• Need to include scripture engagement activities 

• Drafting new material instead of refining current material 

• Consistently under achieved on quarterly plans 

• Language needed additional accountability 

• Not completing assignments between workshops 

• Delaying goals 

• CCV goals were reduced, but still did not meet 90 percent 

PROJECT PLANNING 

• Mixed NT/OT translation goals (2) 

• Languages had different goals NT/OT from one another 

• Lack of clear outline deterred scripture engagement 

• Work “too big” noted at the start of the project 

• Unreasonable goals based on MTT ability 

RELIGIOUS SETTING   

• Hostility toward Christianity from the community 

• Religious threats 

• Opposition to Christianity impacting participation by community 

• Islamic/Christian context 

TEAMS AND PROJECT STAFF   

• Staff unavailability hindering progress 

• Team limitations – including needing new team members 

• Needing team members 

• Small teams 

• New team members added, training required 

• Translation team getting diploma in Bible translation  

• Adding a language to the cluster project to finish recording work 

historically left undone due to unmitigable circumstances 

• Team members in separate locations and hard to meet 

• Team leader considering running for government 

• Team did not do work 

• Team choosing what to work on in front of other tasks 

• Constant lack of personnel for data entry 
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• Advisor could not help team write assignments 

• Data entry unavailable 

• Availability of resource person 

• Staff attrition: coordinator left mid-project 

• Availability of staff 

• Checkers quitting 

• Personnel issues 

• Keyboarder unable to input data 

• Personal reasons 

TECHNOLOGY & POWER 

• Computers 

o Computer issues/failure (5) 

o Other technology failed 

o Laptop issues: someone “borrowed” MTT’s computer and that 

caused delays 

• Technology 

o Getting work equipment at start of the project 

• Power 

o Power  

▪ Power problems – continually throughout the project; 

solved at the end of the project w/ purchase of a generator 

▪ Generator fuel 

▪ Power issues (3) 

▪ Technology/power issues 

▪ Broken or unreliable power source (2) 

o Solar 

▪ Solar equipment not working (2) 

▪ Solar battery issues 

▪ Solar setup 

• Software 

▪ Paratext issues 

▪ Paratext training 

▪ Software failure 

▪ InDesign software training 

• Internet 

o Internet connection issues 

TRAININGS, WORKSHOPS, MEETINGS & EVENTS 

• Alphabet workshop 

• Dedication of gospels delayed other activities  

• Getting sufficient training at start of project 
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• MTT training 

• MTT Education and computer literacy 

• Paratext training 

• InDesign software training 

• Attending various workshops 

• Culture meets scripture workshop 

• Workshops took time 

• Strategic choice for training delayed tasks 

• English course 

• Learning that lasts trainings 1-4 constantly impacting translation schedule 

• The teams participated in multiple training/retreat type activities 

sometimes three in a quarter 

• Curriculum development workshop 

• Ethnomusicology workshops 

• Scripture engagement meetings 

• Silver jubilee celebration 

• Society meetings 

• Annual staff meetings 

• Unexpected or unplanned trainings/meetings (2) 

• Unplanned activities 

TRANSLATION PACE & TIME 

• Translation behind from beginning of project 

• Pace of translation tasks took longer at almost all points of the process, 

delaying other tasks 

• Not meeting translation goals continually 

• Progress on work is slower than planned or expected 

• Slow pace noticed at the beginning of the project 

• Team did more careful work, so it took them longer to complete 

• Other translation tasks needed to be completed before moving forward 

• Translation tasks took longer than expected 

• Not enough time with consultants to finish book as expected 

• Time limitations 

• Time issues a constant reason for unmet goals 

• Constant comment on “not enough time”  

• Unfinished goals delayed future plans 

• Previous phase did not finish goals, so this phase is continuing those goals 

TRANSLATION PROCESSES  

• Difficulties with typesetting 

• Translation issues 
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• Editing process issues 

• More edits than expected 

TRAVEL 

• MTTs travel long distances 

• Travel to other region for workshops 

• Dilapidated road conditions 

• Lack of ability to travel/unable to pay for motorcycle travel 

• Motorcycle not working 

• Lack of finances for traveling for visits 

WEATHER  

• Not enough rain 

• Too much rain—caused flooding and deaths 

• Heavy rains 

• Weather causing power issues 

• Weather: extreme heat conditions 

• Weather causing travel issues 

• Weather/“great heat” effects on technology 

• Severe weather 

• Crops failed straining communities further 
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APPENDIX 4 – Time Change Cause Typology 

Time Change Cause Types N Listed Causes  

(Multiple projects listed same cause) 

Adaptation 2 • Adaptation process 

• Adaptation to original work 

Consultant  4 • Consultant availability 

• Constraints on resources for consultant 

checks 

• Consultant’s mistake 

• Consultant checking took longer 

External Management 4 • Repatriation of funds from country 

difficult 

• Transition (2) 

• Expat issues 

Framework Issues 4 • Initial Framework 

• Framework issue (3) 

Government/Politics 3 • Government intervention 

• Government policies 

• Political unrest 

Illness/Death 2 • MTT death 

• Accident delayed work 

Internal Management 8 • Dedication  

• Dedication of 6 NTs 

• Disbanding cluster to nine different 

single language projects 

• Distribution, editing, publishing 

• Leadership change 

• Legacy project 

• Publication 

• Printing 

Linguistics 5 • Dialect change 

• Orthography changes 

• Orthography issues 

• Script Issues (2) 

MTT 5 • MTT Study Visa 

• MTT replacement training 

• Low MTT Education 

• Delay in finding MTTs 
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Time Change Cause Types N Listed Causes  

(Multiple projects listed same cause) 

• MTTs not independent 

Multimedia 5 • Multimedia productions 

• Recording goals (3) 

• Jesus film 

Natural disaster 1 • Natural Disaster 

Orality 1 • Oral Strategy goals 

Pace 12 • Work was more than expected 

• Slow start 

• Slow Pace (3) 

• Completion pace varied between 

languages 

• Need to finish goals/activities (3) 

• Finish NT books 

• Revise plan and timeline 

• One language needed time 

Religious  1 • Opposition to Christianity 

Seed Company Staffing 2 • SC Field Coordinator Issue (2) 

Translation 7 • Added CCV goals 

• Exegesis 

• Harmonization between NT and OT 

• Reduced goals 

• Residual activities from phase 1 

• Typesetting (2) 
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APPENDIX 5 – Cost Change Cause Typology 

Cost Change Cause Types N Listed Causes (multiple projects listed same 

cause) 

Adding or Increasing 

Costs 

34 • Consultant Check Related: 

o Consultant checking costs (2) 

o Add Consultant checking 

workshop 

• Workshop/Training Related: 

o Training charges 

o Fees for EMDC Training 

• Salaries Related: 

o Add partial salaries 

o Increase salary 

o Increase salary for linguist  

o Minimum wage increased 

o MTT/Staff severance (2) 

• Travel Related: 

o Consultant travel costs/airfare 

(2) 

o MTT Travel 

o Manager travel 

o Travel costs 

• Room and Board Related: 

o R&B increases 

o Housing costs increased (2) 

o Add accommodation  

• Misc. Cost Changes: 

o Add printing costs (2) 

o Add typesetting costs 

o Audio recording distribution 

o Costs for orality goals 

o Costs in a fiscal year increased 

o Dedication 

o Earthquake relief  

o Increased goals for each 

language 

o Increased cost of translation 

process 

o Printing (2) 

o Postage 
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Cost Change Cause Types N Listed Causes (multiple projects listed same 

cause) 

o Reduction of expected costs 

though net change was an 

increase overall 

Adjusting Budget 

Categories 

3 • Budget category adjustment (3) 

Admin Fees 5 • Added admin fee 10 percent 

• Add Admin fee (3) 

• Increase admin fee 

Equipment, Technology, 

Computer 

5 • Add BGAN fees (3) 

• Add Laptops 

• Equipment purchases 

Exchange Rate Changes 3 • Update exchange rate (3) 

Language Changes 7 • Added three languages 

• Add 6 LGs and need more consultants 

• Reduction: termination of language 

decreased budget 

• Language addition increased budget (4) 

Moved Funds Between 

Fiscal Years (FYs) 

14 • Adjustment to FYs for Underspent 

lifetime- moved for NT dedications 

• Funds moved between FYs (done twice) 

• Funds moved between FYs for 

postponed activities 

• Move activities to different year (2) 

• Move fees between FYs 

• Move funds between FYs (3) 

• Move funds between FYs for computers 

• Move funds between FYs, no lifetime 

change (2) 

• Move funds between FYs for 

orthography delays, government policies 

on scripts, and unavailable consultants 

• Move funds between FYs three times in 

one project 

Partner Issues 6 • Add funding for loss of funding partner 

• Administrative cluster- included too 

many reasons to list different between 

language groups 

• Administrative cluster – need to 

complete goals to disband cluster 
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Cost Change Cause Types N Listed Causes (multiple projects listed same 

cause) 

• Increase to lifetime due to expat 

advisor’s personal issues delaying work 

• Non-receipt of financial reports 

• Reduction due to termination of MOU 

managing partner reduced allowance, 

equipment, and R&B 

 

Schedule Delays 

Impacting Budget 

14 • Adaptation copyright issue delayed work 

• Added costs for additional time 

• Add time and budget to complete 

activities 

• Costs added for additional year for 

recording, distribution, editing and 

publishing due to consultant mistake 

• Delays of planned tasks 

• Finish checking and typesetting 

• Revise plan/budget that is behind 

schedule 

• Scheduling issues 

• Time extension of 1 year due to advisor’s 

accident, MTTs not independent 

• Time extension of 2 years (2) 

• Time extension of 3 years adding to 

budget due to adaptation failure, 

orthography changes, and script issues 

• Time extension of 4 years increased 

budget as teams needed more time for 

checking, revisions, reviews, multimedia 

• Work delayed increasing time and budget 

needed for audio recording, Jesus film, 

and typesetting 

Staffing Changes 2 • Add MTT 

• Increase team size 

Seed Company Staffing 7 • Addressing negative balance at close of 

project 

• Align budget with actuals 

• Cover costs for extra time to process 

transition to next phase 

• No Documentation on revision cause 

• Poor planning by SC Field Coordinator 
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Cost Change Cause Types N Listed Causes (multiple projects listed same 

cause) 

• Repatriate funds 

• SC Field Coordinator mistake—caused 

field partner to continue spending funds. 

Underspending 

(4 causes were from one 

cluster) 

5 • Depreciation of currency 

• Loss of MTTs 

• Fewer workshops 

• Scripture use plans not actualized 

• Delayed start 
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APPENDIX 6 – CCV Change Cause Typology 

CCV Change Cause 

Types 

N Listed Causes 

(Multiple projects listed same cause) 

Language Termination 6 • Admin Cluster – Languages suspended 

• Language termination – lack of 

community support and no MTT 

• Language termination due to no MTT 

• Language termination 

• One language suspended for 

attitude/strife 

• Two languages suspended or “dropped 

out along the line” 

Misc. Language Changes 2 • Cluster CCV changed due to fluctuating 

number of languages in cluster 

• One language was dropped, another 

language added 

CCV Increase by 

Language 

1 • One language increased CCV goal 

CCV Reduction by 

Language 

1 • One language reduced CCV goals from 

cohort NT CCV goal 

CCV Increase by Cluster 6 • CCV goal increase to resolve 

discrepancy between organizations 

• CCV goal revised for initial framework 

structure  

• Cluster increased CCV goals (3) 

• Increased CCV goals (with time and 

cost) – still far exceeded their revised 

goal. 

CCV Reduction by 

Cluster 

2 • Cluster reduced CCV goals (2) 

Misc. Changes in Cluster 3 • Admin Cluster – CCV reduction due to 

unpragmatic goals, low MTT education, 

MTT turnover, 

• Admin Cluster – language switching to 

non-scripture translation goals 

• Varying CCV goal changes within 

cluster – one increased CCV, one 

decreased CCV, one stayed the same 



 

213 

APPENDIX 7 – Cost per CCV Ranges 

Cost per CCV based on the number of CCV completed in a Cluster Project 

(Data from research done by Adrianne Baumunk in 2019 in cooperation with the 

Seed Company. Table prepared by Steve Walter of Dallas International University in July 

of 2022.) 

The data included in the chart below outlines the range of Consultant Checked 

Verses (CCV) completed by cluster projects in this study, the number of projects (N) that 

completed in that range, a cumulative total of projects, and the cost per verse for projects 

that complete in the range of CCV. This table illustrates the disparity between actual cost 

per CCV between clusters that completed translation work at different rates. 

 

CCV Completed N Cumulative Cost per CCV in USD 

<500 1 1 $714.07 

500 –1,000 3 4 $151.84 

1,000 – 1,500 3 7 $86.92 

1,500 – 2,000 1 8 $69.45 

2,000 – 3,000 6 14 $30.24 

3,000 – 4,000 1 15 $73.68 

4,000 – 5,000 3 18 $43.04 

5,000 – 6,000 5 23 $34.82 

6,000 – 7,000 9 32 $22.21 

7,000 – 8,000 2 34 $29.18 

8,000 – 10,000 4 38 $30.54 

10,000 – 12,500 4 42 $17.73 

12,500 – 15,000 2 44 $17.83 

15,000 – 17,500 8 52 $16.55 

17,500 – 20,000 4 56 $12.90 

20,000 – 30,000 5 61 $19.06 

30,000 – 40,000 3 64 $12.99 

40,000 – 50,000 6 70 $18.13 

>50,000 2 72 $5.91 
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GLOSSARY 

 

Addition: A language that is added after the start of the project with a translation plan 

that can include CCV goals that increase the cumulative cluster CCV goals.  

Administrative Cluster: A type of cluster engagement that is formed based on the 

administrating organization’s inclusion of multiple languages in one project plan 

without the languages having social or linguistic relatedness. This strategy has been 

engaged for monetary, management, and/or security purposes. This is the least 

successful type of cluster engagement and is not recommended. 

Benchmarks: These are expected project funding limits by operational country and are 

an internal Seed Company threshold of funding approval. While project costs may be 

beyond the country benchmark, exceeding this expectation requires an additional 

approval process. 

Change to Plan: A formal Seed Company process to change conditions outlined in the 

MOU agreement including the timeline, budget, translation goals, and languages 

engaged in projects. Requires documentation on specified changes including an 

addendum to the MOU signed by all primary partners.  

Cluster Strategy: Two or more language teams working concurrently and at times 

collaboratively on their respective language development work in order to pool 

personnel and resources (Higby 2007; Lewis and Stalder 2009; Ring 2011). 
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Cohort Consultant Checking: multiple languages concurrently complete consultant 

checks for shared scripture portions with a single consultant. This is a strategy to 

maximize access to consultants in cohort strategies. Consultants will need adequate 

preparation time for cohort consultant checks and may set limits on the number of 

teams that can be engaged in a single session. 

Cohort Strategy: A cluster strategy in which all languages in the project set the same 

translation goals, work at the same pace, and/or complete the work concurrently. 

Cluster projects can include cohort translation goals, cohort training, and cohort 

consultant checking. The strategy allows all languages to move forward together, for 

cultural or pragmatic purposes.  

Collaborative Cluster: A type of cluster engagement that is formed based on the 

willingness and desire to collaborate with other language groups. This type of cluster 

is formed on non-sociolinguistic factors such as translation team readiness, cohort 

translation goals, or meeting location. Some languages in the cluster may share 

linguistic relatedness or social relatedness to some degree, but it is not a primary 

condition for inclusion in the project.  

Completion: A project reaches completion at the end of the agreed timeline outlined in 

the MOU regardless of translation goals having been accomplished. A completed 

project mandates that no further project funding is spent.  

Consultant Checked Verses (CCV): An indicator of scope and quality in scripture 

translation projects. CCV is outlined for Seed Company projects in the Project Plan, 
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Planning and Progress spreadsheet (PnP), Narrative Reports (NAR), and Change to 

Plan (CTP) documentation. 

Development Phase:  A single project timeline and detailed outline of language 

development work to be completed within the time frame. Phases of development are 

at times consecutive, use the same name, and may entail the same languages.  

FIN: Finance Report. A report provided monthly or quarterly outlining the year-to-date 

budget and expenses for projects. This report is required by Seed Company for both 

financial accountability and IRS regulations.  

Jesus Film: Produced by Cru, the Jesus film is a Bible-based product that first debuted in 

USA in 1979 (Jesus Film Project 2022). The film script has been dubbed into more 

than 1,500 languages to date. It is one of the specified outcomes of a Luke 

Partnership engagement in both single language and cluster projects. 

Keystone Values: Project costs that are internally outlined by Seed Company as a 

reference point for salaries and fees based on operational country data. 

Language Development Cluster Project: A grouping of two or more language teams 

working concurrently and collaboratively to achieve their respective language 

development goals within a shared scope, budget, and timeline. 

Language Engagement: The inclusion of a language in a development project. The same 

language can be included in multiple language engagements or in multiple phases of 

development. 

Linguistic Cluster: A type of cluster engagement that is formed based on the linguistic 

relatedness of languages included in the project, though the teams may not know each 
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other or share a social connection. Language teams in this type of cluster can benefit 

from shared linguistic features, exegesis, and key terms analysis. This type of cluster 

can aid in the use of adaptation strategies and cohort consultant checking. 

Luke Partnership: A scripture translation project intended to produce the written text of 

Luke, an audio recording of Luke, and the production of the Jesus film in the engaged 

language(s).  

MOU: Memorandum of Understanding. Outlines the agreed timeline, budget, and 

required reporting between Seed Company and the project partners. Seed Company 

requires an MOU for every project and an MOU addendum for every change to the 

project’s plan. 

NAR: Narrative Report. These reports provide information from the field partner on the 

translation progress at various stages, plans for the next quarter, challenges faced, 

impact stories, translation samples, and prayer requests. This report is required by 

Seed Company for all projects.  

PA: Partner Agreement. This document outlines the responsibilities, commitments, 

milestones, and contributions of all primary partners in the project. This document 

outlines the roles of the funding, technical, and impact partners. This document is 

signed by all partners and is required by Seed Company for all projects.  

Partners with Nationals (PwN): The original name for Seed Company that began in 

1993 from a joint board decision between SIL International and Wycliffe International 

to address remaining Bible translation needs through project management and raising 
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funding through major donations. The name was changed to The Seed Company in 

1995 and shortened to Seed Company in 2014. (Wells 2018) 

Phase: A specified duration of engagement for a project also called phase of development 

or phase unit. Seed Company currently outlines three-year project phases, though 

time extensions often occur during a given project phase. There is a potential for 

consecutive development phases of the same project team that includes separate 

timelines, budgets, and translation goals.  

PnP: Planning and Progress Spreadsheet. A Seed Company in house document developed 

for planning and tracking scripture translation project progress. This macros-enabled 

spreadsheet allows the field project manager to track accurate translation pace based 

on the team size, ability, and timeline as well as track the progress being made year 

over year. This document is required at the project approval stage and is updated 

quarterly upon the receipt of the NAR reports. 

Program: A group of related projects managed in a coordinated way to obtain benefits 

and control not available from managing them individually. Programs may include 

elements of related work outside the scope of the discrete projects included in the 

program (J. LeRoy Ward on PMI’s definition 2009). 

Progressive Adaptation Strategy: A source language included in the cluster 

progressively completes scripture passages through consultant checking which then 

becomes the source text to adapt translation work for the other languages in the 

cluster. This strategy is highly dependent on the source language continually pacing 
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ahead of the other languages in the cluster and any delays to their translation process 

will hinder the other languages in the cluster.  

Revision: A formal process to change the project timeline, budget, or translation goals. 

Currently called “change to plan” by Seed Company. 

Social Cluster: A type of cluster engagement that is formed based on the social 

connection between language communities included in the project. Languages in this 

type of cluster can benefit from the shared social connections which allows for 

effective cohort training, especially if they have cohort translation goals. 

Sociolinguistic Cluster: A type of cluster engagement that is formed based on the 

linguistic relatedness and social connection between language communities included 

in the project. Language teams can benefit from shared linguistic features, exegesis, 

and key terms analysis as well as build comradery through shared social connections. 

Suspension: A formal process to place a language engagement or project engagement on 

hold until the conditions hindering the language or project are resolved.  

Termination: A formal process to remove a language from a cluster project or close a 

project prematurely. This is often done as a result of irreconcilable conditions. 

UBT: Universal Budget Template. This Seed Company document was developed to 

accurately plan for all the items budgeted for a specific translation project 

engagement. This document is able to track in US and foreign currency and has had 

multiple revisions over the years. This document is required for all new projects and 

is only changed through a formal budget revision process.  
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V2025 – Vision 2025: a shared vision across Bible translation organizations including 

Wycliffe USA, SIL International, JAARS, and Seed Company to begin a translation 

project in the languages that still need it by the year 2025. 
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