GUIDELINES FOR COMMUNITY ARCHAEOLOGY PROJECTS

INTRODUCTION

The purpose of these guidelines is help community archaeology groups prepare a bid for funding for a field archaeology project and then run it. They are derived from the experiences of Bingham Heritage Trails Association, which has successfully applied for five Lottery grants since 2001, two of them for major field-based projects. These were for field walking the whole parish and for a programme of 1-metre archaeological test pits in gardens around Bingham town centre. Though it may be feasible to apply the guidelines to other field-based projects, they are primarily valid for large-scale field walking and test pitting.

In any project, there are four stages that have to be passed through: 

· Pre-planning

· Planning

· Bidding for a grant

· Management of the project

There is inevitably overlap between these stages. The essentials in each one are considered below.

PRE-PLANNING

This is the time between having the idea for a project and deciding that it is feasible to do it. It is easy to underestimate the importance of doing the right things in this period. Some projects never get off the ground, when they could actually be done, because too little attention was paid to this stage.

For all projects, six matters need to be addressed:

· Project management

· Professional input

· Labour requirement

· Permissions

· Scheduling

· Costs

Project management

All projects have to be managed. Someone in the group must be prepared to take on the responsibility for submitting the bid for a grant and overseeing the whole project when it is running. Bear in mind that there may be times when the job will take seven days in a week. This same person should be prepared to take responsibility for overseeing the publication of the results of the project. If the results are not put in the public domain, the project will have failed. 

Illness and other unforeseeable circumstances also have to be catered for and someone has to be identified as a deputy.

In addition, a place has to be found for the HQ. This may be a house, garage or outbuildings. Crucially, the householder has to be prepared to tolerate periods of chaos during each year of the project.

Professional input

Many community groups do not have experienced archaeologists among their membership. They will need input in the preliminary planning stages from an established archaeologist acting as a consultant, to provide training, for advice and guidance during the project, for finds identification, and in some cases for project management. Your group will also need it for credibility with funding agencies when applying for a grant. 

Labour requirement

Most community groups will be dependent on volunteer labour. Usually this will be provided by retired people and will enable you to plan to work seven days a week. Students and people in paid employment will also wish to contribute, but they will be supplementary to the main effort for long-term projects. 
Before you can begin a project you will need to be sure that you have access to the volunteer labour. This means that you should widely publicise your intention to do the project. Use newspapers, local radio, contacts within sister organisations, CBA Group websites and any other methods that are applicable in your area. Your aim should be to draw up a list of expressions of interest from potential participants with contact details. You do not need your list to be complete because projects like these develop their own momentum and there will be a steady stream of new volunteers throughout its life. All you need is for the list to have enough names on it for you to feel comfortable that the project is viable. This is the stage when you can develop a good working relationship with the local newspaper. They are dependent on a steady flow of interesting stories, particularly when there is a personal interest. 
Do not limit your recruitment to the area immediately local to the project. Volunteers are prepared to drive 20 to 30 miles or more each way to take part in projects like these.

Some of your volunteers will be those already working on other similar projects. Do not underestimate their desire/capability to be involved in several projects at once. 

Permissions

Talk to the landowners about the principle of working on their ground. Some may be hostile, but farmers are generally quite casual about letting you field walk their fields. Getting permission to dig test pits will require talking to friends and members of the group in the first instance, but newspaper articles also attract people who are happy to let you dig in their gardens. It surprised us how many people actually asked us to dig in their gardens simply out of interest.

If you are planning to excavate then you will also have to make contact with service providers, such as gas, water and electricity companies that have services underground.

Scheduling

This is the most difficult part of the process of planning. You will need help from your consultant to get an idea of how long it takes to field walk so many hectares or dig pits. Professional rates will not be attainable by most volunteer groups, so you should add a percentage, but at this stage you only need broad-brush estimates.
It is important to look at the various possible funding agencies and determine their rules, in particular the time limits they usually set for projects. Most will not fund beyond three years. 
Costs

At the pre-planning stage you will only have to determine whether or not you need to apply for a grant for the project, or whether it can be carried out within your own resources. Again, check the rules for various funding agencies to see what they are prepared to fund.

PLANNING

Once you are content that the information you have gathered in the pre-planning stage is good enough for you to do the project, you will have to plan it. The way you do this will depend on the rules of the funding agency. This means that you will have to compare the objectives of your project with the remit of various funding bodies and then select one. Your plan must then fit the rules of that body. Our (BHTA’s) experience with Awards For All, the Local Heritage Initiative and Heritage Lottery Fund (HLF) is that you must do exactly what they ask in order to stand a chance of winning a grant. For the HLF there is a requirement for your project to meet three important criteria, two of which are mandatory. These are:

· Learning

· Participation

· Conservation 

Your project plan must have activities built into it that meet these requirements.

Scheduling

Your consultant advisor will have given you guidance on the time and staff resource required to do the project. However, it is highly possible that your volunteer group will be unable to work at this level. 
Your main source of labour will be volunteers, very few of whom will give this activity top priority. Most will have other draws on their time and even those who make it their top priority may be called upon for grand-parenting duties during school holidays.

Your volunteers will mostly be over 60 and suffer the physical limitations of age. They may not be able or prepared to work full days. This will have an impact on the size of the resource pool of names you need to do the work.

Remember to leave an adequate amount of time after the end of fieldwork for curation, report writing and the preparation for publication of the results of the project.

Field walking

In a field-walking project you will be limited by the length of time the funding agency will fund you, the farmers’ crop rotations, and your volunteer resource pool. The latter will probably be the least of your worries. It pays at this stage to talk to your farmers about their crop rotation because this will limit the number of fields available to you in any one year. If it is your intention to walk a whole parish, for example, this will contribute to the determination of the length of the project. Also add a factor for bad weather. Taken together, these considerations will help you decide on the density of field walking you will be able to undertake: whether you do 10-metre or 20-metre spaced transects, or a 100% grid survey. 
For guidance, the following details are from the parish field-walking project carried out by BHTA between November 2004 and May 2010. For a full account of the protocol go to http://www.binghamheritage.org.uk/history_of_settlement/field_walking/protocols.php 

· 868 hectares field walked 

· 2-metre wide transects, 20 metres apart i.e. a 10% survey.

· 75 weeks of fieldwork over 4 winters

· 11 3-hour sessions worked for 5.5 days each week

· Resource pool of 43-45 volunteers available for field walking each week

· A separate, smaller resource pool was available for finds washing, numbering and database entry

· An average of 21 individuals volunteered each week to work for anything from one to four of the three-hour sessions

· An average of 29 3-hour person/sessions were filled each week

· Overall average of 11.6 hectares field walked each week.

· 30 months elapsed between the last day of fieldwork and the book launch.

· Turnout was higher in the first year of the project than the three later years.

Test pit digging

BHTA is undertaking an HLF-funded project to dig at least 30 to 50 1-metre archaeological test pits in Bingham. By October 2012 45 had been dug. 
· 45 pits were dug in 24 working weeks between 30th March and 19th October.

· Pits were 1-metre square and dug to bedrock, which was between 50 cm and 1.2 metres.

· Test pits should not be dug more than 1.2 metres unless the sidewalls are shored up.

· All pits were orientated N-S

· A single individual was responsible for drawing up the sections and describing them.

· Soil was removed in 10 cm spit depths

· All soil was sieved

· The complete list of potential volunteers was 38, but fall-off during the season reduced the real resource pool to 27.

· An average of 11 volunteers a week turned out 

· Individual pits took between 1 and 5 days to dig; most were done in 2 days

· To allow for variable circumstances, three days were allocated to each pit.

· Turnout of volunteers allowed two pits to be dug simultaneously most weeks, in some case staggering the start of the second pit by a day. 
· Three school projects were arranged; a week was dedicated to each project and three pits were dug in each school. 

· Teams were made up of diggers, sievers and a gofer.

· The gofer was the organiser who did not take an active part in the digging.

· Many of the volunteers were content to sieve, but not dig.

· Most teams consisted of 5 to 6 volunteers per pit with, in general, three sievers being required to keep pace with the digging.

Kit

Your consultant will tell you what kit is required. Some of it is necessary to meet with modern health and safety regulations. Be aware that some of the kit (particularly sieves) will have to be replaced because of damage through wear and tear.

When field walking, you need to make a decision at this stage on how you are going to locate your finds, whether by old-fashioned methods using a tape measure, map and compass, or using an EDM or GPS. They have different cost implications.

For test pitting, BHTA decided that it would be easier to sustain the programme if the digs were sheltered using gazebos. BHTA also found that there was less pressure on ageing backs if sieving was done at tables rather than squatting.

Costs

The two largest elements in the cost structure are for consultancy and publication. The one most easily underestimated is for kit.

· Your funding agency will advise you on some of the headings that can be included in the cost breakdown. These may include administration costs, which can be substantial because of the costs of printer ink and paper.

· At this stage, decide how you are going to record your findings and which interpretation methods you are going to use. This is particularly important if you are going to use digital mapping techniques, since you will have to acquire a GIS. Recording data in Access and using a GIS like ArcView or ArcMap (or something similar) for mapping will have cost implications. Most GIS are not cheap. (Manifold is possibly the cheapest. Others like OGIS are free, but may not be user-friendly or provide outputs suitable for publication.) All GIS have a steep learning curve and if there is not anyone in your group with the experience or inclination to tackle learning a GIS then you should budget for training and ongoing outside support.

· You should also at this stage consider the long-term storage of your information. The County Historic Environment Record may want a digital copy of the information so you should enquire of them what system they use. Museums will probably be satisfied with a printed copy. 

· Decide what professional services you are going to pay for. These are likely to involve finds identification, training, ad hoc advice, kit hire such as GPS, and you may wish for professional help in project management. You need to estimate the number of days you may require; ask about the day rates and do not forget to add VAT and a percentage for inflation.

· You should decide how you are going to publish the results of the project. There are various options available to you including academic papers, leaflets, posters, a web site, booklets or a book. All except academic papers have a cost, though the county archaeological journals may require grant support. A website is best hosted and maintained by a professional IT company to which you pay a fee. Decide if there is expertise in your group to set up a print-ready book, which will cost you only for printing and distribution or whether you are going to have to pay for design and print.

· Kit can be bought or borrowed. Once you have established how you are going to run your project then price the kit in reputable outlets. Make sure you allow for wear and tear. 

· Disposal of finds can be a problem. A funding agency may ask how the physical results of the project are going to be dealt with. For documented field walking and test-pitting finds, the best place is a museum. Museums have agreed ‘Collection Areas’: agree with the nominated museum what is going to be kept and deposited with them before your project starts. If they issue an accession number to their collections, that guarantees a secure place for the artefacts and associated records for the future. The museum will require written permission from the landowner(s); they will also require some funding for taking the finds/documentation (‘a box grant’), which may be dependable upon the volume. However, for a whole variety of reasons, museums may not be willing to take them. If so, you should consider seriously whether your project idea is viable, and perhaps discuss the issues with the County Archaeological Curator (usually a person within the County Council). You should explore all possibilities, and if the finds have to be confined to a skip, used for public artwork or returned to the landowner, you should say so.

Publicity

In order to keep momentum up during a project, someone in your group should be designated to handle publicity throughout its life. Plan to give talks about it to local societies throughout the project, and at the end arrange with your local library, museum or community centre to hold an exhibition about the project. There will be cost implications to this, particularly to cover the preparation of posters.

Other considerations

Many funding agencies are very keen on projects that involve all ages of the community. If you can, try to include something for school children. This does not have to be a field activity (where there are lots of potentially difficult issues), but can be some activity related to your project that can be delivered in the classroom/brownies/scouts etc. under the guidance and supervision of their teachers/leaders. For example, some projects have offered primary schools one-off sessions, where volunteers take some finds for the children to handle (specially selected so that they are robust and not sharp!). Consider activities that the children can do with the finds (or replicas) – e.g. looking at their construction/fine detail with a magnifying glass, or asking them to draw one of the finds or colour a pre-printed outline. Museums services often have artefacts that can be loaned for this sort of use – for a relatively small cost. Such activities are not only a way of stimulating the curiosity of children, but they go home and tell their parents and grandparents, spreading information about your project in the community.

BHTA carried out three test-pitting school projects in which the children did all the manual work. The schools deemed them to be very successful, but they needed considerable interaction with the teachers for success.

BIDDING FOR A GRANT

The only advice required at this stage is to follow exactly the guidance notes provided by the funding agency. HLF says that you should allow 10 weeks between submission of the application and permission to start, but you should allow longer before the date when you actually want to start. If your project is weather dependent then time the submission of your application so that you have a verdict on the grant well before the ideal time to start fieldwork. This will allow you to set the project up, buy whatever is necessary and not lose any good weather.

MANAGING THE PROJECT

Any experienced manager in your group will know how best to organise your project. There are some useful pointers, however.

· Determine your management structure from the beginning. Different groups will have their own ways of doing this. BHTA has chosen to divide the job into two. While there is one overall manager who has oversight of all aspects of the project, the day-to-day management is divided between two people: one person taking charge of all fieldwork; another looking after the curational activities after fieldwork.

· Divide your project up into phases and set end dates for each phase, such as the end of fieldwork, curation, identification of finds, preparation of first draft, publication date. Talk to your consultant about this so you are not held up by unplanned demands on their time. 

· It is possible that there will be an overrun at the end of the project. Funding agencies are usually tolerant of this if there is good reason for it, but they may impose a time restraint on funding so that you will have to submit final invoices on a specified date.

· For long field seasons, BHTA uses a system in which the work programme is planned a week in advance. The programme is built around volunteer availability, not the other way round, so it is important to find out who is available and when. The system used is this:

1. Send out an email every Thursday (or any other chosen date) asking volunteers to identify the days or part days they can be available the next week.

2. Build the work programme for the week around the responses and aim to have it sorted out by Sunday.

3. Send the plan for the week on Sunday to everyone who has said they are available, telling them which days they will be working, where it will be and the start time.

4. In parallel with this, the organiser has to arrange with landowners and householders for access during that week.

· When fieldwork is finished, the finds have to be washed, identified and numbered, and information on them entered in the database. Different groups will have their own way of doing this. The way BHTA has chosen to do it is to centralise all procedures to minimise the error range. One person is responsible for coordinating all the fieldwork and carrying out common tasks like setting up a field for field walking, or locating the pits and describing the sections; a second person coordinates all the curational activities. This means organising the finds washing, numbering and data entry as centralised activities carried out by small dedicated teams. 

· If you are using a computer database it has to be managed by a single person, who has charge of the master copy. That person alone or someone designated by them is allowed to make changes. While the master database is in someone else’s hands no other person is allowed to make any changes to it.

· If a project is going to last two or more years there will be a turnover in volunteers. It is important to identify someone to take charge of publicity and recruitment. Ideally, cultivate your local newspaper and get several interesting stories published during the year, both to keep the project in the public mind and to attract new volunteers.

AND FINALLY

There are unpredictable benefits that arise out of a local archaeology project. Among them, the social impact can be considerable. Friendship groups form and awareness of the heritage and history spreads. There is something basic about the search for information about the history of your community that touches everyone, and no matter how hard the work, the results will have a lasting impact.
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