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STAGE 1: PREPARING THE GROUND
CHAPTER 1 -

DEVELOPING YOUR VISION
will help you develop your vision, after talking to your
congregation and other current users ofyour church

building and reassessing your building.

CHAPTER 2 30

UNDERTAKING A COMMUNITY AUDIT AND
CONSULTING WITH THE COMMUNITY
explains how to consult with your local community to

ensure that your project delivers something that will be
valued and useful.

CHAPTER 3 »

DEVELOPING A TEAM AND ASSESSING

YOUR SKILLS AND ABILITIES

will help you set up your team, making sure you have all
the skills you need. k also highlights some of the areas
where your policies will need to be agreed and recorded.

CHAPTER 4 a8

GOVERNANCE - CHOOSING THE RIGHT
ORGANISATIONAL STRUCTURE

will help you to decide on the right organisational
structure for your project that allows you to do what
you want to do and importantly to retain the right level
of control over what happens within and to your church
building.

CONTENTS

STAGE 2. LOOKING AT YOUR OPTIONS

CHAPTER 5

DEVELOPING YOUR IDEAS - OPTIONS
APPRAISAL, FEASIBILITY STUDY, ARCHITECT'S
BRIEF AND THE DESIGN STAGES

helps you to assess all the options and work out which
solution your Group feels provides the best solution and
is the most feasible. It also offers guidance on writing
statements of Need and Significance and explains the
process ofappointing an architect.

CHAPTER 6

BALANCING THE NEED FOR CHANGE

WITH HERITAGE AND LITURGICAL
CONSIDERATIONS - LEGALITIES AND

THE CHURCH PLANNING PROCESS

helps you to design your building project while taking
into account the heritage ofyour building and liturgical
requirements. It also explains the permission process.
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STAGE 3: DELIVERING YOUR PROJECT

CHAPTER 7

PLANNING YOUR PROJECT

will help you develop a plan at the beginning of the
project, and then keep it up to date as the project
develops, so thatyou always feel in control

CHAPTER 8

WRITING A BUSINESS PLAN
explains how to make a strong business case for your
project which will help you to access financial support.

CHAPTER 9

ENSURING YOUR PROJECT IS SUSTAINABLE
takes you through all the elements of a project that you
should consider to ensure your project is sustainable i
the long term.
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CHAPTER 10

RAISING THE FUNDS

will show you how to develop a fundraising strategy
which is a written plan that details your funding
objectives and how you are going to achieve them.
Describes the different methods of raising money.
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CHAPTER 11

IDENTIFYING THE RIGHT EXTERNAL FUNDERS
helps you identify the funders most likely to fund your
particular project and how to manage the process of
making applications.
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H 4.
COMPLETING APPLICATIONS -
SELLING YOUR PROIJECT TO FUNDERS
explains how to complete application forms in the most
effective manner.
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CHAPTER13

MANAGING PROJECT CASH FLOW
provides guidance on how to manage your cash flow
while the building works are in progress and also once
your new activities are yp and running.

CHAPTER14

MANAGING THE BUILDING WORKS ON SITE
Although, most of the activities described i this chapter
will be carried out by your architect, it is important that
you understand what is happening as ultimately it will
be your responsibility.
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CHAPTER 15

THE FINAL STAGES - CLAIMING MONEY,
CELEBRATING, IMPACT AND EVALUATION
explains how to undertake an evaluation ofyour
building project and what actions you can take to
sustain the next stage ofyour project.
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CHAPTER16

FURTHER INFORMATION

Advice on where you can find more information on
all aspects o fdeveloping a community project and
managing a building project.
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WELCOME

The United Kingdom's churches, chapels and
meeting houses are a unique part of our
national story. At the heart of communities
in cities, towns and villages, they are a
veritable treasure trove of architecture,
history and faith.

Although we hear much about declining
numbers of people attending church services,
church buildings remain a tremendous
national asset, much loved by the public.

According to the results of a December 2016
ComRes poll on church heritage, more than
four in five Britons (83%) agree that the UK's
churches are an important part of the UK's
heritage and history. 80% agree that churches
are important for society as they provide

a space in which community activities can
take place.

Many places of worship are kept alive

by volunteers. Together with clergy and
professional advisors, they work tirelessly
to ensure that places of worship are well
maintained and secure for the future.

BACK TO CONTENTS PAGE

It is testament to their commitment that so
many church buildings continue to survive.

‘crossing the Threshold' is an invaluable
resource which will be of great use to anyone
undertaking major renovations and also for
congregations looking for new ways to place
their church or chapel at the heart of their
local community.

With vision, planning and, of course, funding,
churches and chapels can find new ways of
being of service to people, thereby continuing
to play a vital role in the life and well-being
of local communities.

They may be historic buildings. But churches
and chapels can be part of our future, too.

< . >



Church buildings are

holy places. That is to
say they are set apart to bear witness to the
sacred and to the life of faith, to a three-way
relationship between God, people and place.
Since the earliest days, church buildings have
served as shrines and ‘way-markers’ in the
landscape, witness to the saving events of
Christian history, being a prophetic presence
in the midst of secular society and an
eschatological sign of God’s future.

Church buildings are powerful signs and
symbols in the landscapes and townscapes
of our nation. The terms ‘pointers to God’

or ‘'sacraments in stone’ are often used

of our church buildings, referring to their
primary purpose as places of worship for the
communities in which they are placed. In that
role, church buildings embody (bear witness
to) the first great commandment - to love the
Lord our God. They need also to embody (bear
witness to) the second great commandment -
love for our neighbour. Crossing the Threshold
is a practical resource to encourage and help
congregations to find ways of opening up
church buildings to their local communities in
order to do just that.

FOREWORD

The report of the Church of England’s Church
Buildings Review Group, which | chaired, was
published in 2015. The report emphasised
that, in addition to their role as places of
worship, our church buildings need to be
‘sensitively combined with service to the
community. The imaginative adaptation

of church buildings for community use in
many areas is breathing new life into them’.
Welcoming the community to make more use
of church buildings may, in many cases, be the
key to their continued survival.

These buildings have an enormous impact on
how the Church and the God we worship is
perceived by those beyond the congregation.
The faith we proclaim, will, whether we like it
or not, be judged by our buildings. If they are
closed or look miserable and uninviting then,
for those beyond our congregations, the same
is seamlessly true both of the worshipping
community and also of God.

“Sir, we wish to see Jesus” was a request made
by some Greeks to Philip (John 12:27).
It is a request which is just as valid in our own
time as it was when originally made.
It is a request made by people on the outside
to those on the inside. Getting people through
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the door, to cross the threshold,
Is the first challenge. The way to do that is
to have something inside that people want.

We need to work to have buildings which
facilitate relationships, buildings which
enable:

- engagement

- encounter

- being alongside

- dialogue
If they are effectively to serve their
communities as well as being places of
worship, church buildings should be:

- a meeting place for the community

- a place for learning, listening and telling
stories

- a place for creative and artistic endeavour
- a threshold between heaven and earth
‘Crossing the Threshold’ provide the means

to achieve these objectives. | commend it
wholeheartedly.

+John Wigorn: Lead Bishop on Cathedral
and Church Buildings

< FOREWORD >



CONTENTS PAGE CROSSING THE THRESHOLD

CONTENTS

tmm:mvmmm
UNDERTAKING A COMMUNITY AUDIT AND
CONSULTING WITH THE COMMUNITY
DEVELOPING A TEAM AND ASSESSING
YOUR SKILLS AND ABILITIES
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it what is useful, and ignoring the rest.
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Specifically, we hope it will help you to:

develop those parts of your church'’s
mission, which are about community
use and involvement.

use your building to reconnect with
your local community while also

providing a sustainable future for your

church as a place of worship.

achieve the balance between
conserving the historic fabric of your

building/s and the desire to make your

church more accessible and able to

meet the needs of a 21st Century place

of worship.

understand the process and the stages
involved in getting a community-based,

re-ordering project off the ground and

through to completion. This will include

guidance on managing a building
project whether repairs and/or new
capital works.

understand how to manage any major
church building project whether it
involves repairs and/or new capital
works.
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THE CHURCH BUILDING

Many congregations have a positive view of their church buildings; for some, the buildings are in
excellent condition, well used, well cared for and the congregation is sustainable both in terms
of finance and in the numbers of people who attend and worship. Many have successful Friends
Groups helping with the repairs and care of the buildings, and many are still firmly placed at
the heart of their communities, part of the spiritual and social glue that holds people together
and becomes part of their sense of place. However, it is fair to say that in some cases this isn't
the case, and with too few people, little money and an awareness of the big responsibility, a
congregation’s view of their church building can be a less than positive one.

The care and upkeep of a building is not the primary reason why people join a church and yet
congregations find themselves inadvertently responsible for a building which with its expensive
repair costs and complex maintenance needs, they may feel drains their resources and impacts
negatively on what they really want to do. The building can feel like a millstone, too big for the
congregation’s needs and too inflexible and when they want to make changes, there are a host
of other organisations which have the right to get involved and place restrictions on some of
those changes.

Many congregations are rediscovering the role that their church building can play in their
mission. It is for many of them, after people, their most important asset and congregations
across the country have been working with others in their communities to develop a range of
new and extended uses for their buildings.

We hope that this resource will help congregations to view their building somewhat differently.
Our church buildings as well as being a witness to the glory of God, also provide wonderful
opportunities for outreach and for witnessing the glory of God. They can become an asset for
their communities and with a bit of vision and perhaps some sensitive adaptations, they can be
used for seven days a week.

< INTRODUCTION >



THE CHURCH OF
ENGLAND'S CHURCH
BUILDINGS REVIEW

In October 2015, the Church of England
published a Review and Consultation
document on how the Church might
manage its church buildings in the future.

It highlighted the challenge facing our
parish churches especially the rural ones
commenting that ‘the underlying challenges
are likely to grow unless decline is arrested
and reversed’ (para 54). This is a challenge
affecting many of our denominations.
www.churchofengland.org/more/media-
centre/news/launch-major-new-report-how-
church-england-manages-its-16000-church

In addition to the statistics contained within
this report, the sobering fact is that about
98% of the population today have no formal
commitment to their parish church. In other
words, only about 2% of the population are
on the electoral roll for their parish church,
and even then not all will actually help fund
it; the percentage on the electoral roll has
been falling for many years, and now stands
at about one third of the level of fifty years
ago. (Trevor Cooper, October 2016)
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However, there is some good news:

- Even if people no longer go to church in the way that they used to, we know that people

still value and care about these buildings. ‘More than 83% of Britons agree that the UK’s
churches, chapels and meeting houses are an important part of the UK’s heritage and
history and 57% of British adults said they had visited a church, chapel or meeting house
in the last year’. Findings of the ComRes poll, commissioned by the National Churches Trust,
which interviewed 2048 GB adults online between the 15th and 18th December 2016.
www.nationalchurchestrust.org/2017poll

- The 2015 ‘Released for Mission’ report states that 54% of Anglican parishes run at least one

organised activity to address a social need in their area, tackling issues including loneliness,
homelessness, debt, low income, unemployment or family breakdown.

- ‘The Church in Action: A National Survey of Church-Led Social Action’ (Church Urban Fund

2015) found that on average, churches are addressing seven different common social uses,
and a third are tackling nine or more. 14% of churches use their premises for food banks,
81% are involved in food banks in some way, and 22% of churches offer debt or money
management advice.

- This research also showed that churches are able to provide as many activities to address

social need in rural locations as they are in urban locations; moreover its analysis of
the number of organised activities shows that there is hardly any variation between the
activities provided in listed and unlisted buildings, indicating that listed status is not the
barrier to social action it might be perceived to be.

- National and local government and public sector agencies are increasingly acknowledging

the contribution of faith groups to social cohesion, education, and regeneration. Research
Is available which shows that faith groups have a special contribution to make. They are
deeply rooted in community life, able to reach out to the most vulnerable groups, and are
well placed to provide high-quality local public services.

< INTRODUCTION >



THE CHURCH BUILDING AND
ITS LOCAL COMMUNITY

As well as looking after the spiritual needs of the local community,
part of the mission of churches has always been to work among and
for the well-being of the entire local community, not just for the
benefit of those who attend services.

Many communities up and down the country are facing the
centralisation of public services and seeing facilities such as their local
pub, post office, shop, youth club and school close. In many areas,

and especially in rural and suburban areas, the church building may

be the only community building left. Increasingly, this is becoming the
case in inner-city areas too as institutions such as the banks, the Post
Office® and even public houses withdraw from “poorer” areas which
fail to provide them with sufficient profit. These factors can provide
the opportunity for a church to reconnect with and return to the heart
of its community.

Across the UK, you will find churches hosting a variety of activities and
providing space for a range of community services, which include:

- civic events and cultural activities, such as exhibitions, drama
performances, concerts and rehearsal space;

- community services e.g. children’s centres, mother and toddler
groups, playgroups, after-school clubs or drop-ins for youth groups
or elderly people;

- support services e.g. projects to support the homeless, asylum
seekers, refugees and other vulnerable groups, food banks,
welfare/debt advice services, credit unions and Citizens Advice
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Bureaus, health centres, doctors’ surgeries, satellite community
police stations;

- resources for school educational visits and local tourism; heritage
centres;

- public meeting spaces for councillors’ surgeries and ward or area
meetings, polling stations and other public meetings;

- premises for vital services such as school halls, community shops,
farmers’ markets, libraries, cafes, internet cafes and computer
clubs, training centres and adult education, arts centres, outreach
post offices and community banks; and

short mat bowls, pilates, yoga, table tennis, exercise classes.

All of these activities are taking place in ‘living churches’ that are

still in use as places of worship. The activities may be organised

by the church itself, by an outside organisation or by a partnership
between the two. These uses have required varying degrees of physical
intervention into the building. They cover a wide range of sharing
options with many different types of organisations employing varying
administrative and legal arrangements.

The ideal project enables the building to continue as a place of
worship, while at the same time helping to meet a specific need or
needs of the community. Furthermore, using the building, and where
appropriate, attached land, can better secure the building’s future

by generating an income. By providing additional services to the
community it will create a wider group of people able, and importantly
willing, to take on the shared responsibility of maintaining the building.

< INTRODUCTION >



Developing a community project and re-ordering or adapting your
church building are not simple processes. Any project, even small
ones, will involve vision, a lot of hard work, determination and a team
of people. It will raise issues which have to be faced thoughtfully and
worked through. Many buildings are protected by law in recognition
of their historic and architectural merit. The need to ensure that any
alterations are sensitive to its historic fabric and cultural significance
while making the building fit for 21st century purposes must be met.
The wish to create a community space while preserving some or all of
the building as a space fit for worship has to be carefully balanced.
Many of these buildings are loved by their local communities and are
viewed by many as sacred places (and that word itself means different
things to different people); so change has to be introduced carefully
and with due consultation. It takes a lot of careful thought, creative
ideas and good design. It will also involve a range of skills, some of
which you will find within your congregation and wider community,
and others that you may have to develop as you go along.

10
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As church buildings are being used for an ever increasing number of
community activities over the last few years, perhaps one key lesson
has been learnt: the value of accessing support and funding from

a wide range of support networks and funders.

Concurrently, secular funders are recognising the ‘community’ role
of places of worship and including them on their lists of eligible
organisations.

Churches are also working together with people and groups in their
wider communities on projects. Community development is a process
where community members come together to take collective action
and generate solutions to common problems.

Churches and their buildings are now crucial to the well-being
of many communities.

“But if a theological resonance is found between the twin values of beauty and justice, then a historic
building can be made more beautiful partly in order to make the world a more just place. We will
redecorate the church interior, or install toilets, or a small kitchen, partly in order to make it a more
beautiful place for the local mums and toddlers or night shelter project. It is the same principle as not
keeping the most beautiful tea set in the glass cupboard where the cups and saucers become ornaments,
but using them for the hospitable purposes for which they were made.”

Revd Lucy Winkett, Rector of St James's Church, Piccadilly taken from the National Churches Trust's Annual Review 2016-2017

< INTRODUCTION >



HOW TO USE THIS RESOURCE

This guide aims to take you step by step
through the various stages of developing
and carrying out a major community project
and building project. While no two projects
will ever be exactly the same and developing
and managing a community project is not an
exact science, we hope that this guide can at
least explain the basic processes, make you
aware of the many issues involved and offer
useful tips along the way.

We would suggest that it is a good idea to
initially read through the complete guidance
so that you understand the whole process.
This will help you with your project planning.
Note that although the chapters cover
different areas, many of the stages will need
to run concurrently.

Overall resources are provided at the end

of this toolkit and we also provide a list of
resources specific to each particular area at
the end of every chapter for you to follow
up. There are plenty of resources available,
some written specifically for church groups
and others for community groups. Searching
the internet can lead to a whole range of
ideas and support, but we hope that we have
provided the essentials.

1

Everything written in the toolkit is based

on two things, existing good practice from
the voluntary and community sector, and
real life examples from parishes and church
communities all over the country that have
decided that part of their mission is to share
their buildings with the wider community.
Every project is different, every project has
had its high points and low points - but the
one thing they all have in common is that
they have followed a process that has led

them to achieve what they set out to achieve.

What worked for one group or community
may not be the same for another and what
was stressful or difficult for one parish or
church, may not be a problem for another -
but if you follow the procedures and advice

contained in this toolkit, we feel you won't go

far wrong.

We have also included case studies to

illustrate the range of possibilities. For these,

we have tried to use examples where there

are good websites so that you can read more

about any project that interests you.
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We hope that this resource will help you to
get the very best of the experience; the best
for you and those with whom you work, for
your church building and the community it
serves. It will help you to think about what
the building offers and could offer, to weigh
up the options for what you might achieve,
dream up ideas, explore the apparently
impossible and the wildly exciting. It will
help to identify who might also want to be
involved and what contributions they can
make.

Becky Payne and Wendy Coombey
November 2017
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BEFORE YOU BEGIN

i B



BACK TO CONTENTS PAGE

HIGH LEVEL TASK LIST

Many of these tasks will need to happen concurrently. tCHAPTER NUMBERS 1

TAK KEY ACTIONS WHO 5 INVOLVED

Develop a mission statement & purpose of project, Church leadership and members and current users

of building.
People to undertake a Church Audit and Community

Understand your building by writing Statement of Significance. Au.d.it, undertake. surve.ys, organise pgblic meetings.
Define need for the project by writing Statement of Need. Initial conversation with DAC or equivalent

Establish your
church vision and Consult with community and local agencies.
the aims of your
project

SN

Decide how you are going to manage the development of your
project eg: create a Building Group.

structures to deliver
your project and for

when new activities
up and running Plan how to communicate to stakeholders throughout length

of project and beyond.

Volunteers from church and from
wider community.

What form of Governance will you need for the project once
up and running?

Think about sustainability of all parts of your project

¥
Plan the project

Develop proposed

detailed timelines
and budr¥ts for Start compiling Business Plan and financial plans for both

building project and for when new activities 'up and running'.

Start developing fundraising strategy. Building Group.
Fundraising Group.

Treasurer.

your project

. Keep congregation, church leaders and community informed.

U 1 Appoint professional
" support

Sleclbowe &

Interview and appoint architect. Building Group.

¥
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“Every place of worship has CLARIFYING YOUR MISSION

a mission to Its community. From the very beginning, ground all your thinking and planning in the
Each church can seek to reason for your existence - your special part to play in God’s mission
articulate this. or develop it of love for all people and creation. Sentence starters such as

in diff Th “We exist to..” “We see our special part to play in God’s mission as..."
. In airferent ways. < mQSt _ “Our mission as the church in... is to...” will help. Focusing from the
Important task for any parish is start on what is really important will guide your steps as you develop

to try to work through honestly vision and plans for how your building could be used in all sorts

objectively, and prayerfully, of creative ways for God’s mission.
what it means to be people of

God in their own community,

location and circumstances.”

Resources for Rural Places of Worship,
Germinate: Arthur Rank Centre

www.germinate.net/church-life/rural-church-
buildings/7-getting-the-most-out-of-your-
buildings

© Empowering Design Practices
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What do you picture? How do you see your
church building serving God’s mission locally?
Begin by discerning and praying. Your overall
vision and aims should not be too specific;
particularly if your church may go on to do
more projects. Example aims could be:

- to improve the quality of life for the local
community

- to broaden the range of activities taking
place within the local community

- to improve the accessibility of your
building for community events

- to use the church building more
effectively

You may want to develop a vision statement
which is usually one sentence and is an
aspirational description of what your church
would like to achieve or accomplish in the
mid-term or long-term future.

We want to make our inhospitable, cold and
dark place of worship, a place of light and
warmth and a welcoming space so we can
meet the spiritual and social needs of the
whole community.

To make our church more welcoming and by
the provision of facilities be able to share our
space with support services for children.

It is often helpful to turn this thinking into a
short mission statement memorable enough
to come to mind as a kind of compass to help
you steer and make choices.

Developing a simple mission action plan, will
help you identify a range of actions, faith-
based and community-based, that together
with taking into account physical facilities,
will take forward your mission. Your mission
aims may include for example spreading
God’s Love and helping the most vulnerable
in your community in Christ's name. This will
help you set priorities and identify what it is
you hope to achieve. It will help to keep you
focussed and clarify to others the reason

for your existence. That means that any
proposals to change or develop the building
that you consider will be held in a mission
context that you are clear about from the
beginning. Most dioceses and denominations
will have guidance on mission development
and planning on their websites.

A big picture of what you want to
achieve ie: your dream. A statement that
describes how the future will look if you
achieve your ultimate aims.

A statement of the essential
overall purpose of an organisation i.e.
a statement of how you will achieve
your vision. Does not state an outcome.
Contains no time limit or measurement.
It describes what you do, for whom you
do it and the benefit.

Specific, quantifiable, realistic
targets that measure the accomplishment
of a goal over a specified period of time.
They should be measurable in terms of
whether or not they are achieved. They
should also set out the process and
the person who is responsible for the
achievement of the objective.
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HOW TO MAKE YOUR CHURCH VISION A REALITY

The next stage is to ‘When people were asked what would most encourage them to visit
identify what this could churches, the top five responses were:
mean practically and

think about specific
projects. - the provision of toilets;

- a friendly welcome;

If your vision involves - a cafe or refreshment area;

using your church - comfortable seating;
building more

effectively, then it

will be important to

be informed about

its current physical

condition and provision of facilities.

- access to useful visitor information.’

Findings of the ComRes poll, commissioned by the National Churches
Trust, which interviewed 2038 British adults online between the 16th
and 17th December 2015.

www.nationalchurchestrust.org/news/our-new-opinion-poll-public-

attitudes-church-buildings
It is pretty much now accepted that if a congregation wants to grow

and also offer a more welcoming building then they will need to be
able to provide toilets and catering facilities.

© Empowering Design Practices
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You need to ensure that you are up to date
with the physical condition of your church
building. Your latest Quinquennial Inspection
report will provide details on outstanding
repairs. It may be that you will have to
undertake major building repairs before you
can open up your building to a wider use.

Look at how you currently use your church
building. A useful practical exercise is to walk
around every bit of your church and look at
how all of its space is being used. Are there
wasted areas or areas filled up with old
pieces of furniture that are not being used?
Too often churches become cluttered with old
junk that has been “donated” over the years.
To help concentrate the mind, think of this as
“fuel for a fire” — a hazard - and deal with it
accordingly!

Look at all your other assets - you may have
a hall or another building. Is it being used as
effectively as it might be?

It would also be pragmatic to look at how
you are currently managing maintenance.
Is it being done in the most effective way?
Do you undertake regular inspections?
How are you ensuring that necessary tasks
such as gutter and downpipe clearance are
being carried out? Are you aware of your
energy use?

It sounds obvious, but if you are planning
changes to the access to your church or thinking
of selling a hall, wanting to add an extension
to your building or create increased parking,
then it is always advisable to check who owns
land around the church and churchyard. Find
out about any rights of way especially those
which provide access. Check whether there
any covenants attached to your land.

You can find out if your building is listed from
your local authority. Usually this information will
be available on the planning or environment
pages of their website. Larger public libraries
should also have this information. However,
you can obtain a copy of a listed building
entry for a church in England, by simply
visiting the National Heritage List, which can
be accessed here

. For Scotland, you can
search the Designations list here

You can find out if your church is on the
HAR Register by visiting the online register
here

You can find out if your churchis in a
conservation area by contacting your local
planning authority. They will be able to tell
you when it was created, how far it extends,
the reason for its creation and the level of
protection in place.

Even easier, for Church of England and
Church in Wales churches, you can
consult the

and
. These websites will also
provide information on listing and scheduled
monument status, conservation areas, if the
church is on the Heritage at Risk Register and
whether there is evidence of bats and much
more.
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STATEMENT OF SIGNIFICANCE

At this stage, it would be a positive move to begin - if you haven't got one already — producing
a Statement of Significance. A good understanding of the significance of your building is
essential for delivering a successful project. It will help inform decisions and identify possible
areas of conflict. A Statement of Significance should be an objective document, and be in place
before you start formulating ideas on specific projects.

Along the way you may also find out so much more about your building that you appreciate
it even more. (Guidance on this can be found in Chapter 5)

A PARISH AUDIT AND A COMMUNITY AUDIT

Before you can identify how your building could help your community, you will need to research
your community and understand it.

A good way to do this is to undertake first, a Parish Audit and then, a Community Audit.

A Parish Audit entails compiling a factual profile of your church, while a Community Audit aims
to compile a factual profile of your community/neighbourhood. You can also use these exercises
to listen to and collect people’s views and ideas on what needs to be improved within their
community and how this might be achieved.

There are five groups of people that you should consult:

a) your congregation;
b) current users of the building;

c) the local community;

(

(

(c)

(d) those running local services, including charities, community groups and community
spaces; and

(e) local government including your own parish/town council.

In a small community, people may be members of more than one of these groups.

Guidance on carrying out a Parish Audit is below. Guidance on undertaking a Community Audit
and consulting with your wider community (c) to (e) are covered in Chapter 2.
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TALKING TO YOUR OWN
CONGREGATION

You need to give the congregation time
to reflect on their church/church building
and how it currently functions. This could
be done by organising a special meeting
and asking those interested to come
along.

The aim would be to produce a Parish

Audit which describes as many aspects of
your church as possible such as: style/s

of worship; a profile of the people who
come; current resources and activities that
take place within the church and current
relationship with the local community.
This would include your building audit.

Suggested topics for discussion with your
congregation are set out in the template
on the next page.
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i)

What do you already have? Your place
of worship and any other buildings

e.g. a hall. What is special about your
building (its history, architecture,
atmosphere) and your location? What
do you add to your local area? What are
the stories that people connect with
or could connect with? What about the
churchyard? Does it have monuments
of interest and/or potential wildlife
interest?

What is your core purpose or do you
have more than one? These could
include: your mission, community
outreach, a worship space? Are they
equally important? If there is more than
one do they complement each other?
Does each activity bring added benefits
to other activities? Is there any conflict
between the different roles?

iii) How do your church members currently

connect with the community?

What relationships do you already
have? What form do they take? Could
they be improved in any way?

iv) How do other people currently engage

v)

with your building?

List all the different groups that come
into the building: members of the
congregation, tourists, architectural
historians, school groups, community
groups etc.

How do you interpret your building, its
history, its stories, and its function?

What is happening in your church today
that involves the wider community?

What events and activities already take
place there?

What kind of people (age, gender)
attend these events and where do they
come from?

Think about what the building means
to you.

As a spiritual place? As a quiet space?
What about emotional connections?

vi) Think about how others beyond the

immediate congregation might see you
and the church building.

What do people find when they go into
your church? A living church? A church
bearing witness to the Christian faith?
A church involved with their
community? A church with lots going
on?

Think about the sense of ownership
that others in the community may have
for the building. It may be that for most
of the wider community, it is the church
building with which they connect and
have an emotional attachment (e.g.
married there, grandparents buried
there, or interested in historical
buildings) or they may just see it as an
important local landmark.

What sort of welcome do you provide
for visitors? What do you do to
encourage repeat visits?



vii) How much do you know about the

management of your building/s?

What is the current financial situation
of the church as a whole?

What are the current annual/
monthly running costs for the church
building/s?

How much do you pay for energy? Is
this the right tariff and do you pay 5%
VAT?

How is maintenance undertaken?

Is the cost of undertaking effective
maintenance included in your annual
budget?

Do you know if there are any major
building repairs coming up?

How much do you have to fundraise
every year? For church activities? For
the building/s? Is there a shortfall?

Where does your current support
come from - some or all of the
congregation/local community?

Is/are the building/s currently
sustainable? Environmentally, socially
and economically?

o Are you struggling to manage your
building/s in terms of manpower and
raising the funds to pay for running
costs and necessary repairs and
maintenance?

viii) Are you making the most effective
use of your building?

o What opportunities might there be for
the wider use of your building/s?

o Do you know what your community
needs/lacks?

o What would you be willing and able to
offer?

o What possible barriers could there be
to opening up your church for wider
use?

o How might the building need
changing? Do you have a toilet and
catering facilities? Will you need to
upgrade facilities?

o What about comfort levels? (Heating,
lighting, acoustics, seating, decoration)

o What about access to the building?
Could it be improved?

What about improving energy
efficiency?

What about transport links and
availability of parking?

How easily is it for people to visit you?
Are you welcoming? Do you have an
online presence? Signage?

ix) What is your vision for your church?

o

How would you like to see the building
being used in the future? Where do
you want to see it in 5-10 years' time?

Who will be the beneficiaries of your
vision? The congregation? The wider
community? Particular groups within
the community?

Does the current church building fit
your vision? Will you have to make any
changes to the building in order to
achieve your vision?

How can you encourage more
volunteers to take responsibility and
help you look after the building

How might the current worship
practice be affected?






Remember this is only the beginning of
generating ideas. Feel free to talk around lots
of ideas and be bold — don’t worry too much
about practicalities at this stage. Bear in
mind, you don’t necessarily have to re-order
for the sake of it. You do not have to remove
all the pews unless you have a good reason.
One pew removed for a tea point would be
less expensive and all that is required.

You may also find that there are some simple
actions you could take straight away such

as making the church more welcoming by
providing better signage, a ‘church open’
notice or developing a welcome pack for
visitors.

CURRENT USERS
OF YOUR CHURCH

Speak to groups who already use the building

and ask them how they find it and what could

be improved. This will include church groups
such as the Mothers’ Union as well as any
local groups. Don't forget the cleaners, choir
and bell-ringers, as they will be using the
church at different times.
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“But thinking about what's
possible and desirable, as well
as what's necessary, can be
difficult: imagining new scenarios
when stood in a familiar setting
can be very challenging and
bold changes can be hard to
visualise. There is no formula
for what will work in any given
church... however, seeing what
others have done, what worked
and what didn't, and what they'd
do differently if given the chance,
can help to stimulate ideas and
discussion.”

The English Parish Church through the
Centuries (DVD-ROM), The Christianity and
Culture Project at the University of York.

www.christianityandculture.org.uk/
resources/epc
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VISIT OTHER CHURCHES

There are plenty of good examples which
are the result of imagination and good
design. Go and look at other places of
worship that are undertaking similar projects
and others that have already completed
projects and talk to them about how they
did it and the lessons they learnt. Ask them
who and which organisations they went to
for help and guidance. Contact your local
Diocesan Advisory Committee Secretary or
Denomination Property Adviser to find out
about other projects in your local area that
you could go and visit.

< CHAPTER 1 DEVELOPING YOUR VISION >
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BACK TO CONTENTS PAGE

NEXT STEPS

To make your vision become a reality you will need to start thinking

TOP TIPS

about: - Remember, this isn't about installing facilities for existing church
- gathering information and consulting the wider community to users (although they will clearly benefit); it's about getting more
get their views — Chapter 2 use from the building (MORE people to use the building, or the

] ) same people using it more)
- developing a team of people to take this forward - Chapter 3

- When generating a vision, don’t think of one idea - think of
many. It's possible that some can be linked together to form one
bigger project, or a large project with distinct phases.

- developing a structure to manage project development and to
manage the project in the long term - Chapter 4

- beginning the process of thinking about what changes, if any,
may need to be made to the building - Chapters 5 and 6

CHAPTER 1 CHECKLIST

Have you talked to your congregation and other users? .

Have you got a clear Vision and Mission Statement? .

< CHAPTER 1 DEVELOPING YOUR VISION >



28

FURTHER RESOURCES @

Developing a Mission Statement
The Diocese of Hereford has guidance here
www.hereford.anglican.org/missionresourcesforparishes

And there is also guidance on the Diocese of London website here
www.london.anglican.org/kRb/mission-action-planning

How to Do Mission Action Planning: prayer, process and practice by
M Chew and M Ireland, 2009, ISBN 978-02810-61228. A practical, local-
church centred approach to local level mission planning and goal
setting.
www.spckpublishing.co.uk/product/how-to-do-mission-action-
planning-3

Germinate: Arthur Rank Centre has resources on ‘Helping
communities flourish by equipping rural churches to identify
and meet local physical, social and spiritual needs’.
www.germinate.net/mission

The Making Connections workbook from Germinate: Arthur Rank
Centre emphasises the engagement of rural churches with others:
other churches, of the same or different denominations; other
individuals or organisations within the local rural communities where
the churches are found; and other voluntary and statutory bodies. This
is presented as a key part of affirming and developing the mission of
the local rural church in its context.
www.germinate.net/church-life/church-workbooks
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Presence, a workbook to help promote and sustain an effective
Christian presence in villages. While this document is prepared for
Methodists and therefore uses Methodist language, they ‘offer it to all
Christian communities, both rural and urban, for adaptation and use’.
It seeks to better equip churches in rural communities for
contemporary mission, ministry & involvement with their communities.
It includes stories and examples of the creative and innovative use of
church premises in rural communities.
www.methodist.org.uk/downloads/pubs-presence-230310.pdf

A new version of this has now been produced jointly by the Methodist
Church and the United Reformed Church. Entitled A Discipling
Presence you can find it here www.germinate.net/a-discipling-
presence

A Church Development Plan is a new tool from Churchcare to help
churches become more open and sustainable. It is a three-stage
process to help you achieve what you want with your church building,
especially if you are looking to increase community, commercial or
cultural uses.
www.churchofengland.org/more/church-resources/churchcare/
making-changes-your-building-and-churchyard/plan-your-building

Cadw have written a strategic action plan for historic places of
worship which aims “to find ways in which these cherished buildings
can retain or renew their value at the heart of Welsh communities,
with their significance sustained or enhanced.”
www.cadw.gov.wales/docs/cadw/publications/historicenvironment/
29012016CadwHistoricPlacesOfWorship-en.pdf

< CHAPTER 1 DEVELOPING YOUR VISION >
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ChurchBuild

A website created by Archangel Architects that offers very useful
guidance to help a church through all the stages of a project.
www.churchbuildingprojects.co.uk

They offer a free Health Check which can be downloaded for a ‘quick
and easy way to find out which are your biggest constraints, and the
best opportunities for improvement’.
www.churchbuildingprojects.co.uk/wpdm-package/1-6-millstone-
springboard-healthcheck

Ecclesiastical’s 2016 competition theme was ‘Reaching Out, Inviting In’.
Churches were invited to send in details of how they had engaged with
their community during 2015 whether it was through a one-off event
or an ongoing outreach project. You can read about the top 25 entries
here www.ecclesiastical.com/churchmatters/churchinsurance/church-
insurance-made-simple/community-outreach-activities/ideas/index.
aspx

Caring for God’s Acre is a non-religious charity dedicated to
conserving and celebrating burial grounds and encouraging a holistic
approach to management. They provide guidance on how churchyards
can be places for people, for wildlife and also sites for events and
learning. www.caringforgodsacre.org.uk

Historic England has new guidance (2018) on new and additional uses
for places of worship. This considers uses alongside worship and uses
if a building is closed for regular worship.
www.historicengland.org.uk/advice/caring-for-heritage/places-of-
worship/new-uses

< CHAPTER 1 DEVELOPING YOUR VISION >






“Church Buildings should never
be silent mausoleums, but always
vibrant centres of service at the
heart of their local communities.”

The Rt Revd Dr John Inge, The Bishop of Worcester,
Assets not Burdens: using church property to
accelerate mission (The Centre for Theology
and Community, January 2017)

“The picture is far from
hopeless. There is a rising wave
of imaginative adaptation of
church buildings for community
use which has breathed new
life into them. The examples are
myriad and should serve as an
inspiration.”

Report of the Church Buildings Review Group
(Church of England, October 2015)

www.churchofengland.org/more/media-
centre/news/launch-major-new-report-how-
church-england-manages-its-16000-church
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The basic aim of most projects is likely to

be that more people use the building and
benefit from so doing. So you need to find
out exactly what your local community wants
from its church. This is your opportunity

to create a plan of action led by the local
community. Bear in mind, the result of a
consultation may mean that you have to
change your original ideas.
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IDENTIFYING THE NEED

For your project to be successful, you want to
ensure that it is answering a real need within
your community. This stage is about doing the
research to identify that need and gathering
the evidence grant funders will be looking for
when assessing your application. You need to
demonstrate your case I.e. that your church
project will make a difference to the lives of
the people in your community.

Remember that the idea one community has
for its local church may differ from that of an
adjacent community for their church. What
works in one community may not work in
another.

< CHAPTER 2 UNDERTAKING A COMMUNITY AUDIT AND CONSULTING WITH THE COMMUNITY >
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CASE STUDY
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ST MARGARET'S CHURCH, WARD END, DIOCESE OF BIRMINGHAM, COFE

www.stmargaretscommunitytrust.co.uk
www.theunityhubb.co.uk

St Margaret’s Church, Grade Il, whose
beginnings date back to 1516 when
permission was first sought to erect a
chapel of ease, closed for public worship

in 2005. The St Margaret's Community Trust
was set up ‘to refurbish, redevelop and
extend’ the old St Margaret’s Church to
create a multi-purpose community centre
and to provide care and support for the
people living in Ward End, Birmingham.

On 21st September 2014, the church was
rededicated by the Bishop of Birmingham and
there is now a communion service on the 1st
Sunday of the month and Café Church on the
3rd Sunday of every month.

At the same, the Unity Hubb organisation,
based in the church, offers projects and
services to the local multi-ethnic community
including creative workshops for local women,
dance workshops for local young people,

and community-based play activities. It also
houses the area’s local food bank.

Officially launched in May 2015 at an event
that attracted over 500 visitors, the Unity
Hubb has hosted a number of big events
including the Heritage Fun Day on May 3, 2016
which also attracted over 500 guests.

In April 2016 a ‘Women in Conversation’
evening was held to celebrate cultural
diversity in the area and in July 2016, the
Trust launched its efforts to attract local
schools to visit the church and learn about its
heritage as it is home to a great collection of

Heritage monuments and artefacts. With help
from funders, the monuments have been fully
restored and there are regular tours of the
building along with state-of-the-art digital
tour information on offer.

The refurbished venue is also available for
public hire; with facilities that include a main
hall, a meeting room and a hot desking area.

The church holds regular Heritage Drop-In
sessions on Tuesdays from 11am - 1pm and

a Heritage Open Day on the last Thursday of
each month - with the added bonus of home-
made cake.

Over the years, St Margaret’s Community
Trust has held a number of initiatives and
events in partnership with local organisations
such as Birmingham City Council including

a community cohesion sea side trip, a tree
dressing project and a joint Eid and Christmas
celebration.

CHAPTER 2 UNDERTAKING A COMMUNITY AUDIT AND CONSULTING WITH THE COMMUNITY
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CASE STUDY
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ST MICHAEL, FLORDON, DIOCESE OF NORWICH, COFE

www.achurchnearyou.com/flordon-st-michael [/ www.flordonvillage.org

Population: 281 (2011 Census)

The Flordon Community Centre, which hosts
a number of popular community events
including a jumble sale, musical comedy gigs
and a movie night - Views from the Pews -

is based inside the St Michael’s Church.

It was decided to adapt the church for
community use and provide a welcoming
venue in Flordon, a small village with roughly
300 residents situated about 13km south of
Norwich. There was no other public building
in Flordon that could be used as a community
meeting place since a private hall much used
by the village was closed 4 years before.
Without a place to meet there would be
nowhere to hold village events with a resulting
loss of community spirit.

In 2006 a questionnaire was sent to all 117
households of which 80 responded (68%). 70
households were in favour, 64 would support
fund-raising activities and 62 said they would
make use of the facilities proposed.

The Project Team was made up of parish and
church councillors and Flordon Community
Group members. Early on, they decided against
erecting a village hall as there was no obvious
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site and it would mean having to maintain two
buildings. The church is located in the centre
of the village close to social housing and with
a green space around it, a perfect location for
a hall to improve social cohesion within the
village.

The church itself was in need of repair and in
danger of closing due to its small congregation.
The project started in 2005 with Phase one of
repairing the roof and walls which cost £117,000
and was completed in 2009. The second phase
was to convert the inside. Some of the initial
ideas had to be scaled back owing to difficulty
in raising sufficient funds. The work comprised:
underpinning and repairing the vestry and
converting it to a disabled-friendly lavatory;
removing the pews and purchasing tables and
chairs (that raised a few eyebrows); replacing
the floor bricks with an oak floor; re-laying

the porch floor to obtain no-step access;
constructing a kitchenette at the back of the
church; providing new heating; and decorating
throughout. The Jacobean pulpit and nave
were left undisturbed. This cost £90,000. In
total the project has taken eight years to bring
to fruition. Norfolk ProHelp whose members

provided pro-bono assistance in areas of legal
advice, buildings advice and publicity was
crucial to the success of this project.

St Michael’s Community Centre was opened in
July 2013. The PCC is the landlord and the St
Michael’s Flordon Trust, the tenant. The Trust
is composed of parish councillors, church
members and Flordon Community Group
members. Under the lease, the Trust will be
permitted to use the entrance porch, nave and
rebuilt vestry. The chancel is reserved solely
for worship.

Food and drink is prepared and served in the
kitchenette at the west end of the nave and a
hearing loop was also installed, funded by the
Snelling Trust. Comfortable chairs have been
sponsored by parishioners and people with
family links to the village subscribing £4,000
and the Centre/church also offers plenty of
parking. The community centre is available for
hire and is well utilised by the community.

The church holds three services each month
- including on the first Sunday when the
congregation enjoys a ‘shared breakfast and
then a simple short act of worship.

UNDERTAKING A COMMUNITY AUDIT AND CONSULTING WITH THE COMMUNITY
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COMMUNITY AUDIT - A SOCIAL AND
ECONOMIC PROFILE

A Community Audit explores the reality of the geographical church
parish, and identifies the local demographic so that you can compile
a profile of your community/neighbourhood. Once this has been
established, there is the opportunity to further explore how the
church and its proposed project can better serve its congregation and
community.

You can use the 2011 Census data as your starting point.
(www.ons.gov.uR)

You want to build up a picture of your local community which will areas
answer the following questions:

- Is the local population one of young families, older people, or
mature couples?

- Is it an area of high unemployment? Or is it a mix of professionals
and people working in low-skilled local jobs.

- Is it situated in the commuter belt?
- Who is around during the daytime?

- What type of housing is there and is there enough affordable
housing?
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WHERE TO FIND INFORMATION
ON LOCAL DEMOGRAPHICS

The Church of England National Statistics Department has
collated national census statistics by parish, these are called
‘Parish Spotlights’ and are available from every diocesan office.
These provide data on individual parish attendance, electoral rolls,
and deprivation data.
www.churchofengland.org/about-us/facts-stats/research-
statistics.aspx

Other denominations may have similar statistics.

The Church Urban Fund offers a Look Up Tool which enables you
to find out more about the level of poverty in your parish and how
this compares with other parishes locally and nationally.
www2.cuf.org.uk/lookup-tool

Otherwise you can contact your Local Authority Research Team.
They can provide local statistics about your community, obtained
from sources like the census.

Indices of Multiple Deprivation 2015 gives Government statistics
on deprivation. These can be hard to interpret and it is this

data which is used to compile the ‘Parish Spotlights’. In rural
communities, a higher deprivation score is often based on factors
such as a lack of access to services like public transport or
affordable housing.
www.gov.uk/government/statistics/english-indices-of-
deprivation-2015
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It can be helpful to study a map of the area
and identify your physical relationship to
housing, other community spaces and other
charities and community groups undertaking
outreach work.

Other baseline data you need to collect
concerns local organisations and amenities.
The more information you collect, the better.
The following areas are relevant:
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What does the community already
have?

There may already be a lot of positive things
happening. List the facilities that your
community already has such as the faith
buildings, schools, a pub, a post office, shops,
business services, a café, village/community
hall. What healthcare provision is accessible?
What is the level of public transport? Is there
a strong sense of community?

What services are currently provided?

What local services are provided e.g.

library, bank, shop, post office? Does the
community have regular mobile services

e.g. library, bank, shop? Identify community
activities that currently take place. Does
your neighbourhood offer youth activities?
How often? For which age group? Do other
community groups meet regularly, if so
where? Is there provision for mothers and
toddlers? Are there activities for older
people? What about their carers? What other
community buildings are there? Are they fully
used or under-utilised? What activities can
the youth or older people get involved in?
What activities and special interest events
such as music and arts take place already?
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What services are missing

Identify the services that the community
would like to see. Would people like to see a
small creche operating five mornings a week?
Could existing neighbourhood groups do
more with better meeting facilities? Has the
closure of a shop facility left car-less people
with no access to shopping facilities? What
would make life easier or more enjoyable for
people in your local community?

Local development plans

Are you aware of plans for new housing in
your area? What about other changes e.g.
removal of local bus services? What new
needs will this create? Who will be affected?

You can gather a lot of this information
yourselves and perhaps start to come up with
some ideas about how you and your building
can help with some of these issues.

Ask your local authority for any Local Action
Plans and Strategic Plans for your area.
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ALL SAINTS CHURCH, WOLVERHAMPTON , DIOCESE OF LICHFIELD, COFE

www.wolvescentralparish.com/all-saints |/ www.facebook.com/allsaintswv2

Population: 249,470 (2011 Census)

Built in 1879, the unlisted All Saints

Church, is situated in a deprived area of
Wolverhampton and was initially founded

to respond to the needs of sex workers in
the nineteenth century. And it fulfils the
same function today as part of its mission
as its Warm Welcome programme offers

a safe place where sex workers can meet
with specialist agencies for advice on drugs,
sexual health and housing at a drop-in night
each week. It’s also a chance to open up
other opportunities for them and treat them
and their issues with sensitivity.

CHAPTER 2

The Warm Welcome drop-in for sex workers
began on 1 July 2014. Volunteers and
professionals from many support services
attend the Warm Welcome.

And it helps that as a venue the church was
adapted in the 1980s when the nave was
partitioned off into a community centre,
leaving a small worship space and two
vestries to be used by the church.

In 2017, with a grant from the Church Urban
Fund, a small kitchenette with a dishwasher
and microwave further improved the facilities
on offer and hot drinks and meals are
available at the drop-in sessions. There’s also
a sofa and a dining table which adds to the
welcoming environment.

The building and facilities are also used by
other groups which include Changing Lives,
which runs training courses for women; a
parents’ support group; the Probation service;
a gardening group; and a monthly shared
meal is also on offer.

This initiative came fourth in the Marsh
Awards for Innovative Church Projects 2017
run in partnership with the National Churches
Trust.

Reverend Sarah Schofield, team vicar at All
Saints Church said: “The church is in the
middle of the city’s red light district. We are
the only place in the local community where
something like this is organised. We throw
open our doors and offer support and well
as going out on the streets with hot drinRs to
invite women in.

We want to be a reliable, safe and loving
place for women, it is important to honour
our promise and it has a real impact on the
whole church here”.

UNDERTAKING A COMMUNITY AUDIT AND CONSULTING WITH THE COMMUNITY
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TALKING TO PEOPLE

There are various ways in which you can get people’s views and
comments and the method you choose will depend upon the size of
your community.

CONSULTING/ENGAGING
WITH THE WIDER
COMMUNITY

You want to find out:-

However, before
any of these
ideas are taken
forward you

need to collect
the views of the
community.

Think about how you want to present yourself and how you want to tell
people about what you are asking of them. Where possible the face-to-
face personal touch is always best even if you start by sending round a
questionnaire.

i) What do local people think of the
existing services? The majority of people
may be happy with existing services, but
feel a new service is required to meet a
new need. Perhaps an existing service
meets the needs of those it can help, but
should be expanded to help more people.
Ask them what they like about living in
the area? Ask them who misses out in the
area? What services are lacking?

Here are a few suggestions for you to choose from:

- Questionnaires. You can deliver one to every household or
business to ensure that everyone gets an opportunity to have their
say. For this to work, you need to give people enough time to think
about your questions, and make it easy to return their responses.
Either quote a local address or set up a collection point in your
community. Ask open questions. These are the ones that begin
with What, Where, Why, When, How and Who? This encourages
people to offer their own view. Avoid leading questions. Wouldn't it
be good if we could have our own neighbourhood library prevents

ii) What ideas do local people have?
Everybody has an opinion on most things
so find out what it is. If your community

has a problem, ask them what the
The Diocese of

Lichfield has
produced advice

on undertaking
community surveys
www.lichfield.
anglican.org/
documents/
community-surveys

solution is. Some people’s suggestions
will be more appropriate than others,
other people may come up with an idea
you hadn’t thought of, but somewhere
within all those ideas may be the perfect
solution to your community’s problem/s.
It will result in @ more robust, viable and
supported project.

people from putting forward their own ideas. Don’t make the
questionnaire too long. Offering a small incentive (e.g. entering all
completed questionnaires into a draw to win a £20 M&S voucher)
can help maximise the response.

You can find two sample surveys on the Parish Resources
website which you can adapt or add questions to as appropriate.
(Fundraising Guide 5 www.parishresources.org.uk/resources-for-
treasurers/funding/funding-quides-capital-fundraising )
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If you are an urban church, a community survey might not be the most effective way of engaging with the community’s wants and needs
particularly in inner-city areas with highly transient populations. Most churches know their community context, and therefore will be able to
adopt a consultation process that has been effective in the past.

Chat to people. Instead of getting people
to fill in a form, why not fill it in for them
as you chat to them? Ask if you can chat
to people in your local health centre,
estate community centre, doctor’s waiting
room or pub, and ask for their thoughts
and opinions. Again, don't bombard them
with too many questions, and make sure
they’re open questions.

Publicity. Hand out A5 flyers or leaflets
in the street. Put up posters and flyers

in local shops. Ask for help from local
stakeholders and charities that can help
with project communications. Give details
of how people can get involved and
provide feedback.

Suggestion boxes. Set up boxes in
popular places in your community for
people to put their own suggestions. This
Is a good way of encouraging people to
put forward their own ideas.

« Community Days, Fetes, or Festivals.
Have a stall at an existing community
event and use it as opportunity to talk to
people. You might need something like
a competition or things for sale to draw
people to your stall.

« Organise your own community event
in the church itself. This can be very
worthwhile as it may encourage people
who have never been into your church
building before to ‘cross your threshold'’.
Organise an open day or a fun day of
events: serve quality refreshments;
have a small exhibition; organise a fun
activity e.g. practical workshops, making
Christmas decorations. Include activities
for children as that will encourage
families to come along.

Invite all the local groups such the
Women'’s Institute, drama societies, local
schools, music groups, the Local History
Society and the Art Society.

Include tours of the church building and
activities for children. If your visitors
learn about the history of the church and
its stories, it will help them to engage
with the living history of the building.

Alongside asking them about their
community and needs, ask them what
they think about the building. Do they
find it welcoming? Is it comfortable? Does
it explain itself? What would they like to
see happen here?

(Remember not everyone will want to
speak out in front of others so provide
paper and pens for people to write down
their thoughts.)

However you consult, make sure that you
talk to as many people as possible. The more
people who get an opportunity to express
their views and opinions, the better it will be.

Consultation also gives people a voice and
buy-in from an early stage.
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ST. LEONARDS, YARPOLE, DIOCESE OF HEREFORD, COFE

The church website is at: www.yarpole.com

The shop website is at: www.yarpole.com/index.php/yarpole-community-shop

Population: 700 (2011 Census)

St Leonard'’s, Grade
I1*, is at the centre
of a small rural
village which is
very much off the
beaten track.

CHAPTER 2

The 2005 parish plan identified two issues, first that the shop which

had closed in 2004, was central to the community and secondly that

the church was underused. The community, determined to hold on to
their community run shop and post office, worked with the church to
secure a permanent home at the west end of the church.

An exhibition of the proposals was put up in church as a way of
getting people used to the idea of using it for secular use. A very
carefully structured questionnaire, overseen by the County Council,
asking people what they would like to use the church for, was sent
to every household. A third responded of which 85% were broadly in
favour of extended community use.

An extensive programme of re-ordering was undertaken and now St
Leonard’s provides premises for the shop, post office, cafe, flexible
community space and numerous community activities. The Victorian
side aisle houses the toilets and vestry.

Raising the £240k required and obtaining the necessary permissions
proved the two most challenging aspects.

The Yarpole Community Shop Association Ltd was set up in 2005,
as an Industrial and Provident Society (IPS).The shop is a stand-alone
business and independent of the PCC.

A Community Shares Scheme was set up to help fund the shop.
Shares were bought by 236 members for £10 each. These shares
are still valid and the number of shareholders has grown to 322.

This is a project where there has been a

lot of thought around the sharing of sacred
and community space. Initial thoughts that
a division should be created between the
secular space and the sacred place have
evolved into thinking about how the ‘sacred
space’ can be integrated into a cohesive
whole with the nave.

St Leonards Building Management Group
(BMG) (the inclusive management committee
which represents all the users - the shop,
the café etc.) has taken full responsibility for
all aspects of running the building. The BMG
is @ sub-committee of the PCC. They also
currently manage the café through a part-
time manager who reports to the BMG, but
that too ultimately could become a separate
entity along with whatever else is developed
on behalf of the community.

The project took nearly 5 years and on 1st
October 2009, Yarpole Village Shop became
the first full time community shop to
operate within a church. It is open 7 days

a week and much of the day-to-day work

is carried out by 45 unpaid volunteers.
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OTHER GROUPS YOU SHOULD CONSULT WITH

Your own parish council/town council

It is important to talk to and present your
ideas to your parish/town council, firstly

so they are fully aware of your project and
secondly, if asked, they will be able to offer
support to you when you need it, for example
in a letter of support to a funder. Try to make
the time to formally present to the Parish
Council at one of their meetings.

Local Authority and Primary Care Trusts

are useful people to talk too, as they will
know about some of the key issues in your
community. They may be looking for a
location for a specific service or might like to
be a partner in your project.

Current community users of your church

If community groups already use your church,
then ask them how they find it and what could
be improved e.g. the facilities, lighting, heating,
access, storage space etc. It is also useful to
ask local funeral directors as they will have

a view on use of space and use of entrances.

Other local groups and organisations

It is essential that you make contact with
and talk to existing groups in your area,
for example the local Women's Institute,
the Scouts and Guides, the Young Farmers,
youth groups, pensioners clubs, parent and

toddler groups, U3A, environmental groups
and amenity and other civic groups. Don't
forget some of the smaller activity groups as
they may have needs that are not currently
being met and this will also avoid duplication
if they are already providing a service. And
don't forget to include the local schools as
they may be looking for premises for some
of their activities.

Local services

Local services such as hospitals, the job
centre, the police, schools and Age UK
often have an insight into the needs their
community is currently facing. You can ask
service users and groups to help collect
feedback on the project.

Make contact with community leaders

and the organisations in your area that
work with key groups such as children, the
elderly, the disabled, their carers and other
disadvantaged vulnerable groups. They may
be local charities or the local branches of
national organisations. They will have insight
into the local communities and those most
in need. They will be able to tell you what
issues they are trying to tackle and have
ideas for services which the church could
provide or host. They may also offer
opportunities for partnership.

CONTENTS PAGE

For example, do you want to run a lunch
club for retired housebound people in your
community? In which case, can you link up
with the local Age UK group? Perhaps a little
support from your group will mean they can
extend an existing service that they offer.

Organisations that own the other
community buildings in your area

Find out if their community buildings are
under-used or full to capacity and having to
turn bookings away and if so for what and at
what times? ldentify what they offer and in
what ways you can complement their services
rather than competing.

Other faith groups

Other faith groups may also be looking at
community outreach which could create
opportunities for partnerships.

Local businesses

Make links with local businesses e.g. shops,
tea shops, pubs, potteries, craft shops.

Talk to other heritage attractions or sites and
amenities that draw visitors to find out who
visits the area and why?

Don't duplicate and don't try to compete
with existing activities - that’s a waste of
resources. Reach out and work with other
groups, rather than working in isolation.
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COMMUNITY LED PLANNING
(ALSO KNOWN AS PARISH PLANNING.)

Community-led plans (Parish Plans) provide a process for local people who want to produce

a holistic plan that will improve the wellbeing and sustainability of their neighbourhood. It is

a way for a community to work together to decide what is important to them and what kind of
changes they want for their community. It helps a community identify key issues and needs. The
Town or Parish Council usually leads this consultation exercise in partnership with local groups
and organisations.

Getting involved with the development of a local plan can be a useful tool in addressing the
wider strategy for community ministry. If you are involved, then the church will be included.
As part of the process existing facilities will be identified as well as local needs and possible
solutions and it may be that your church can be part of that solution either by providing a
venue, volunteers and/or working in partnership with another organisation to provide a service
etc. Remember, the church building is a huge resource for many communities, and taking an
active part in parish or community-led planning can mean that you are rightly recognised as
being part of a community and may be seen as a solution to any issues that arise. It was once
said that many parish churches are on the outside picture of a parish plan, but not many were
to be found on the inside pages.

You can also make use of Planning for Real® (PFR) which is a nationally recognised community
planning process based on a 3D model. The process allows residents to register their views on a
range of issues, to work together to identify priorities and to go on to develop an action plan for
change in partnership with local agencies. They will also provide training and project delivery
support so that communities can use Planning for Real® and other techniques to develop and
run programmes of community-led engagement. The ethos underpinning all their methods is
that they are highly visual, tactile, participatory and community-led. This means it is a good way
of involving a whole range of people including children and those not used to reading plans or
thinking about community development.

www.planningforreal.org.uk
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If there is no local plan and no enthusiasm
in the local community to develop one, then
you can rely on undertaking a community
consultation as outlined above. Of course,
you could as a church take the lead role

In initiating the idea of undertaking a
community plan. If there is already a plan,
and your church is not included, then look to
see what needs were identified and see

if your church can offer a solution.

Local Development Plans

Local Development Plans (LDPs) provide the
vision for how communities will grow and
develop in the future. The intention is that
they provide certainty for communities and
investors alike about where development
should take place and where it should

not and what supporting infrastructure is
required for growth. The Government’s aim is
for every area in England to have a local plan.
It will show where new housing is planned
and therefore, where you may be able to
identify the needs of new people and how
you can meet them. Developments may also
have money for community projects attached
via the Community Infrastructure Levy (CIL)
formerly known as S106 funding.
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Introduced in 2011, this Act became a key piece of legislation. It is a radical shift of power from
central government to local communities and the intention is that it will devolve greater powers
to local councils and neighbourhoods and give local communities more control over local

decisions.

There are two elements to the Act which could have direct relevance to churches undertaking

community outreach:

The Right to Plan: Neighbourhood Plans are
intended to become the new building blocks
of the planning system where communities
have the power to grant planning permission
if a local majority are in favour. The process
for developing Neighbourhood Plans will
rely on active community involvement.
Communities are able to draw up
Neighbourhood Plans for their area and use
these to pass planning applications by local
referendum, provided their decision aligns
with national planning requirements.

Community Right to Challenge: voluntary
and community groups, parish councils and
local authority staff are able to challenge to
take over the running of local public services.
A community group can express an interest
in running a local service and submit a
supported petition to show that they would
be able to provide a better service or facility.
If the proposal is accepted then this would
set off a procurement exercise.

CONTENTS PAGE
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ST JAMES AND THE SHERRIFF CENTRE, WEST HAMPSTEAD, DIOCESE OF LONDON, COFE

Population: 33,751 (2011 Census)

www.churchnwé.co.uk [/ www.thesherriffcentre.co.uk

When the Post Office®’s West End Lane
site in busy West Hampstead faced closure
in 2012, Father Andrew, the vicar at St
James offered the church as an alternative
venue. The Grade Il listed, A W Blomfield-
designed church built in 1885-1888 would
be providing a community service. Things
didn’t end there and the church is now
home to the Sherriff Centre, housed inside
the church which offers the Sanctuary Cafée
(in the south aisle), a children’s soft play
area (Hullabaloo) in the north aisle,

a florist’s and the Icon gift shop, which has
its shelving on castors so it can be moved
during services.

In March 2013, after discussions with the
Post Office Network Transformation Team,
the Diocese of London and architects, the
scheme gained the support of the Church
Buildings Council.

The church was made fully accessible with
a ramp and automatic doors and there is
informal café style seating towards the west

end of the church while seating for worship is
towards the east end of the nave. The chancel
remained unchanged and remains a focal
point in the church.

The café, shop and soft play area were
incorporated into the planning process early
as it was soon clear that to ensure its long-
term financial sustainability the project had
to have a wide appeal and varied income
streams. The final cost of the project was
approximately £600,000 with funds raised
through grants from the Posts Office and the
Local Authority and other grant-funders.

After many months of business plans,
presentations, fundraising and consultations
building work started in April 2014 and their
doors opened on 18th July, 2014.

Housed within an oak framed pod-type
structure at the west end of the church,

the Post Office® offers extended opening
hours, three counter positions and a range of
stationery for posting and packaging needs.

Open Mon-Saturday 8am-6pm, the Centre
is a social enterprise organisation, so it is
both a business and a charity and profits
from its enterprises go to their charity to
provide a debt advice service. With a start-
up grant from the Hampstead Wells and
Camden Trust they were able to employ

a debt advice worker in December 2015

to establish this core service. Registered
with the Financial Conduct Authority and a
member of AdviceUK, the service is available
two days per week in an office space within
The Sherriff Centre.

The church now has its doors open all day
every day, footfall has increased dramatically
- it welcomes 3,500 people a week through its
doors and is at the heart of its community -
and its congregation has increased. It is also
very involved with the work of St Laurence
Larder, the area’s Soup Kitchen and Food Bank.
There are still improvements to be made - for
instance, funds are needed to sound-proof the
Lady Chapel for private prayer during the week
as the venue can get noisy!

CHAPTER 2 UNDERTAKING A COMMUNITY AUDIT AND CONSULTING WITH THE COMMUNITY




ANALYSING THE RESULTS

Once you have all of this information and community feedback, you
need to go through it and identify what people have suggested.
Are there any common themes? Are several people suggesting a
common solution? If you have carried out a survey or another form
of consultation, make sure you make the results freely available for
everyone to access.

It is a good idea to write up the results as a formal report. This
can then be put up on the website or public notice board so the
community can see the outcome. Funders will also ask to see the
results of any consultation.

When you know what the problem is, and you have a solution to aim
for, your project becomes much more focussed. You can build up a
picture of what you want your community to look like ‘after’ the project
is completed.

Feasibility

It may be that suggestions have come forward that will involve
specific adaptations to the building e.g. increased facilities or that
a possible new user may have special requirements e.g. privacy for
its clients. It is important to discuss such needs in detail to ensure
they are understood at an early stage and are incorporated into
the brief.

44

CONTENTS PAGE

CONTINUING ENGAGEMENT/
COMMUNICATION

You will need to keep in touch with the people who've taken the time
and effort to give you their thoughts and ideas and let them know how
the project is progressing and how they can become involved. As well
as a website, you can use e-newsletters and updates on public notice
boards. Always provide a contact person and contact details to make it
easy for people who have questions or want to volunteer. (See Chapter
3 for more on how you can do this).

Organise more special days and invite people to come and see how far
you've got. Putting up displays with photographs and plans and having
people to explain them is a good way of continuing the dialogue. Invite
continual feedback — you want people to feel ownership and then they
will support you.
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VOLUNTEERS KEEPING PEOPLE ON SIDE

Use consultation activities as volunteer It is rare for a project not to face some level of opposition or at the very least expressions of
recruiting exercises and bring new people concern. Take time over consulting everyone, and listen to all points of view. You can reassure
on board with specific skills. Encourage new people by keeping everyone informed as to what is actually happening as opposed to allowing
people to get involved. In some communities rumours to circulate. Genuine concerns may mean that you have to revise your plans or modify
it's common that whenever volunteers are your project. Above all, keep an open door and encourage questions and feedback.

lled for, the ‘usual ts’ step f rd.
cared ion the Ustal SUspects: step forwd And there may be small steps you could make in the short-term based on what people have

These people can't do everything. You must said. This can be a good way of testing ideas before embarking on permanent changes. These
have enough people to help out. could include:

Ask members of the congregation to get - start opening the church at a regular time or increase opening times e.g. Wednesday
involved as well as other people from morning coffee. People may have said that they didn’t know the church was open;

within the community. Your project should

encourage new people into the church

building, so get new people involved as

volunteer’s right from the start. - having a look at your churchyard - people may have said that they remember being able to
walk through the churchyard, but are now too frightened due to anti-social behaviour. Liaise
with the police and other support groups to see if a solution can be found.

- offering to become involved in existing local festivals/events;

- providing a venue for community activities e.g. a new cinema club;
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WHERE TO FIND MORE HELP

- Find out if anyone from your diocese or church body is already involved with your local
authority and may be able to provide contacts.

- Ask for advice from your local CVS (Council for Voluntary Services) on which consultation
methods may suit your community. To find groups in your area visit:
www.navca.org.uk/find-a-member-1

- Contact your Local Authority Research Team. They can provide local statistics about your
community. They may also be aware of other documents, strategies, and plans that exist.
Perhaps you can link in with a Cultural Strategy, a Town Plan, or a Regeneration Area?

- Your Local Authority Planning Department may also be able to help on Community-Led
Planning

- The ACRE Network provides training and guidance for communities on the development
of a Community Led Plan (CLP.) If you are part of an existing community planning group
or want to start one, then you are advised to contact your local organisation to discuss
the toolkit and find out what support is available locally.
www.acre.org.uk/rural-issues/community-planning

- Planning Aid England provides free, independent and professional planning advice to
communities who cannot afford to pay professional fees.
www.rtpi.org.uk/planning-aid

- Locality support community organisations and offer guidance on Neighbourhood Planning
and provides resources around developing a community project.
www.locality.org.uk/services-tools

< CHAPTER 2 UNDERTAKING A COMMUNITY AUDIT AND CONSULTING WITH THE COMMUNITY >






48

FURTHER RESOURCES Gy

The Near Neighbours Project (funded by DCLG) has produced
a toolkit on consulting with your community: Finding out -
research and monitoring for project fundraising.

This is based on the experiences of a wide range of communities,
projects and faith groups that have successfully used research

and monitoring to advance their work with neighbourhoods.
www.cuf.org.uk/Handlers/Download.ashx?IDMF=87e6e568-9cc2-4ba2-
a305-d122f78a7c9b

Empowering design practices (EDP) is a five-year design research
project that aims to explore how community-led design can help
empower those who look after historic places of worship to create
more open, vibrant and sustainable places that respect and enhance
their heritage. They are developing resources and practical tools
which churches can use to engage with their wider communities and
also talk through and test different options around making changes
to their buildings. They have written up seven design stories from
historic faith buildings which capture the development from the
emerging need and vision and how they engaged with others in

the process, through to the key design changes.
www.empoweringdesign.net/design-stories-learning-from-past-
projects.html

The project is funded by the Arts and Humanities Research Council
and has the following partners: the Open University, Historic England,
the Historic Religious Buildings Alliance, the National Lottery Heritage
Fund (formerly the Heritage Lottery Fund) and The Glass-House.
www.empoweringdesignpractices.weebly.com
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If you have identified a particular need within your community, it may
be worth having a look at the Cinnamon Network, a charity that works
to facilitate Christian social action.

They have partnered with projects like Christians Against Poverty,
Trussell Trust Foodbanks and Street Pastors and now Cinnamon
champions over 25 Recognised Projects. These are tried and tested
social action projects that have been replicated across the country,
and include great projects like CAP Job Clubs, CAP Money Courses,
Make Lunch, Parish Nursing and Who Let the Dads Out? There are
others that support young unemployed people or help develop healthy
communities.

www.cinnamonnetwork.co.uk/projects

A team of Regional Cinnamon Advisers is able to offer local churches
one-to-one support with mapping needs in local communities and in
choosing and adapting an appropriate Cinnamon Recognised Project
to fit their locality needs. Micro-grants are offered to any local church
that wants to start one of the Cinnamon Recognised Projects and
Courses.

www.cinnamonnetwork.co.uk/micro-grants

The Department for Communities and Local Government has set up

a website which brings together information and advice on a range

of community rights. This includes Neighbourhood Planning, Asset of
Community Value, Community Right to Bid, Community Asset Transfer,
Community Ownership or management, Community Shares and
Crowdfunding.
www.gov.uk/government/publications/youve-got-the-power-a-quick-
and-simple-guide-to-community-rights/youve-got-the-power-a-quick-
and-simple-guide-to-community-rights
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If you are starting a major project, you must form a group (which
could be called a committee/project board/management group/
working or development group) with the necessary range of skills
and knowledge to undertake the project using the appropriate
professional help when necessary. Ideally, you will need people
with project management, business and financial skills, and also a
good Chairperson and Secretary to run the group and undertake all
the necessary administration.

(Hereafter, we will refer to this group as the Group.)

CHURCH AND COMMUNITY
REPRESENTATIVES

The Group will largely be made up of representatives from the church
(preferably including members of the PCC/Trustees). Your architect
should have copies of any minutes and papers generated by the Group,
but it may not be a good use of his/her time if he/she were to attend
every meeting — and may well be costly to you in the long run. If you
have a project manager, it may be useful for them to attend, but again,
it depends on the nature of their contract and how much this may
cost. You may, depending on the project, also wish to invite members
of the community or from partner organisations to join the Group. This
will also emphasise the message that this is a community project,
rather than a church project.

The larger your community project team, the better, so long as
everyone's tasks are clear. It is far easier for ten people to find a little
bit of free time on a regular basis and share the load than it is for two
people to find a lot of free time.
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BEING PROFESSIONAL

Your Group needs to act and behave in a professional manner at

all times. Potential funders and supporters, including your local
community, will need to see that it is a professionally run group

that is capable of managing a project from development through to
completion and beyond. The National Lottery Heritage Fund’s (formerly
the Heritage Lottery Fund) application form for its larger grant
programmes specifically asks what expertise and experience your
project group has which is relevant to your application.

Your organisation will need to be properly constituted and funders will
expect to see how important documents, such as a business plan and
other documentation have been produced, discussed and approved by
reading the minutes of meetings. All of these will have to be produced
to a professional standard, because if you are going to be asking for
funding from public funders and local people, you will need to provide
the evidence that you have developed a well thought out, workable
and sustainable project.

If your project is creating a new use for the church building, then under
certain circumstances that new activity may best be run by a new body
with its own distinct legal existence; and if so, you should consider
whether to set up the new body earlier rather than later, as funders
may require this. See Chapter 4 for details.
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HERE ARE THE THINGS YOU WILL NEED TO THINK ABOUT:

Setting up your organisation

In order to ensure that the money is spent on the purposes it was
allocated for, grant funders prefer to deal with properly constituted
organisations. You also need to show that you have a structure in
place that will not only develop the project, but also manage it in
the long term. (Choosing an appropriate organisational structure is
covered in Chapter 4.)

Firstly, define the terms of reference of your Group and develop a clear
set of aims and objectives. As your project develops, your vision and
main objectives will become more focussed i.e. deciding what services
you are going to provide and who will be the beneficiaries.

You should also agree clear lines of accountability and communication.
There will be times when decisions may need to be taken quickly

and everyone needs to understand the chain of command and where
responsibilities for the project lie.

Every member of the Group should be aware of the terms of reference
and understand how decisions are made and actions taken. You will
also need to actively seek the backing of your PCC or your governing
body or committee.

Skills and Abilities

Running a community/building project will require many skills. So draw
up a Resources Plan in which you list:

- the full list of skills you think you will need;
- those you already have;

- those you hope to be able to find in the wider pool of the local
community; and

- those you may have to ‘buy’ in or seek from outside experts.
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A SUGGESTED SK”_LS AUDIT - you may not need all of these

Leadership - bringing people together; achieving consensus to reach decisions — Chair
Financial - keeping control of the budget - Treasurer

Project Management - co-ordinating the PCC/Trustees side of the project to keep everyone
on track and managing communications between architect, contractors and PCC

Technical/building - an understanding of building issues so as to be able to work effectively
with professional advisers. This could be combined with the project manager role

Communications - writing, newsletters, social media (publicity)

IT - completing online forms, designing spreadsheets and creating a website
Administrative - organisational, keeping records, writing minutes

Education - understanding learning environments e.g. schools, adult learning

Local knowledge - knows the community and community leaders well

History - knowledge of local history, research sources and methods

Fundraising - knowledge and experience of fundraising

Creative/social - organising events and activities some of which may be fundraising
Practical - other volunteers to help with events, moving furniture, clearing up!

(Taken from the Ambassadors’ Training Notes supported and delivered by Historic England
and the Diocese of Norwich.)
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Ask your volunteers what skills they have.
Some may have been the Treasurer of
another community group, while others
through current or previous employment
may have a financial, IT or communications
background, have experience of project
management or of giving presentations to
groups of people.

Look within your own congregation and the
local community. You may be lucky enough to
have a retired architect in your congregation
who can help with writing briefs, or a solicitor
living nearby who can advise on writing

legal agreements, but be very clear on what
basis they are being asked to help, as retired
professionals tend not to keep up to date
with current practice or indeed may not have
kept up any form of professional indemnity
insurance. Other useful people could include
a local historian who can help with research
and understanding the historical and
architectural significance of your building.
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You may also need people with other
specialist skills depending on the project
e.g. if it's about creating learning activities
whether for schools or the community, then
see if there are any retired teachers in your
congregation/community.

People may have other skills that have

nothing to do with buildings or community
hubs. Those who have had managerial jobs
will have transferable skills such as leading
on complex projects and managing change.

Ask people if they would like to be involved.
They may not be aware of your project - and
people always liked to be asked. This can

be your opportunity to bring new people on
board with new skills and fresh energy!
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TRAINING REQUIREMENTS ~ RUNNING YOUR MEETINGS

A Resources Plan will also demonstrate It is valuable to spend some time discussing as a Group how you will run your meetings. Will you
what training requirements you may need. make decisions by taking a vote or trying to reach a consensus through discussion? Crucial to
Volunteers need to be trained - they must achieving this is having:

know what they are doing, not only in the

pre-capital phase but after the building  an experienced/skilled Chairperson;

work is completed. For example, a project - an experienced/skilled Secretary to take the minutes and record the decisions taken, the
running a lunch club with food prepared in agreed actions and who has agreed to undertake them. The minutes need to be produced
your new kitchen will need volunteers trained and circulated quickly and at every meeting actions should be reported on;

in food hygiene and preparation skills. Do - an experienced/skilled Treasurer/finance person to keep control of the budget.

any volunteers need First Aid training? They

should be as qualified as a paid person.

Volunteer does not mean for free and it is You might also want to agree a set of values. A suggested list could include:
usually not inferior either — many highly
skilled people choose to volunteer but it is
also true that some people will need some - be respectful
support. Identify the standard of quality that
your project must achieve and then ensure
that all your volunteers are adequately
trained to meet those standards. - be responsible for actions you agreed to undertake and be honest if you need to ask for
help

- be positive

- speak succinctly and let everyone have their say

- aim to agree by consensus

Organising appropriate training for your group
can be added to your list of objectives (see - listen to hear
further on in this Chapter.)
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Learn to appreciate other’s contributions. People can contribute in
different ways i.e. some may say little, but they will have been listening
and will provide crucial input just when it is needed most. Others may
talk a lot because that it how they do their thinking.

Take into account the needs of the Group as well as the building - not
everyone will be able to come to every event or meeting so don't worry
if they don't. On the other hand, it is probably good to agree how often
people need to come to meetings for the project to work well.

Ensure everyone feels they have a role, while at the same time, don't
overburden anyone by giving them a job without ensuring they feel
confident to take it on, and make sure you offer support.

Get regular meetings scheduled in the diary to keep your project
moving forward. Make sure you meet somewhere comfortable and
practical. Meeting in the pub may be a good idea, but if it is in the
public bar, it may be difficult to hear if you are competing with a quiz or
football match on the TV. Meeting in a cold church, with no heating or
toilets or kitchen facilities, may demonstrate the need for your project,
but may not be conducive to comfortable, productive meetings.

Agree how you are going to communicate between meetings.
There may be decisions that need to be taken quickly. And if it's by
email, then ensure all your members have access to the internet.
Online facilities such as Dropbox or Google Drive allow you to
share documents and open them for editing by several people
simultaneously. Again ensure everyone knows how to use these
facilities and provide training for those who can't, to ensure that
everyone can access this and no one is excluded.

It is a good idea to ensure that people are willing to take responsibility
for specific aspects of the project. This does not mean they have to do
it all, but that they will take charge of making sure that the actions in
that area get done.
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OBJECTIVES

As soon as you have your overall aim, you can start agreeing your
objectives, which will be more detailed and should explain how you
will make your project happen. These are the actions that you tick
off as you progress on your journey. Objectives need to be ‘SMART"

- Specific - Something detailed (e.g. the opening of a bank
account.)

- Measurable — Quantifiable. You need to know when you have
achieved something. This helps with project monitoring. If your
objective is to recruit 20 volunteers within 6 weeks, and you've
recruited 10 volunteers in 3 weeks, then you know exactly how
much more of this objective is left to achieve and when you
need to achieve it by.

- Achievable - Don't set objectives that only Superman or
Wonder Woman can achieve! Be realistic with your targets and
allow yourselves enough time.

- Relevant - The objective needs to be relevant to your project.

- Timely - There will be some objectives that you can't start
until you have completed others. Being aware of when certain
objectives need to be completed will help you with your project
management.

< CHAPTER 3 DEVELOPING A TEAM AND ASSESSING YOUR SKILLS AND ABILITIES >



FINANCIAL CONTROLS

If you're opening up a bank account, most
banks will insist on @ minimum of two
signatories, and usually suggest that all
cheques should be signed by at least two
from a pool of three signatories. Signatories
at different addresses offer better financial
security.

Think about who will pay the invoices

and what your procedure for approving
expenditure will be. A lot depends upon the
financial size of your project. What about
financial limits? Should work of more than
£20,000 be authorised by the whole Group
and not just the Treasurer, for example?

Who should act as the co-ordinator for
these payments? A treasurer is the sensible
option, but the project finances are not

the responsibility of one person - it's the
responsibility of the whole Group. How will
the Treasurer know when an invoice should
be paid? Has the work by contractors been
carried out to a satisfactory standard? If so,
how will the Treasurer know? Who in your
group has financial monitoring skills?

Your bank and also your church treasurer will
be able to give you advice on this.
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COMMUNICATION/PR
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If you've worked hard to consult the local community about what they'd like to see, then
it is important to maintain their support, so you must keep them informed as the project
progresses. Funders will want to see that the community is involved throughout.

You also need to feedback to your own
congregation; you don't want them to feel
they are being kept out of the loop.

Write a simple plan to clarify how you will do
this. This could include:

- setting up a website or a new section on
the existing church website. Keep it up to

date and always include plenty of photos.

Create a link to and from the village/
community website;

- sending out a regular newsletter;

- setting up a Facebook page or posting
items about the project onto an existing
Facebook page. Twitter is useful for
highlighting big news items such as
obtaining a grant or advertising events;

- putting updates on public notice boards;

- organising events to celebrate project
milestones;

- organising project talks, tours and
exhibitions.

Your website/newsletter should set out

your vision and your objectives as well as
providing relevant information such as costs
and proposed plans and results of surveys
etc. Provide details on how people can get
involved. You may also have someone in your
congregation or local community who has
experience of writing press releases, or who
can write a blog, create a Facebook page and
uses Twitter. Facebook is one of the most
effective ways of communicating updates
about your project and the information can
be shared and posted on other local pages.
Find someone who enjoys Facebook - or train
someone up - but it is a really important way
of getting your message out on a very local
level.

You may also want to get wider publicity such
as when you start community consultations,
launch your fundraising campaign or when the
project is completed. You may want to speak to
local press and your local radio station. Every
Diocese and denomination will have a Director
of Communication or Communications Officer
and they can help you with this.
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POLICIES AND PROCEDURES

Developing, implementing and monitoring

a project means creating many plans and
policies along the way. Collect them all
together into one big project file document.
This becomes your project ‘bible’” - the
document containing all of your policies

on equal opportunities, environmental
sustainability, and social inclusion. It's where
you can keep your community group’s vision
and aims, skills lists, objectives, action plan
and communication strategy. All of these
documents should be regularly reviewed.
Whenever a change happens, go through this
project file and see what impact it has on
your other policies and procedures.

If you are running a project that involves
building work and providing facilities and
activities for people, there will be several
areas of policy and procedures that you will
need to have in place (see below.) It is not
only better to have thought about these
Issues in advance rather than having to do so
when a situation crops up, but funders may
also ask to see them.

There is support out there and you may
find that another group’s (including your
own church) policies and procedures can be
adapted to suit your needs. Don't re-invent
the wheel if you dont have to.
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Policies that you may want to consider
including are:

Environmental sustainability

Nowadays, sustainability should be included
in everything that goes on in your building
from heating to lighting to the transportation
of your congregation and other users.
Funders will often expect you to demonstrate
how the project is environmentally
sustainable.

If your project involves making alterations

to the building, think about appropriate
sustainable materials, techniques and design.
For example, do you want to source labour
and materials from within a 20-mile radius to
reduce the carbon footprint of your project?
What will you do with the old materials and
can you re-purpose what you have?

Thinking about this early on can help create
a more comfortable and efficient building
which is cheaper to run as well as having less
environmental impact.

The Church of England’s Environmental
Campaign has guidance on audits, developing
action plans and what sort of changes you
can make including guidance on heating

and lighting.
www.churchofengland.org/environment
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Most Church of England Dioceses will
have an Environmental Officer and most
denominations have information on their
websites. (There is more about this in
Chapter 9)

Access for Everyone

Access comes under the Equality Act 2010
which under the duty to make reasonable
adjustments requires:

- all employers, large and small, to
make reasonable adjustments to avoid
substantial disadvantage to disabled
employees. This duty is not speculative,
but relates to the actual needs of a
specific individual who is disabled. It
may, however, be more cost-effective to
consider access improvements as part of
a programme of planned refurbishment,
thereby allowing for disabled people
to be employed in the future without
the need for further alterations. It will
also enable you to welcome disabled
volunteers; and

- service providers to take positive steps
to ensure that disabled people can access
services at a standard that is as close
as possible to that offered to the public.
Unlike the duty imposed on employers,
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this is an anticipatory duty; service
providers are required to anticipate

the needs of disabled people and to
accommodate them in a wide variety of
ways. www.gov.uR/quidance/equality-act-
2010-guidance

You will want to ensure that you are taking
into account the needs of your users which
will include the elderly and mothers with
pushchairs and toddlers. So take this
opportunity to not only ensure your project

is fully accessible, but look again at current
access to all your activities, including worship.
Maybe this project can improve access to the
whole building. Increased accessibility doesn’t
always require major physical adaptations
and much can be achieved by improved
signage and better lighting.
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Important: The Equality Act does not override
other legislation such as listed building or
planning legislation and the need to obtain
appropriate approvals under Ecclesiastical
Exemption still applies in the case of
changes made to improve access. However

as Christians, we should always be striving to
be as inclusive as possible and not use our
listing as an excuse not to make our buildings
as accessible as possible.

There is plenty of guidance on the internet
on how to undertake an access audit. All the
denominational websites have information on
this.

Your church management group (e.g. PCC,
Trustees) should have the following policies,
at least, already in place. Your project Group
may wish to use these versions as a template
for their own policies.

Child Protection/Vulnerable User

This will vary from project to project, but it

Is something that should be considered. If
you're creating a community space in the
church that will be used by groups of children
or vulnerable people, will you only let out
the space to adults who are registered with
the Independent Safeguard Authority? What
steps will you take when new users wish to

CONTENTS PAGE

use your project, to ensure that all users
are protected accordingly? Your Diocese

or Denomination will have a Safeguarding
Officer who will be more than happy to
provide you with information or advice on
any aspect of the protection of children and
vulnerable adults.

Equal Opportunities

What steps will you take to ensure that
anyone can get involved and volunteer with
your project, or use your project facilities
once they are up and running? This can
raises issues as some people may feel
uncomfortable allowing certain groups to
use a church for specific activities. However,
equal opportunities apply to everyone. A
public funder may refuse to give you public
money, if there are some members of the
public that you wouldn't allow to use your
church or get involved with your project. If
you think this may become an issue then you
should seek advice.

Health and Safety

What steps will you have in place to assess
whether the intended use of your project
meets current health and safety guidelines?
You must ensure your building is safe to visit,
use and work in.
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WHO CAN HELP?

There is a lot of advice and support out there. Try to find out as much
as you can, as early as possible. People to consider approaching
include:

- your local Diocesan or denominational Community Development
Worker — if there is one. Job titles vary — they may also be called
a Community Funding and Partnership Officer, Parish Development
Officer or Community Outreach Officer;

- your local Historic England Support Officer, who will again go by
a variety of titles;

- the Community Development Officer at your local council, or
Partnership Project Officer at your local Strategic Partnership if
you have one. (Search your local authority’s website for ‘community
grants’ and this will point you in the right direction.)

- your local Community Voluntary Action group or local Council for
Voluntary Services (CVS) who offer advice to community groups.
To find groups in your area visit www.navca.org.uk/find-a-member-1,

- Organisations such as ACRE, Locality and the Directory of Social
Change have lots of resources and advice available on their
websites. Some of them are membership organisations and it may
well be worth considering becoming a member to ensure access to
the services only available to members.

- The Heritage Trust Network provides an invaluable platform for
members by way of peer-to-peer support, knowledge sharing
and skills development. Their guidance and advice helps groups
throughout the lifetime of their heritage regeneration project from
start-up to post-completion. www.heritagetrustnetwork.org.uk
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FURTHER RESOURCESQy

Loomio is a resource that provides guidance
and simple tools on managing meetings,
making and recording decisions at meetings
and outside meetings and generally ensuring
your meetings are run efficiently. It also gives
advice on how to ensure decision-making is
transparent. www.loomio.org

The Action with Rural Communities in Rural
England, the ACRE Network (previously
known as Rural Community Councils.) You
can find details of your local organisation
here www.acre.org.uk/in-your-area/network-
members

The ACRE Network also provides an
information service for village halls and other
rural community buildings. Many of their
publications, which cover governance, hiring
agreements, health and safety, recruiting and
managing volunteers will be relevant.
www.acre.org.uk/our-work/village-halls

The Church Urban Fund provide guidance and
templates for parish policies which can be
downloaded here www.parishresources.org.
uk/people/employing-staff

The National Lottery Heritage Fund

(formerly the Heritage Lottery Fund) is keen
to encourage applications for funding to

build capacity or to or achieve significant
strategic change, through acquiring new

skills or knowledge, exploring new models

of governance, leadership, business and
income - in order to improve management of
heritage for the long term. ‘Your project could
be stand-alone or you could be incorporating
activity within an application to strengthen
your organisation’s ability to carry out a
wider project’.
www.heritagefund.org.uk/publications/
organisational-resilience-guidance

Their Resilient Health Strength Checker
can help you identify your organisations
weaknesses as well as your strengths.
www.resilientheritagechecker.org.uk

Guidance on Environmental Policy

The Church of England’s national
environmental campaign aimed at helping
the Church’s 44 dioceses and 16,000 churches
reduce their carbon footprint can be found
here.
www.churchofengland.org/environment
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The Diocese of London’s Sustainable
Buildings initiative aims to make its own
building developments sustainable and

low carbon. It covers both new build and
alterations. Although the information

is primarily intended for architects and
Quinquennial Inspectors and other
construction professionals working for
parishes and churches, it is a useful resource
showing what can be achieved. Case studies
are being added all the time. www.london.
anglican.org/kb/sustainable-building

Historic England also provides practical
advice on how to make your place of worship
more energy efficient. www.historicengland.
org.uk/advice/caring-for-heritage/places-of-
worship/making-changes-to-your-place-of-
worship/energy-efficiency

Guidance on making your building
accessible

Historic England has produced Easy Access
to Historic Buildings (2015) which focuses
on physical access issues because these
often pose the greatest challenges as well
as opportunities for historic buildings. The
guidance also focuses on the challenges
and constraints posed by buildings whose
function is not directly related to their
historic status - shops, offices and civic
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buildings - rather than those preserved

and opened to the public purely as historic
attractions. It explains the requirements
under current law and includes plenty of
practical guidance and illustrated examples.
You can download the document here
www.english-heritage.org.uk/publications/
easy-access-to-historic-buildings

There is advice on the ChurchCare website
here www.churchofengland.org/more/
church-resources/churchcare/advice-and-
guidance-church-buildings/accessibility

Accessible Welcome is a resource from
Germinate: The Arthur Rank Centre, which is

designed to help rural churches work towards
ensuring that their church - both the building

and their worship - is accessible to all.
www.germinate.net/mission/accessible-
welcome

Searching, the National Lottery Heritage
Fund using the word ‘access’ will bring
up advice on all the ways of making your
activities and building/s more accessible
www.heritagefund.org.uk

There is also guidance on inclusion here
www.heritagefund.org.uk/publications/
inclusion-guidance
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The Centre for Accessible Environments
www.cae.org.uR

The Dementia Services Trust has produced
‘A guide on the implications for church
buildings of intentional inclusion of the
elderly and those with dementia and their
carers in the buildings we use for worship’”.
www.dementiatrust.org.uk/programmes/
faith-and-dementia

Health and Safety

There is useful guidance on the ChurchCare
website www.churchofengland.org/more/
church-resources/churchcare/advice-and-
guidance-church-buildings/insurance-
health-and-safety

and the Ecclesiastical website
www.ecclesiastical.com/churchmatters/
churchguidance/churchhealthandsafety/
index.aspx

There is also guidance on all denomination
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websites.

Using Social Media

The Near Neighbours Project (funded by
DCLG) has produced ‘Social Media Toolkit:
Building your Online Profile’. This provides
the ideas, information, and support that
will enable you to grow your social media
base as you engage with your community
and publicise the work you are doing.
www.cuf.org.uk/Handlers/Download.
ashx?IDMF=bf4ab799-2f8b-4422-93bb-
dc9a58d11069

You can also search the National Churches
Trust’s Resource Centre using the ‘publicity’
tag which will bring up guidance on all
aspects of promoting your project from social
media to newsletters and websites to using
the local press.
www.nationalchurchestrust.org/building-
advice/resource-centre

Setting up a church website

There are a large number of websites offering
guidance on how to create an effective
website. A good place to start is
www.goodchurchwebsites.org.uk.

You can also make use of
www.achurchnearyou.com which is free to
all Church of England parishes.






(Most of the information covered in this chapter is Church of England
specific. Churches from other denominations and the Church in
Wales, Church of Scotland and Church of Ireland are advised to
consult with their own church authorities for specific advice.)

In order to help ensure that grant money is spent on approved
purposes, grant funders prefer to deal with properly constituted
organisations.

As discussed in Chapter 3, it is vital for the success of a project to

have a formal structure that ensures decisions get taken and recorded
properly and that finances are fully accounted for. This is important for
the development and implementation of the project itself. Usually, the
development and implementation of a project is managed within the
existing local church structures. For small projects, it may be sufficient
for the PCC/Trustees to run the project. For larger projects, it will be

necessary to set up a project team as a sub-committee. (See Chapter 3).

It is important to think ahead as to how any new activities are going
to be managed in the future, after any building work or other changes
have been completed. This may just be about how and by whom your
church building will be managed when it is being used by more groups
and for more activities. Most churches are used to hiring out space

in their buildings for one-off activities or regular weekly half-day
sessions.
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However, if your project is about setting up a more ambitious venture,
it may be necessary or beneficial to form a separate company.

This could include setting up a support group in partnership with
another organisation aimed at a particular target group e.g. the
homeless where the group will be taking up permanent space,

or a project that involves some form of trading e.g. a community cafg,
shop or a community energy project.

Overall you must ensure that you choose the right vehicle i.e. the right
organisational and legal structure that allows you to do what you want
to do and importantly to retain the right level of control over what
happens within and to your church building. You will need to decide
when it is the right time to set up the new legal structure.

The structure should reflect your values and principles, or in other
words, ‘the culture of your organisation’. How are you going to make
decisions? Will you be a member-based organisation and who will
you be accountable to? Who develops and decides upon policy and
strategy? Do your users get a say?

It may be that the working group developing the project works
within one structure and sets up another to run the building and
the new activities in the long-term.

Most of this chapter is about looking ahead to how your building and
the new activities will be managed in the long-term.
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CASE STUDY

ST GERMANS PRIORY, DIOCESE OF TRURO

www.stgermansparishes.com/st-germans // www.facebook.com/StGermansPriory
Population: 4,301 (2011 Census)

This Grade 1 medieval priory church, classed as a major church,

is on the site of the first Saxon cathedral of Cornwall and close to the
River Tamar, the border with Devon. It's a challenging site on the side
of a steep slope in a large village, sharing a boundary with the stately
home of Port Eliot. The house and church used to be a flourishing
monastic port in the middle ages, occupied by Augustine monks.

Popular as a venue for a variety of cultural, musical and community
events, it is still the local parish church in St Germans in South East
Cornwall, but its rebirth into the Priory was formalised in January 2013
when it came under the stewardship of the St Germans Priory Trust.

In 2011, the future looked bleak for St Germans Parish Church and the
church was threatened with closure. With a dwindling congregation,
the PCC was struggling to keep up with maintenance and repairs, let
alone make it a warm and welcoming resource for the local community
and visitors alike. There was a significant danger that it would
eventually deteriorate to the point that it became unfit for use. This
was averted with the support of the Bishop of Truro, The Rt. Revd Tim
Thornton, and the Church Buildings Council (CBC), who backed local
volunteers in developing a project, through a novel lease arrangement,
to adapt it into a sustainable resource for wider use. The aim is, over
time, to develop the building into a welcoming visitor attraction and a
centre for education, culture and community as well as retaining it as a
place of worship.

It is currently run by the St Germans Priory Trust in close cooperation
with the local PCC. The Trust has leased the Priory from the Diocese
of Truro and the PCC retains specific responsibility for the chancel.
The two organisations work together to manage the day to day
requirements of running such a large resource.

The Trust took charge of the capital works programme and aspire to
make the Priory ‘fit for purpose’. They were successful in obtaining
two small grants in 2015; from the Listed Places of Worship Roof
Repair Fund to undertake some emergency work on the extensive roof
and from the Headley Trust to repair the South Porch. Work remains
ongoing to maintain the building in a stable condition. St Germans
Parish Council also provided funding for a part-time development
officer for a limited period which has been instrumental in securing
a greater number of events. With the help of the PCC, the Trust

also invested in toilet facilities; providing 2 compostable external
‘woodland’ toilets as a temporary measure which has proved to be
very popular.

The congregation numbers remain small. The Trust still has a number
of risks and are finding it very challenging to raise funds for the major
project that they wish to develop. This sees the introduction initially
of basic facilities like running water, sewerage, kitchen facilities

and heating and then high quality resources to enable events to be
‘staged’. The Trust remain undeterred in working towards their goal.
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The Priory already provides:

- a unique tourist and visitor destination in Cornwall. Groups of all
types regularly book tours;

- a unique learning environment for schools, colleges and all types
of groups and individuals;

- afocus for historic and archaeological research;

- remarkable acoustics; it is a regular venue for concerts and
recordings;

- opportunities to learn about the origins of Christianity in Cornwall
and the chance to start the newly launched, 125 mile Cornish
Celtic Pilgrims Way through Cornwall to St Michael’s Mount;

- regular Church services, baptisms, weddings, funerals and
memorial services;

- a community space. It is in regular use as a venue for concerts,
craft fairs, auctions, cinema nights and theatrical events. It is used
by the local community and school for gatherings. It has strong
potential as a location for film and TV productions.
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Port Eliot hosts a major art and literary festival every summer and
the Priory is fully engaged with this, hosting a number of spectacular
concerts in the evenings of all music genres. In 2016 and 2017, St
Germans Priory hosted a number of diverse events including a choral
evening by a Dutch Choir, a well known local Jazz Quartet, a 3-day
Christmas Market, performances by the East Cornwall Bach Choir, the
Megavissey Male Voice Choir, Burraton Male Voice Choir and the Truro
Cathedral choristers. The annual History and Archeological Group
Conference was held in the Priory and a number of local fund-raising
initiatives.

Speaking on behalf of the CBC, Dr Joseph Elders said he had been
“amazed” at the church’s beauty, adding: “The CBC's involvement is to
catalyse community spirit and to help provide a focus for spirituality,
culture and art, tourism and community use. St German’s Trust should
be shared by many - not just the worshipping community — and put
back at the centre of the community where it belongs.”

With support from researchers including the CBC, St Germans

Priory Trust have written up their story so far. The process is about
maximising their learning as well identifying insights and approaches
that could be useful and transferable to other churches in rural,
suburban and urban settings. Trustees are happy to offer their model
and approach alongside their insights and learning as part of training
and support to colleagues across England at a diocesan and parish
level. Please do be in touch.
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CASE STUDY
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HOLY TRINITY, PARR MOUNT (FINGERPOST CHURCH), DIOCESE OF LIVERPOOL, COFE

www.stpaulsblackbrook.wordpress.com/holy-trinity-parr-mount // www.facebook.com/FingerpostChurch

Built in 1857 and known as the “Giraffe
Church” due to the distinctive polygonal
blocks of copper slag used for the exterior,
by 2011 Holy Trinity was facing closure and
demolition due to congregational decline
and serious structural problems caused by
the use of an inappropriate cementitious
mortar when the building was repointed in
the late 1970s.

When St. Helens Council refused permission
to demolish the listed church, the
congregation, under the leadership of Interim
Minister Rev. Glyn Thomson, spent time in
prayer and reflection, seeking God's vision
for the church’s future. In an economically
depressed area which was gradually being
abandoned by banks, retailers and other
institutions, it became clear that God was
calling the church to be a hub for social
action within the community.

The congregation realised they could not “go
it alone” and so put together a coalition of
stakeholders including representatives from
the Diocese of Liverpool, St. Helens Council,
Helena Partnerships (the local housing
association) and FINTRA (the Fingerpost
Tenants and Residents Association). First
Choice Day Opportunities, a local business
which rents a room in the church, and the
church’s architect, Anthony Grimshaw, also
joined the group which became known as the
Fingerpost Regeneration Project Committee
- a name chosen to recognise that the

regeneration of the church would ultimately
prove to be a catalyst for the regeneration
of the community. Support and advice was
also provided by the Cathedral and Church
Buildings Division, London.

The Fingerpost area is not short of problems
including: drug and alcohol misuse, debt,
unemployment, single parenthood and child
poverty. It was the very detailed statistics
on the local health crisis, provided by the
Council's Public Health Department, which
were really startling, however. The average
life expectancy in St. Helens (80.7 for women
/ 76.0 for men) is some way lower than the
national average (82.3 / 78.3). In Fingerpost,
it is just 73 / 68. Roughly 1in 5 people in
Fingerpost lives with a chronic condition
such as COPD or diabetes with the root cause
being poor diet and lack of exercise. Mental
health problems are rife, particularly among
working-age men as unemployment leads to
anxiety, depression and worse.
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WORKING IN PARTNERSHIP
WITH OTHER
ORGANISATIONS

Working in partnership with others can

bring huge benefits in the form of specialist
knowledge and skills, additional funding and
the sharing of resources. Churches are able to
offer a building, volunteers and a wish to help
their communities and support those in need.

This could include hosting an outreach Post
Office® two mornings a week, where all the
equipment is brought in at the beginning

of a session and taken away at the end of
each session, or supporting the homeless in
partnership with an experienced homeless
charity by providing space and volunteers.
Many projects are a partnership between the
church and the local authority which may
want to deliver a statutory welfare service

to a specific locality. Such partnerships are
especially vital in rural or deprived areas
where the church can provide facilities, have
links to hard-to-reach communities, and
contribute knowledge of local circumstances.

It will be important that both sides have
something to offer and to gain from the
partnership and that you both share the
same objectives and values. It is important to
understand how each organisation works and
its core objectives.
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SHARING SPACE WITH OTHER ORGANISATIONS

Consideration must be given not only to the legal mechanics of how you will work together but
also to how you will share the space in your church with another group or organisation. You
may want a licence to allow the group use of your space or, if you are planning to collaborate on
running the new activities, you may want to set up a legally separate entity. In any case, you will
need a licence under faculty for the other group or your newly created organisation to occupy
part of the church and run your new activities.
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All churches are charities, whether registered with the Charity Commission or exempt from
registration. Both charity law and the Church of England regulations require a group using a
space in church premises to pay the going commercial rate unless its objectives are the same as
or similar to those of the PCC. It is really important that your Mission Action Plan and the goals
the PCC established at the beginning of the project reflect this. Otherwise, your ambition may
be defeated by having to charge more for your space than an organisation can afford.

Within the Church of England, Section 68 of the Mission and Pastoral Measure 2011 (MPM)
(which replaced the Pastoral (Amendment) Measure (2006)), allows for a lease to be granted
under faculty of part of a consecrated church building, provided that taken as a whole the
building continues to be used primarily as a place of worship. Prior to 2006, if a Church of
England church wanted to grant a lease they had to make that part of the building redundant
and it then came under the secular planning system. The new measure means that the whole
church remains under one planning system and it also offers greater security to potential
leaseholders as well as enabling them to meet the conditions of some of the major funders
which require proof of security of accommodation. (There is more on leases and licenses at the
end of this chapter.)
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LONG-TERM MANAGEMENT
OF YOUR BUILDING
AND/OR NEW ACTIVITIES

Over the last few years, models have
emerged that provide new ways of sharing
the space and the responsibility of managing
a building that is being used as a place of
worship and also a community space. These
are not going to be appropriate for everyone,
but they will encourage you to consider
different options.

Some are about finding ways for
congregations and their communities to work
together ‘to share the burden’ of looking after
a building. This is more than simply bringing
the community into the building to enjoy it
and use it; it is about setting up structures
which enable people from outside the
congregation to help look after it.

There are two ways you can approach this.
You can either continue to use the local
Parochial Church Council (PCC)/or your ruling
body or committee which is already a legally
constituted body, or you can set yourself

up as an independent, legally constituted
community group.
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Key issues:

- You must be very clear about the degree of control you want to retain over your building.

This will include both the type of secular uses allowed and also the priority given to church
activities. While you may want to delegate overall management and responsibility for
maintenance and a proportion of the fundraising, you may also want to retain responsibility
over any future proposed physical changes to the building. Do you want to remain under the
Ecclesiastical Exemption rules or are you happy for part of the building to be closed and for
that part to come under secular planning jurisdiction (with the possibility of some overlap),
and possibly different taxation regimes?

- You need to be aware that different arrangements will have different implications:

o Listed churches can claim for the repayment of VAT through the Listed Places of Worship
Grant Scheme. Applications can only be made by the PCC/church body. As this will
amount to 20% of the cost of the building works including professional fees, it should not
be disregarded.

o As charities, whether registered or exempt, churches enjoy a mandatory exemption
from business rates. A community group, even if it is a charity, will not benefit from
this exemption. If the group is a registered or exempt charity, it should enjoy an 80%
reduction but will be obliged to apply for exemption from the other 20%. A commercial
operation such as a village shop will pay full business rates. This can present problems
for the church in ensuring that its portion of the full exemption continues to apply.

- There will need to be a written agreement whether it is a licence or leasing contract or

a Memorandum of Understanding between the PCC and community group formalising
their mutual responsibilities and use of the space. It will need to be carefully worded and
will require a faculty/permission. You are advised to seek legal advice from your diocese/
denominational authority.

- Whichever route you choose, it is important that the clergy and/or an appropriate number of

people who are there as representatives of the PCC (or ruling body or committee) are included
in the new organisation as a member of the management committee or ruling body of the
new organisation. The governing document (constitution) of the new organisation should
specify how many representatives of the church body must be included.
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The range of models looks like this:

Option 1 - continuing to use the Parochial Church Council/or
your ruling body or committee

The benefit of this option is that you are continuing to use the existing
PCC/ (or your governing body or committee) as your constituted bodly.
This is a perfectly good way of managing a project and it does cut
down on some paperwork.

It may be that in order to bring new people, ideas and energy on
board or because it is felt important to delegate the task - whether
managing the building project or managing the building into the future
that you decide to set up a sub-committee of the PCC. This should
include members of both the church/PCC and the community. It will,
though, be necessary to lay down some ground rules and set Terms of
Reference, outlining the levels of authority and responsibilities.

The functions and the level of responsibility of the sub-group will need
to be defined. For example, will the sub-committee be entitled to make
decisions, or should they merely make a recommendation to the main
PCC?

Your Terms of Reference document should set out the roles and
responsibility of the PCC and the sub-committee and how the
relationship between the two parties should operate. Funders will be
content to enter into a grant contract with a PCC or church committee,
but a Terms of Reference document will offer confidence that you have
a structure in place for managing the project in the future.

A PCC is a corporate body. This means that the Chair or another
authorised member can sign documents such as a licence or a
contract with builders on behalf of the PCC but it is the PCC as a whole
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that is responsible for honouring the licence agreement or paying the
builders. If your governing committee is not a corporate body, each
individual member will be personally liable for ensuring your church
complies with the licence agreement or for paying the builders. You
should check with your denomination’s authorities if you are unsure of
the legal status of your governing body.

Option 2 - establishing a separate Constituted Community
Group

This could be a charitable corporation or a form of co-operative (see
below). The benefit of this option is that the community group is an
independent group, which could go on to implement other community
projects in the village or neighbourhood in the future. Because it is a
separate organisation from the PCC, a funder will expect there to be
some written agreement between the community group and the PCC -
perhaps in the form of a formal partnership agreement - just to clarify
the relationship and responsibilities.

There would have to be a Memorandum of Understanding (MOU)/
formal contract between the PCC and the Group and in some cases

it might also be a three-way MOU and include the Diocese Board of
Finance (or the equivalent in other denominations.) The MOU would
set out the opportunities and expectations to be gained from each of
the two/three parties. It would also set out the delegated functions
e.g. overall management of the building and maintaining the building
fabric, the fundraising for a proportion of all repairs and maintenance
costs. And it would also have to set out how the use of the building
would be shared e.g. priority for church services and festivals,
weddings and funerals etc.
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Ecclesiastical Exemption would be retained in respect of future repair
projects and adaptations.

It would still be essential for someone from the PCC and/or members
of the church to be members of the new organisation. They should be,
if not in a majority, then present in sufficient numbers to carry weight
if any decision looks like going against church interests.

This option might be suitable for a project that it is envisaged will
be of short duration, but if you anticipate it carrying on into the
foreseeable future, then bear in mind there is bound to come a time
when personnel may have changed and people on both sides may
have lost sight of what originally bound the two groups together.

Option 3 - Lease to a Community Group by the PCC

This is an extension to Option 2 where the PCC retains ultimate
responsibility for the parish and the church building while the local
community, via a legally constituted communit