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Presenter
Presentation Notes
Hello,  My name is Nick Jenni, and I am based at Church House as a National Procurement Officer for the Church of England.
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Presentation Notes
When I first started the research for the materials for this workshop, I came across quotations from someone I had never heard of, quotations which intrigued me. They were statements made about fundraising – not the subject of this workshop - which turned on its head my ideas about fundraising which, using his words, I thought of as a “necessary but unpleasant activity”. 

He shows that it is – or can be – a form of ministry. The whole of the first part of this workshop is devoted to thinking about buildings as a tool for ministry, and how that affects everything else.

Henri Nouwen was born in Holland, and was a Roman Catholic priest. He spent much of his ministry in the USA and Canada. 

I thought I would share one of the quotes with you:

“To pray, I think, doesn’t mean to think about God in contrast to thinking about other things, or to spend time with God instead of spending time with other people. Rather, it means to think and live in the presence of God.”

With this in mind then, shall we pray?

O Holy Spirit within us, guide our thoughts today as we work together on building your church. Help us to keep You at the centre of our lives, of our work, of our communities, of our families, of our churches, and of our church buildings. Grant us grace and humility to manage together the projects we are involved with, and to do so with purpose, with steadfastness, with joy, with love and with a sense of humour. Amen.


�

http://www.churchbuildingprojects.co.uk/
http://www.parishresources.org.uk/
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This is the rough outline of today.


Church Building Projects: Purpose, Planning, Procurement

Partnerships

Steps on the way

Processes

What to expect from this workshop

It will help identify the steps to consider in planning and undertaking a church building project, the jobs which need to be
done, the responsibilities taken on and how to be a good client for the people who design and build the project.

Detailed information on funding is not part of the information, nor any help on the specific design, size or style of the project.
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What we are going to look at today are six aspects of a church building or capital project. We will not start at the beginning and finish at the end. 

Those six perspectives are what we need to hold onto throughout. Any suggestion on how  
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CHURCH BUILDING
PROJECTS

- Objectives

e Establishing the importance of community engagement
in defining the purpose and scope of your project

e Understanding the need to plan, organise and budget
to achieve good governance and sustainability after
opening

e Accepting that good communication with your
stakeholders is vital to a successful project.

e Recruiting, contracting and procuring the right team
members, professionals and contractors is key to your
success and in getting value for the funds you spend

e What are your objectives?
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So, this is what I think I have been tasked to talk about. 

As you can see it focusses on getting the scope right for future users and uses, the organisation of people to get there, the importance of communication, and the procurement approach.

As a table, would you like to spend 5 minutes considering your objective in attending this workshop? We will then spend a few minutes after that sharing those objectives and trying to ensure that we cover.

And at the end of course you can decide whether they have been met.
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Thank  you for that – and this is what people at previous workshops have said were there objectives as well, so as you can see – apart from fundraising – there are a number of concerns which we will attempt to cover today.
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This slide simply sets out the structure of the six main topics we’re going to cover in this first section, about principles.
 
There is a school of thought among some in the church that buildings are a distraction, that the church is the people and only the people, that so much effort and money directed towards a building - a mere thing - is misdirected effort.

Church is about a body of people, and in our climate a permanent gathering place is necessary.  Starting with the theology we are going to ask some key questions about our church building: 

CLICK                         Does it show commitment to the community? 
CLICK		Does it make and demonstrate contribution to the community? 
CLICK			Does it allow participation of the community in its various aspects? 
CLICK				Does it further our mission to share God's love? 
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But that also has implications: a church building is also the face of the church (this, by the way, is the Church by the Sea, in Tampa Bay, Florida), and this has implications for us who are guardians of one. Church buildings are a place to go, a known quantity but………

Does the building attract or repel?  In other words how does it look from the outside? Does it look open? Can I see where the entrance is? 
Does it welcome?  Are there signs? What is my experience when I come through the door? 
Does it fulfil people's needs?  What about if I can’t manage steps? How about If I am a different colour from everyone else? Or if I have a pushchair (or a wheelchair)? And what about If I am 12 years old? 

��



The Journey

* Preparing for change - teaching
* Impact on church’s ministry

* Preparing for the new

e Fundraising

www.parishresources.org.uk/buildingprojects

Handouts
1-5
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You have a booklet of handouts, with an index on the front, with page numbers. Whenever an image appears on the right of a slide it refers to a page in your handouts (or occasionally something for which there is a link).


Change is difficult, and so preparing people for it, engaging people in it, is an important component of the success of your project.

The first handout in your pack is a questionnaire -  which is one of a number of tools you could use and adapt as a group – and more widely with your PCC and congregation -  to think about your church building as it is today. 

It is available from the Parish Resources website and is a very helpful tool – among others – to frame a project to ensure that the building fits the needs of ministry. It is also nice and easy to do quite quickly 

So let’s have a go now, doing it for your church – spend a bit of time. If you are with colleagues from the same church, do it by yourself first, including the adding up at the end on page 5 and the spider’s web on page 4, and then compare it with what they scored. 


....and afterwards

Using the handout, score your chmhg:,t;a,pn 10 criteria
— after you have yourdesign »

O -
Church Builai,,g
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And later on, perhaps when you have an outline design, it is one way quickly to assess your building project. If you did the same appraisal again what effect would it have on those scores?


Purpose

. Aims?
Who needs it?
Do they want it?

Who's involved?

How does the planned work match the aims?
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The questionnaire we have just used was the first of three tools to engage people in your PCC, in your congregation, in the process you are beginning.  The next two demand a bit more time and are unsuitable for use in a workshop such as this, but ideal for use by groups in the early stages. 

People often fail to see the point of a building project. It is far easier, and far more profitable, to express the project in terms of its objectives. �
The questions about need seem to be repetitive, don’t they, but for all this time and effort is worthwhile only if the objectives and needs are well-founded, are not provided for elsewhere, form part of your agreed church mission - and can fit into the building’s other uses.

This is not a linear process. Ideas come in and alter its shape. People and circumstances change. On the handout illustrated Nigel Walter calls this pizzamat a ‘collaborative doodling tool to facilitate the church’s early-stage conversations’. But instead of a blank sheet of paper, which is rather intimidating, there are some questions round the edges to prompt people’s thinking, and probably to prompt some actions to go and find out the answers to those questions.�
This thinking will allow you to start populating your Statement of Significance and Statement of Need, essential documents both for your faculty application and for fundraising and grant applications.
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Presentation Notes
The exercise we did earlier (about the building) will help address the two questions on the left – and the “What on earth..” question at the top. But some other topics are touched on at the top and on the right, gently nudging the people doing the exercise – your congregation, your PCC, another group? - towards some questions which will need answers.

Before moving on to talk about the design brief, can I just ask……..

Just to get us all thinking, here is a 5 minute task for you – please would you write out for your project a response (not THE ANSWER, just a response) to the question on the right:

What does success look like?

(what its purpose is, what you are trying to achieve) in your church? 

Please try and say it in one sentence, or at least as briefly as possible.


Narrative: story of the building

e |s your church building just a museum or
work of art?

e |s you church building just a worship centre?

e Story is way people come to terms with
change

e Using church building audit to build narrative

Handouts
7-14
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Presentation Notes
A church building, particularly an old one, is often treated as a heritage attraction, or an art object. Others see the building as just a functional container for worship and mission. 

Nigel Walter and David Stancliffe (former Bishop of Salisbury) argue that neither view is sufficient: a church building – they say -  is first and foremost a statement of community narrative, and that community’s walk with God over the decades and centuries. 

Narrative is the way by which humanity comes to terms with change, and is the way  we explain how you are the same person you were 10 or 20 years ago despite all the changes undergone. A narrative approach has a strong theological grounding, but at the most basic level, narrative works – everyone loves a good story! And when that story is recorded and shared, it is amazing how much more engaged people become. 

The Church Buildings Audit handout is one way of starting the process of establishing this narrative. 



Religious Club ' Community Lige

3) How does the worshipping community express its paith
tnda\y?

‘Any person or body carrying out functions of care and conservation under this Measure

or under any other enactment or rule of law relating to churches shall have due regard to
the role of a church as a local centre of worship and mission.’ Care of Churches Measure
(1991)

1. How does the PCC understand its 'worship and mission?
2. What models of being the church do you resonate with?

The house of God

The house of the People of God
The gate of heaven

The Body of Christ

The People of God

A Temple of the Spirit

A sign of the Kingdom

Pilgrims on the Paschal Journey
Something else. ..

3. Has the PCC considered how their preferred model(s) of the church can be
proclaimed and expressed in its worship?

4. What should the church be proclaiming about its nature and mission by its liturgy and
the arrangement of furniture and fittings, with special regard to:

* Corporate worship and the Eucharist
+ Proclamation of and reflection on the Word of God?
* The relationship of the members of the community to one another?
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It is a set of three studies, most usefully done as a  group, that looks more explicitly at your church’s narrative: its past history in that place, where it stands at present, and what its possible future might be. 

The wider community in a place often has a much longer memory than the church has – this means that it is really important to engage with what the church has done in that place over the generations – both good and bad. An understanding of that history will help explain where you stand now in the present. By understanding those two aspects of our communal narrative we will be able to return the church to a more central role as the hub of the community. 

These are activities to do as a church group. It provides structure for discussions. But it also provides balance, giving space for those who think of the building as wholly devoted to worship, as well as those who see it as an historical artefact. 

It is a reconciling process. Or can be!





Starting the process for a design
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From all that work, you have discerned what you want to achieve. At this stage it is worth producing a first draft of a brief.

The basic part of a good brief should fit onto a single page, or two at the most. Bullet points are helpful. Even though it can be harder to produce a short document than a long one, it is worth doing, because it requires some hard choices.  
�Firstly, you are setting down the question that you are then asking your design team to answer – you are setting the (initial) view of why you want to do the project. 
�The second reason this is worth doing well is that it forces you as a church to think through what you are about, together, as a worshipping missional community, and a concise document is much more likely to be owned and developed by the whole church. 

A well-crafted and comprehensive brief helps in assessing whether the design will do the job. It can be used as a sort of questionnaire to test the design. 

Handout – top tips

Before you spend a little time as groups considering these two briefs, I have an ambition to provide an online version of this workshop and so, enlisting the help of Mark Harrison in his free time as ex-CEO of Kineo, the City & Guilds e-learning company – time which he is giving – we have done some filming together including a church of Leicester. So, before, we take a look at the handouts from St Mary’s and from St Nicholas & St Mary’s – and in particular the sections on “The need” - I thought I would share with you the brief and launch video prepared by St John’s Leicester after our visit there.




Purpose

Short sharp exercise to discuss the bullet points for a client brief =15
minutes



https://www.churchofengland.org/more/church-resources/churchcare
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MORE +

WE WANT TO HELP YOU

ADVICE AND GUIDANCE

Everything from chairs,
churchyards, new works
to conservation

REDUCE YOUR CARBON FOOTPRINT

Our environmental
campaign

MAKE CHANGES TO YOUR BUILDING

A step-by-step guide to
project planning

APPLY FOR A GRANT

We give grants for
conservation and
building repairs

SUPPORT OUR BUILDINGS

Donate to our building
funds or leave a gift in
your will
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Integrate church
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mission and ministry
planning


Presenter
Presentation Notes
In a later session called Steps on the Way, we will deal in a bit more detail with two documents: the Statement of Significance and the Statement of Need. These are formal statements which will definitely be required later on in the process. Who will want them? Probably your diocesan advisory committee (DAC) and, quite probably your grant giver if you apply for a grant. And anyway they are natural and essential parts of your brief. 

The best designs are generally not the result of when someone locks himself in a room and emerges with the brief.  A building is for all its users, present and future, and it is vital that they are an active and important part of producing the design brief. 

In this preparatory stage it is worth underlining from the outset to everyone involved one important fact: this fact is that each individual will not get 100% of what he or she wants from the project, and they should not measure its success this way. 

There are lots of resources available to you. There is a wealth of information on Churchcare. One of your first steps in considering a building project should be – once you have set out your purpose – to discuss it with your archdeacon,  and to  consult with your Diocesan Advisory Committee (DAC). Their contact details are on your diocesan website and you can find them on Churchcare as well.



Need to plan

Project route map

Planning means a project
management approach

The time it all takes

Grant application — need to reach
RIBA stage 2, other conditions

Various ways — GANTT chart

Handouts
16
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Earlier, I mentioned that this workshop is not intended to be a ‘beginning to end’ walk-though approach. But of course in real life you do. This handout is the Project Route Map - you can use it to develop your own route map from the beginning of the project. Alongside this and your business/mission plan, you can then start to apportion dates to each element of the project. 

To do this you can either work forward to an opening date or start with an opening date and work back. Check this out with a number of people to see if it is realistic and achievable. 

Later on we will see another route map, by the RIBA (Royal Institute of British Architects) stages. RIBA stage 2 is important as it means you have spent a little money (probably with an architect) to have arrived at a Concept Design, but not a lot of money on the detailed design.  So it is enough information, for instance, to be able to estimate a broad cost and to communicate a plan as part of a grant application, but it means you have not committed to spend a huge sum in fees before you have the funding in place. 

Case study: wasted fees.




Planning - Gantt chart

e List of tasks

* Who has to do them

* How long each task takes
e What has to happen first
e What resources you need

Henry Gantt
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The most common way of representing a plan is a Gantt chart. It is a very easy thing to understand - of course the more complicated a plan becomes, the more complicated the Gantt chart begins to look.

All it contains is a list of tasks or activities – What the various activities are, When each activity begins and ends, How long each activity is scheduled to last, Where activities overlap or depend on other activities, and by how much, The start and end date of the whole project.



Gantt chart — make a bird-table for sale

L SAMPLE GANTT CHART
Complefe
mmm) Testing
> In Development
] Milestone
Period
RN R E N A E R R D

Design birdhouse
Buy wood & nails

Buy paint
Build roof 4
Build base —ci

Nail together [
Paint & decorate | e
Sell I oy
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Here’s an example of a simple task (well, not simple for me – give me a hammer and nails and watch out!). 

Most major builds will take about 12-18 months of actual construction on site. But before all that, how many years will it take to fundraise? And besides the fundraising, how long will it take to plan? Develop timelines for the main areas and put them together into a Gannt chart:��*   Communications landmarks with your ‘stakeholders’
Fundraising landmarks
Land acquisition, site surveys, planning permissions, legal checks etc…
RIBA stages – see section on Construction Process
Actual build on site�
There are almost certainly two levels of planning. 
A top-level one to cover the important stages of planning, fundraising, spending money on high-level designs, getting faculties, detailed design, building and opening.
Then a detailed one to cover all the activities including the building itself. You may not have the skills within your church, so you may have to find a project manager.


@ = L TR 1.4-Gantt-template (3) [Compatibility Mode] - Excel ? E3 = = x

HOME INSERT PAGE LAYOUT FORMULAS DATA REVIEW VIEW Nicolas Jenni ~
o €= - -
D &b Arial 110 - 5 A = = = £~ E{’ Wrap Text General - D L_‘fj & Insert 2 %Y H
By - - £X Delete ~ -
Paste I . . = = = = 3= . = . o €0 .00 Conditional Formatas Cell e Sort & Find &
- ~ B I U — 2 A - - - = = Merge & Center % ’ o0 >0 Formatting ~ Table~ Styles ~ [®1] Format - 7 Filter~ Select~
Clipboard & Font [ Alignment [ Number [ Styles Cells Editing ~
AS50 - I v
A B Cc D E F G H | J K L M N @] P Q R S T U v w X Y Z A -
1 assumed 12 month build time MONTHS
2 TASK AREA BEFORE
3 START FINISH OPENING 48 47 46 45 44 43 42 M4 40 39 38 37 36 35 34 33 32 31 30 29 28 27 2
4
5 ESTABLISH VISION AND AIMS
6 Discuss with congregation 48 44
7 Survey community 40 38
8 Engage with local agencies 40 37
9 Visit other new builds 47 40
10 Develop a mission statement 35 33
11 Finalise aims of building 33 33
12 ESTABLISH STRUCTURES
13 Governance structures 32 28
14 Develop Terms of ref for Building Group/ Committee 33 30
15 Appoint chair and group 33 33
16 DEVELOP TIMELINES & BUDGETS
17 Develop this Gantt Chart 48 48
18 Develop a business/mission plan 32 30
19 Develop financial plan 30 30
20 APPOINT & MANAGE
21 Appoint 'agent' if applicable 30 30
22 Appoint architect & opther professionals 28 28
23 Appoint fundraising advisor 28 28
24 Appoint fundraiser 28 26
25 Communicate targets 30 0
26 FUNDRAISING
27 Enhance financial plan with fundraising details 28 26
28 Run capital appeal 24 24
29 Monthly pledge appeal 24 24
30 Run trust and corporate appeals 20 16
31 Communicate progress 28 0
32 DESIGN
33 Land acquistion assumed
34 Develop plans, elevations, etc... 28 20
25 Anres NS rnatinfe 2N 1R

http://www.parishresources.org.uk/wp-content/uploads/Gantt-Chart.xls
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There is lots of software available for producing presentable timelines, or alternatively you can use the simple Excel Gantt Chart download, which gives you a suggested way of structuring a project into tasks. 

Aside from assigning realistic times to the right tasks, the other essential is that you understand and account for the interconnectedness of the different elements.��Timelines are never set in stone – be prepared for them to flex and change! Be aware that as the project proceeds the implications of change on other tasks can become increasingly significant, and therefore costly, whether in terms of time and/or money. The point of a planning a timeline is, like a good boy scout, to ‘Be Prepared!’ 

There is also freeware available (https://sourceforge.net/directory/business-enterprise/scheduling/os:windows/ or https://sourceforge.net/directory/business-enterprise/scheduling/os:windows/os:mac/)
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Buy together Save together

View Basket

Microsoft Project 2016 £67.07 £10.00 £77.07 Remove Media 64 Bit v

* Media (DVD/CD) will need to be purchased to enable you to install your first product licence.
Further media purchases are not required for further licences of the same product.

Continue Shopping Go to Checkout

a. A a

PARISHBUYING

Buy together Save together

16 minute tutorial: https://www.youtube.com/watch?v=sPwURRG9 Gs
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Or if you would like use the Microsoft product, Microsoft Project 2016 software is available for your church at £77.07 from Parish Buying (it costs £390 on Amazon). A short video is available - it claims to teach you the essentials of the Project software in 16 minutes. Good luck!

I will also make the video available to you on Parish Resources.

We will also make available a link to www.tt-exchange.org. This has quite a demanding registration and eligibility process for churches to register as a charity and has a limited range of software (Microsoft, Adobe and others) at even lower prices. However, some moderate technical ability is needed for some of the hoops you have to jump through.


https://www.youtube.com/watch?v=sPwURRG9_Gs
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Resources
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Parish Buying energy basket for
electricity now 100% green

Card readers for contactless receipts
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Stationery, office and facilities
management products — free next-
day delivery

LED bulbs from LED Hut — free next-
day delivery
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Church supplies with discount code
Fire safety from Safelincs
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Presenter
Presentation Notes
This may be the right moment to draw your attention to the laptop over there, with an online form for you to fill in. It allows you to subscribe for a number of newsletters put out by the national church. And for joining Parish Buying.

Parish Buying is run by the church for the church – that’s worth bearing in mind if you get one of those brokers – Utilitywise (now in administration), CEPG, Green Energy Group, Exchange Utility and all the rest – offering you a deal. They will charge at between 4 and 10 times as much commission as Parish Buying does, never mind locking you in to a 3 or 4-year deal – and as you can see the energy basket for electricity is now 100% generated from UK renewables, mainly from solar panels.

All of the contracts featured have been negotiated with parish use in mind, and are excellent value.

			NEXT SLIDE




Purpose

Sharing

Short discussion on planning — have you experience at your church (or
elsewhere) — some tips or questions you would like to share?



CHURCH BUILDING
PROIJECTS

Partnerships

Community
Engagement

4 Local politics

Churches and
church bodies

Possible
partners

shop - intemet café



Presenter
Presentation Notes
In our next session we will focus on partnering with people and organisations.  Your brief set out some objectives, but now those aims you set out need to be tested more rigorously.

This is not to say that parishes do not already engage with the community in many ways but it is perhaps worth focussing on one statistic – in 1980 one third of infants were baptised into the Church of England; recent figures are around one eighth.

Our purpose today is to explore how using the mission of your parish church as a foundation for your building project can help to re-define the brief. As you engage the community, it may well be that the mission you thought you had gets modified, because of needs or priorities that you hadn’t thought of. 
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Presentation Notes
Many churches will wish to develop a building that engages more effectively with their local community. 

To do this effectively and in order to demonstrate to funders the needs of your community, you will need to do a variety of things at an early stage.  On Churchcare there is a section on producing a church development plan, which goes into greater detail about some steps to take.

Next slide


Sample Community Survey
'YOU WITH A COMMUNITY SURVEY

| | h d k b t Devise your own survey questions — but here’s an example to get started
| I | I I Include covering letter with contact persen’s details for initial del -ary one week before you go
O W u C O y O u O W a O u door to door. For each question please tick the answers you thi “slevant and then m

underline the most important.
j e
1. Elderly People

° & . :
What do you think elderly people would appreciate né’eé, . sard if you have one and a pencil
1. Regular day centre flg W),
[ ] 2. Interest group ( e.g. Scrabble, knitting, trir /t/7 I’/]

3. Lunch club . e
0,
4. Quiz afterncons . CI?SC,{— o m, v,
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1. Pregnancy advice X (’ )
2. Advice relating tos
3. Safe place for you
4. Advice relating
. Finance

Office for National Statistics

- national network of community-led

organisations

with Church of England parishes and social
deprivation information

Communities of interest :
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�
Here are some ideas: 

Use some of the freely available sources of information about your parish and area. There’s a handout about this.







http://www.neighbourhood.statistics.gov.uk/
http://www.locality.org.uk/
http://arcg.is/2jg2x8J
http://www.local-history.co.uk/
http://www.gov.uk/search-local-archives
http://www.nationalarchives.gov.uk/
http://www.visitengland.com/

W e
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e http://insight. oxfordshlre gov uk/cms/Jomt strateglc needs assessment

e https://www.buckscc.gov.uk/services/community/research/deprivation/

e https://info.westberks.gov.uk/research

e http://www.reading.gov.uk/newlocalplan

e https://www.cherwell.gov.uk/info/83/local-plans/376/adopted-cherwell-local-plan-2011-2031-
part-1
e https://www.oxford.gov.uk/info/20264/local plan/1311/local plan 2016-2036

e https://www. mllton keynes BOV. uk/plannlng and bqumg/pIan mk

-
H .t-wh; s

R ol S : - £ A TP e "?f- 1

e A AR ;’_ : ,_;-' s
http://www. parlshresources org. uk/wp content/uploads/FG 5-Template-Community-Audit-
Survey.docx
http://www.parishresources.org.uk/resources-for-treasurers/funding/funding-guides-capital-
~ fundraising/
https://www.planningportal.co.uk/info/200126/applications/70/community infrastructure levy
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Presentation Notes
As well as all the information you can find out online ask the congregation to carry out a door to door community survey (get a questionnaire template in Word format from the link in the slide, together with instruction sheet for canvassers). A survey like this will engage your church in the process of understanding what people need help with. 

Have a public meeting and leaflet the area to inform them of the event�
Bring together several local focus groups for an evening 

Run community events and get feedback�
From your current community activities survey those that come along.

Are there any schools in your area? What links, formal or informal, do you have with them? �
Arrange to meet and ask social services, schools, local health professionals, the Police, local Councillors and your MP

http://insight.oxfordshire.gov.uk/cms/joint-strategic-needs-assessment
https://www.buckscc.gov.uk/services/community/research/deprivation/
https://info.westberks.gov.uk/research
http://www.reading.gov.uk/newlocalplan
https://www.cherwell.gov.uk/info/83/local-plans/376/adopted-cherwell-local-plan-2011-2031-part-1
https://www.oxford.gov.uk/info/20264/local_plan/1311/local_plan_2016-2036
https://www.milton-keynes.gov.uk/planning-and-building/plan-mk
http://www.parishresources.org.uk/wp-content/uploads/FG-5-Template-Community-Audit-Survey.docx
http://www.parishresources.org.uk/resources-for-treasurers/funding/funding-guides-capital-fundraising/
https://www.planningportal.co.uk/info/200126/applications/70/community_infrastructure_levy

Purpose

Sharing

Open forum on your experience of finding out what the needs are in
your parish or area


Presenter
Presentation Notes
At this point I’d like to hand over to you – have you any experience you would like to share about gaining a good understanding of the needs in your area? Or do you have some questions which others may have an answer to?


People saying "Yes" to Young People Issues
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Once you have carried out the work, bring all this data together graphically and in a report and feedback to the church on your findings. Ask the question: ‘What sort of building do we need to serve our local community?‘ You will need to draw on this again in the future.


Stakeholder map:
Design your own
How will each group be
involved or informed
about the project?

Local
service providers

Local

shops/traders
Cafes, post offices

efc...

Local
companies

Sure Start or
similar

Decision makers

Influencers

Others

Counselling agencies
CAB, Debt etc...

//

Handouts

20 @
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Who are your stakeholders?

Your diocese, your deanery, your archdeacon, are all potential partners in the work you are engaged in. 

This is not just something for the vicar to make happen and to provide. Part of your stakeholder map will include key people and church bodies who may have a part to play - and some definitely will - in your project.

Having engaged the community, they become stakeholders too – but you need to distinguish between those who are interested, those who might be funders or influence funding, those who deliver the project and those who decide. Communities can take many forms including communities of interest (historical).

When you are seeking partners, it makes sense to know what neighbouring churches are doing, both within your team and deanery, and other denominations too.  This is particularly important urban areas and in rural ones. Can't afford a youth worker? How about sharing one with the parishes in the neighbourhood but providing the facilities? If each church has an 'area of expertise' how much more powerful that is than each thinking without reference to the others. 




Your church’s stakeholder map
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In your handout pack there is also a blank one of these, which you may want to use for your church. 

This is a key planning document – who to ask, who to approach for support, who to involve, who to keep up to date, who to seek advice from – over the life of your project.

Has anyone got any examples of unexpected stakeholders in the projects you are involved with?



Local Government & Politics

e Wider community (Big Society/Shared Society)
e Local councillors, MP, MEP

 Neighbourhood plan — Local Plan — Parish Plan
e Mission strategy fitted to local needs

e Pre-school childcare, food banks, debt counselling, youth
work, elderly

e Community Foundation
e http://www.citizensuk.org/ |



Presenter
Presentation Notes
‘Big Society’�David Cameron coined the term ‘Big Society’ some years ago, and it has come in for a good deal of mockery. Now we have Shared Society under the current government.  But either way it is a useful term because it helps Local Authorities to understand that churches can do a huge amount of the community work that they are tasked with but either lack the resources or the will to deliver. For Local Authorities, the phrase turns the church into ‘good news’. 

The key to working successfully with a Local Authority (LA)  is to know your patch – that is to have an intimate first hand knowledge of where the social needs are in your specific locality. Churches are often involved in running pre-school childcare, food banks, debt counselling, youth work etc, and the best programmes often develop out of an ongoing conversation with the LA.��You can divide these programmes into two types – firstly there are those that meet a specific Local Authority need, and secondly those that the Local Authority simply see as a ‘Good Thing’. In political terms, the second of these types is useful in that it gives the church a reputation, from which comes authority and a right to be listened to. The first type are strategic partnerships that often come later, and are built on the reputational capital developed from the second. And because they are explicitly delivering social benefit there may well be opportunities to access community funding. 

Such partnerships need to be entered into wisely, particularly in being clear about who has rights over what, but when they work well they can transform a church’s ministry and place it at the heart of its community.��Such partnerships will often impact on the shape of your building, so it’s important that it is tied into your overall mission strategy. The particular needs of your area will in part arise from local demographics; for example, in areas of significant population growth there is often a lack of pre-school childcare. But churches need to understand that demographics change; there is a difference between social needs that are immediate but short term, and those that are more enduring. One thing that Local Authorities are good at is looking at the statistics and forecasting future need; a good and ongoing working relationship with your LA will therefore give you the information you need to be more strategic in your ministry.��Who Should We Talk To?�The best place to start is often with your local Councillors, who if they are on board can give you access to officers at the right level; and since councillors are always in need of re-election they particularly like to be seen to be part of positive change in the community.

Other people to engage with are of course with your local MP, Mayor or other local political figures.. They are there to encourage local initiatives that serve the community more effectively. They may provide useful introductions, give a fundraising event credibility, write a supporting letter to a trust or support a local event. They won’t be able to give you planning approval but they may be able to smooth the way.��There may be grants available from your Local Authority for the seemingly more ‘secular’ aspects of the project, such as youth work, a community initiative or serving a needy group within your local area. Designing a building in such a way that different parts can be seen to serve different areas of community need can help in raising funds.

Prompt for contributions��
��

http://www.citizensuk.org/

Churches & Church Bodies

e Diocese, deanery
e Team, Benefice

e Local churches

e Churches Together
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It may make sense to collaborate – not every church can do childcare, not every church can make provision for the elderly, not every church can run a coffee shop, not every church can do youth work, offer a library service, be a post office, run a Foodbank, offer a debt counselling service, be a local store, be a concert venue – BUT each of these may thrive as collaborations with other churches.

And it is best to start creating these partnerships at the planning stage.


ossible Partners

e History of your church building
e Define desired outcomes

e Possible partners: childcare, café,
local services, community shop,
training providers

* Some principles: hospitality, key — Gwig |
people, clarity on terms, clarity on e,
agreement N R,
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e www.cinnamonnetwork.co.uk e e
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Handouts
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Back in mediaeval times, the church stood in the centre of its community, both physically, and in terms of its place in people’s minds. The Victorians then ejected the community activity from the churches, building church and village halls to accommodate those activities, in an attempt to make the church more ‘sacred’. 

The separation of church from community is now being renegotiated in all manner of different ways by church communities in different places. The handout on page 22 looks at some examples of such partnerships, and the benefits and challenges they present. 

Before considering any partnership, the key question to address is what business it is that you as a church are in. Only then will you be able to choose the right partner(s) to fit with your mission priorities – your purpose - which we looked at earlier. The question, therefore, is who you could partner with that would complement your vision, widen your mission and, perhaps, contribute to the costs of the project. 

The Cinnamon Network website is listed here, warmly recommended in an earlier workshop as an organisation which “aims to make it as easy as possible for local churches to transform their communities by reaching out and building life-giving relationships with those in greatest need”. Worth investigating.



http://www.cinnamonnetwork.co.uk/

Community Hub

 Market

e Mission

* Be alive to the consequences
e Layout and other space needs
e Other opportunities

e Define desired outcomes
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Some Principles in developing your church as a hub for your community.
�Hospitality – if you are going to have other users in your building, make sure you welcome them – you are in the business of godly hospitality, so it is important your welcome is not a grudging one.
�Key people – now without people, a building is dead, but if you are going to rent space to another party, it is important that there is a good fit between the individuals and the ethos of the church – for example, a sour face in a cafe will affect the life of your whole building. How you exert influence over that can be a difficult issue.
�Be clear whether you are wanting commercial rent for the facilities you provide, and/or a capital contribution to a building project, or whether you are offering your facility in some other way; one implication of money is that it sets up an expectation of ownership of whatever kind. You need to be clear about the financial basis of your relationship with any partner.
�‘Sovereignty’ – if the arrangement involves a lease agreement or licence then please take the trouble to set this up in a proper legal manner; it is much better to pay a modest legal fee at the outset than to have an open-ended legal bill for a process outside of your control if the relationship turns sour. It is hugely important to be able to reclaim the space you are leasing in case your own needs change as a church – you therefore need a formal legal agreement with a time limit on it. 


Some ideas

http://www.churchbuildingprojects.co.uk/ho
w-to/2-partnerships/2-4-cafes/

https://www.churchofengland.org/more/chur
ch-resources/ churchcare/advice-and-
guidance-church-buildings/sharing-your-

building Case studies from Churchcare

Café - St John Hackney Community space - St Peter

http://www.stpauloldford.com/vision/frequen

tly-asked-questions/

https://www.hereford.anglican.org/Crossingth

ethresholdtoolkit/

http://www.inspirednortheast.org.uk/useful-

information/

https://www.canterburydiocese.org/media/o

utlook/churchbuildings winter2013.pdf

Café - All Saints Northampton

Café, gift shop, florist and

children's play area - 5t James,

West Hampstead
Children's centre - Springfield

project, Birmingham

Community arts venue - 5t Mary

Ashford

Community room and IT centre -

5t Mary Stannington

Swainsthrope
GP surgery and community

complex - 5t Cuthbert Copnor

Meeting room and gallery space -
St Peter Notting Hill

Music venue - St Oswald Guiseley

Post office - 5t Mary Cloughton

Village shop - 5t Giles Langford

Visitor centre, arts and drama - 5t
Mary the Virgin Ashford
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Case studies are invaluable for getting ideas – and really useful ones help you to avoid mistakes too. 

The ChurchCare website has a wide range of examples of churches in rural and urban settings. Some particularly good ones, particularly for rural churches, can be found on the Hereford diocesan site as part of their excellent “Crossing the Threshold~ toolkit. There is a handout that Geoffrey Hunter and I wrote up on St George’s London’s new café, and links to other sources of ideas. 

http://www.churchbuildingprojects.co.uk/how-to/2-partnerships/2-4-cafes/
https://www.churchofengland.org/more/church-resources/churchcare/advice-and-guidance-church-buildings/sharing-your-building
http://www.stpauloldford.com/vision/frequently-asked-questions/
https://www.hereford.anglican.org/Crossingthethresholdtoolkit/
http://www.inspirednortheast.org.uk/useful-information/
https://www.canterburydiocese.org/media/outlook/churchbuildings_winter2013.pdf
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CHURCH BUILDING
PROJECTS
Purpose
Plannbng
Procurement

Building a
client team

Choosing an
architect

Building a
design team

N Find the right

builder

& Contracts
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In the next section we focus on people. How to organise them. How to choose them. How to relate to them. A few weeks ago we visited St Mary’s Chartham, who have just received the good news on funding from HLF for their project. Here’s how they saw their roles.
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Getting the right group of people on your church Building Group/Committee is crucial to the success of the project. Perhaps an ideal number is between 5 and 8 people. These are some of the possible roles that need to be filled during a building project: 

I would like to highlight three:
�Communications – this is a vital role to ensure that people on your ‘stakeholder map’ (see Downloads section) are kept in regular contact with the project, from local dignatories to church members, from the local media to local residents. This therefore needs to be someone who can write press releases, web blogs, speak at meetings, write materials to present to the church family, etc.
Community – a person who develops the ‘stakeholder map’, organises community surveys, keeps an ear to the ground with regards planning permission objections, develops links to a residents association where applicable, etc.�Prayer and mission - to keep a prayerful focus on the mission of the church is not always easy during all stages of such a project, but it helps if someone takes on this role within the group. Importantly, too, it makes the project answerable to the mission of the church. Sometime, projects gain a life of  their own, with an architect perhaps fulfilling a dream to leave their mark on the world.��It is helpful to write down what is involved in each role, and the time expected to take for each person. That ‘role description’ will help clarify what the expectations are and avoid confusion. Encourage people to see their time on the group as a commitment of at least 3 years, so you get some continuity. Generally it is better not to have the incumbent – and this is an opinion with which you may not agree - on this group but to copy them in to the minutes – after all, they have all the normal activity of the church to run through the life of the project. Ensure people in the church know who is on your Building Group and give them a profile, so that members of the congregation know who to talk to about issues relating to the project. 

And now, a word about these roles. Some churches may just be too small – and the project too small – for such a large group. They are roles, not people, so sometimes one person may have to take on two or three roles. But it is important that a building project does not suck all the life out of your church’s year-long role.



Other essential roles

JHealth & Safety
dPoint of contact for professionals, builders etc
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There is a Health & Safety role – not just for the building site, although that’s important, but also a broader role in the design. Finally, to ensure that communications don’t get confused, there is a need for there to be a single point of contact between the church and the professionals retained for the task.

Here’s a short word from John Cleese about meetings and how to manage them   	click


Group share

Share

How to find the volunteers

Worth a try: https://do-it.org/
https://ocva.org.uk/volunteer-centre-oxfordshire/
https://volunteering.oxfordshire.gov.uk/cms/
https://www.cherwell.gov.uk/info/118/communities/295/v
oluntary-and-community-organisations/2
http://rva.org.uk/volunteering/
https://communityactionmk.org/volunteering/

But best of all: Community engagement and networking


Presenter
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I haven’t got the answer – but do you feel you have a problem? Which areas do you think you may lack a team member (go back to the Route for the Journey handout).  What ways can you see to overcome this, or have you already?

https://do-it.org/
https://ocva.org.uk/volunteer-centre-oxfordshire/
https://volunteering.oxfordshire.gov.uk/cms/
https://www.cherwell.gov.uk/info/118/communities/295/voluntary-and-community-organisations/2
http://rva.org.uk/volunteering/
https://communityactionmk.org/volunteering/
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Let's talk about procurement. It may seem a funny time to talk about procurement, when this section is about choosing an architect, but 'procurement' covers procuring services (note - not buying) as well.

One point not addressed in the handout is: are you obliged to employ your reporting architect for quinquennial inspections to be the architect for the project? My personal view is that they should certainly feature in the short-list. Your DAC may well have a view, but all the questions set out in the handout should be considered in making a decision.

It is worth pointing out that some formality in procurement is just as important (perhaps even more important) when services are provided free of charge, because it sets people's expectations - as to what is needed, and what is expected).

And of course it is needed for building work or other goods and services. 

These handouts are on pp 26 and 28.
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A handout explains what the role is of each member of the design team. Not all will apply for every project, and sometimes one person will play 3 or 4 roles.
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When you have got the design team in place, one of their tasks is to short list and identify the right builder for your project. You will find a helpful handout on this on page 34.

There is mention here of reference sites. By that I mean  sites where (in this case) the contractor has done similar work to your project. This is invaluable for getting a clear picture of what the contractor can do, but of course visiting other churches who have carried out projects – similar or not – is a valuable help at lots of the stages in your project. Talk to you DAC or buildings adviser.
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So, now we have looked at some important principles, ways to develop partnerships, choosing and organising people.

In this next section we concentrate on processes – some of the hoops we have to jump through .
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We have perhaps not been used to the idea of a church needing a strategic plan but for a project involving a major building development it is essential. A strategic plan is not just about finances, though it very much includes that. A strategic plan should also cover the vision, aims and mission strategy for the project as a whole. And actually, a church needs one anyway.��A robust, well thought through, strategic plan is an essential tool to put together at an early stage of your project. It will help you as a church through the process of deciding why you want a building development, what that will look like and how it will be run. You will also need this in order to attract both internal funding (from the church congregation) and external funding (from trusts, grant bodies, Councils and other donors and funders). 


Governance

e Risk Management

e Where are all the documents
everything kept?

* Think about your structure — are
trustees (PCC members) protected?

* Will you be having new staff on the
premises when the build’s complete?

e Are you going to be trading?
e How about VAT?

Free tools for organising and
sharing online:

Meetings
e www.doodle.com

Documents

e www.dropbox.com

e www.google.co.uk/docs/
e https://wetransfer.com/
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Will there be a trading element to what you will be doing? A coffee shop, bookshop, rent of rooms, sports facilities etc… If so, you need to consider whether this can be done within your existing charity or you may well be best placed to set up a separate charity to run this.  Again you may wish to set up a Charitable Company (limited by guarantee) or a CIC. You should seek advice on this.

There is a handout about risk management later.

What are your lines of management going to be with possibly increased staffing requirements? Will the current structure suffice? Paid or volunteers? Paid by the PCC or someone else? Map out a new reporting structure and discuss this with current employees and volunteers, and the church leadership. Consider safeguarding issues.

With regard to trustees’ liability (PCC members), this is a matter which should be covered in your insurance policy> Of the Parish Buying listed insurers: with Trinitas this is automatic, with Ecclesiastical it is available upon request (see p47 ParishGuard policy document), and with Ecclesiastical’s new policy called Parish Plus it is automatic.

Your insurer must be notified about the project.

Why are the websites up there in the box on the right? Obviously they are most useful when all or most of the team use computers or have access to them. But consider: only one person has the bid document, or the plan on their computer, and the computer breaks. What then? The architect’s drawings are huge computer files and you can’t email them. What then?





Acquiring Land

e Location

* Planning Permission
e Valuation

e Ownership


Presenter
Presentation Notes
If a PCC is acquiring land it will need to be held in trust by the diocese (or another trust body – 2015 Ecclesiastical Property Measure). There is a whole body of knowledge here, which I do not have, and do not propose to go into here. I am not going to dwell on land purchase, except to say if you are contemplating it, consult your DAC Secretary.


The groundwork: Surveys, Desigh &
Construction

Luke 14, 28-30

28 “If you wanted to build a building, you would first sit down and decide
how much it would cost. You must see if you have enough money to finish
the job. 29 If you don’t do that, you might begin the work, but you would not
be able to finish. And if you could not finish it, everyone would laugh at you.
30 They would say, ‘This man began to build, but he was not able to finish.
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The foundations of a building are fourfold: the purpose, the design, the planning and the funding.  

In Christ’s message to the crowds about the cost of discipleship, we get a striking image. It should not be misread though. I don’t think it is to hijack His teaching to say that Christ more than once used short stories to emphasise that sensible preparations and adequate planning, alongside persistence and hard work, are keys to the kingdom.
 



Surveys, Design & Construction

* Check who owns what

e Are buildings™ listed?

e Consecration lines

* |sthe church in a conservation area ?

e Are there any scheduled ancient monuments ?

e Are there any individual tree preservation orders ?

e Measured surveys; ground investigation; unmarked burials; archaeology;
e Contamination (including asbestos)

e Bat survey

e Available capacity of utilities (drains, gas, electricity)
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This is about avoiding pitfalls – Robert Bowles (Southwark DAC) wrote to me:  These surveys are separate from design and from construction.  They may not all be needed in all cases, but a lot of problems and major cost overruns that I have witnessed and helped unravel can be traced back to inadequate or missing surveys!. And I am grateful to Revd Adam Carlill for adding a check on Consecration lines.

The asterisk against buildings is to remind me to say that listing can include monuments, even walls and railings.


Surveys,
esign &

onstruction

THE CHURCH
/ OF ENGLAND

Home | Sign In | Register | Church Search | Site Map

Church Heritage Record

| Home | Applications | Churches | Contact | Help |

Welcome to the Church Heritage Record

The Church Heritage Record contains over 16,000 entries on church buildings in England covering a wide
variety of topics including architectural history, archaeclogy, art history and the surrounding natural
environment. It is continuously being updated and should not be regarded as complete - find out more.

Search for your church by name and click on the red symbol in the map to access its record. Or find groups of

buildings by clicking "Find a set of Churches". You may also be interested in this map of renewable energy use
in our churches.

Church name: @ [ Saxlingham Nethergate: St Mary the Vin ]

Church code: @ [ ]

OR: Find & set of churches

[ Placename, postcode or grid ref ] Search

[0 Show Church in Wales Churches

%% I. \ B
8 i ]
= <
L S
BT —

Ta soom inta an ares hold the SHIFT key dakn then click and drag 2 rectangle.

W

Site Map | Privacy | T&C | @ 2014 - 2017 Archbishops® Council | Web site by exeGesIS SDM | Rev. 2.2.6337.16670

| () @ | https://facultyonline.churchofengland.org/FAS/Form8/FormB.aspxTid=933%Ap

908 e||c95£an:b |ﬁ’|g ; f

B

An area to upload documents produced e.g. survey/excavation reports @ Edit

Please upload heritage-type documents that were produced as part of the Faculty. This could include:

+ Heritage statements
# Archaeological reports

» Conservation reports of buildings or objects
* Plans & photographs

The information you upload will be stored in the Church Heritage Record
Document Title: Please write the full title of the report.

Year/Date: Year only
Originator: Please write the name of the Author (full name; First, Initial, Surname), Organisation, Archaeological Unit, Architectural Firm,
etc.

Copyright: Who owns the copyright to this document? If you are uncertain, write the name of the report's auther(s)/organisation.
Description: Summarise the report’s content and conclusions.

Document: Click browse to upload the file.

T ey
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And you can check on the Church Heritage Record, nowadays, and on the right you can see how it gets on there.

When your faculty is approved and the work is done, part of the completion process is to upload surveys carried out, so that for the next project, and for ongoing management of the building, the information is easily to hand for people to consult and use.
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RIBA (Royal Institute of British Architects) have produced a widely recognised definition of stages in a project, which it is helpful to use, and is sometime used for contractual purposes. HLF and other grant-making bodies require that applications reach RIBA stage 2 as part of a formal review of a grant application.

Most building projects go through the same basic stages. It is really helpful if both the leadership and the rest of your church understands how these different stages fit together – with this basic structure in mind you can get to grips with the process and the typical timescales involved. No-one will test you on this, but it is helpful in monitoring progress with the professional team.��The diagram above is based on the RIBA Plan of Work as revised in 2013; confusingly you may still encounter the previous system of letters. These RIBA stages are a subset of steps F-H of our Project Route Map. Please note that timings for different project types will vary – some will be shorter, some longer. 


Procurement — the stages e

e Scoping

e Supplier selection

e Shortlisting &
research

e Supplier selection
* Pricing and terms
e Contracting
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Presenter
Presentation Notes
The phases of procurement are defined in the four main headings which lead up to the decision and contracting, and there are different forms of contract to formalise the agreement reached. There are two handouts which you may find useful on pages 26 and 42. 

It all starts with scoping – for the architects there are two aspects to the scope: one for the role you want them to play as part of your team and one for the characteristics of the building you want designed. For a paperclip it is about size, colour and strength. For a volunteer it is the job they do.  including the ways they relate to other people, and the qualities they have.

The contracts handout (page 42) is not meant to make you a contracts expert, but does give you some explanations on the most common contracts for professionals and for builders.


EXERCISE:  Procuring a project manager?


Communication —the message

e Stakeholder map is key
e At least 12 different ways to communicate
e Say it lots of times in lots of different way

e Poor communication = loss of momentum,
enthusiasm

o Focjy,

d "Eﬁwor/gg
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Presentation Notes
Having established your stakeholder map you then need to ensure that each group of people on the map get the right amount of timely information about the project. The information that is relevant to them. 

As we have seen a key role on your Building Group is to oversee communications both internally, within your church family, and externally to the various stakeholders.

Add the key moments of communication needed to the Gantt chart, identifying the messages and the audiences for each.

Note that funders are key stakeholders who need to be updated on project progress and particularly project changes.

Remember the old adage – “say it five times in five different ways – and people might remember it”! Develop different ways of communication. A handout suggests some ideas for putting together a communications plan.


Purpose

Sharing

Short discussion on communication — have you experience at your
church (or elsewhere) — some tips or questions you would like to
share?



Focus on the end
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Presentation Notes
Quite apart from your own views, grant-givers are keen to establish that projects are well-founded and sustainable. It is therefore important to establish some key plans early on for how you will be organised when the building is complete. 

And of course, the opening is a key stage in your plan. A handout entitled ‘Brave New World’ covers this part of your planning.

Phasing your project so that there are several “ends” and therefore several reasons to celebrate helps to sustain momentum, to keep morale up, and to focus on the next objective.




Managing your building

Asset management plan, including budget
Regular Maintenance

Quinquennial inspection

Capital repairs

EXAMPLE ASSET MANAGEMENT PLAN (AMP)

By combining real tasks and costs ot Regular Maintenance with projected tasks and costs ot Capital Repairs, Improvements &
New Works, the AMP produces annual and long term budgets for the building, enabling hoth preventative maintenance and saving

for larae canital item

KNOWN [COST pef ANNUAL [Year Intervals | COST over

CYCLE _|CYCLE _|COST 2 [ 5 [10] 15] 20 | 25 [ 30 [otherl 30 YEARS
REGULAR MAINTENANCE
Clean Gutters and Downpies 3 months 200 800 24,000
Clean Gullies and drains 3 months 50 200 6,000
Boiler Service annual 200 200 6,000
Ventilation Service annual 200 200 6,000
Portable Electric Appliances Test annual 125 125 3,750
Vermin and Rodent Control 3 months 70 280 8,400
Cleaning window glass 2 yr 500 250] * 7,500
Lightning Conductor Test 2 yr 100 50 * 1,500
Fire Extinguisher Test/replacement  |annual 150 150 4,500
Electrical Installation Test 5yr 3,000 600 * * * * 18,000
Painting Exterior metal/wood 5vr 5,000 1,000 = = * = 30,000
Churchyard Grass-mower service, fuelannual 300 300 9,000
Churchyard Landscape/Trees annual 500 500 15,000
Churchyard walls pointing & clear ivy |5 yr 1,000 200 . s - * 6,000
Repointing Various Areas 2 yr 3,000 1,500] * 45,000
Total 6,355 190,650
CAPITAL REPAIRS When work will be required
Churchyard Paths 10 yr 5,000 500 £ - = 15,000
Felt roofs to boiler roof and organ loft|20 yr 10,000 666 R 20,000
Repair/replace window feramenta as & wher 3,000 300 R 9,000
North Aisle Mullions 100+ yr 25,000 834 * 25,000
Pinnacles to tower 100+ yr 60,000 2,000 60,000
High Level Internal Cleaning 10 yr 3,000 300 = * * 9,000
Lead Roofs patch repair 10 yr 3,000 300 ed 9,000
Lead roof replace (100 years old) 150 yr 150,000 3,000 50 90,000
Electric Lighting upgrade 25 yr 25,000 833 - 25,000
Electric Power upgrade 25yr 15,000 500 * 15,000
Heating & Boiler upgrade 25 yr 35,000 1,166 * 35,000
Kitchen & Toilets upgrade 15 yr 12,000 800 * 24,000
Ventilation System Replace 20 yr 18,000 600 18,000
Total 11,799 354,000
TMPROVEMENTS & NEW WORKS Project Target Completion H an d outs
Fire Alarm & Emergency lights install |one off 18,000 3,600 =
Re-ordering, new rooms & office one off 130,000 13,000 *
New Mower one off 500 100 * 5 1
Total 16,700
‘AMP annual total (£) to be raised: 1 34,85‘H

http://www.parishresources.org.uk/wp-content/uploads/Asset-Management-Plan.xls


Presenter
Presentation Notes
It is not uncommon for not enough thought given to the operation and maintenance of buildings. Whether you have a building project or not, you should have an asset management plan which simply lists out all the maintenance tasks, their frequency, and an estimated cost. This makes it easy to manage, and easy to communicate the costs needed every year for the PCC to budget.

When you incorporate the asset management plan for your new building or installation, it also helps to demonstrate the viability of the project.

A template for this can be downloaded. 




EXAMPLE ASSET MANAGEMENT PLAN (AMP)

By combining real tasks and costs of Regular Maintenance with projected tasks and costs ot Capital Repairs, Improvements &
New Works, the AMP produces annual and long term budgets for the building, enabling both preventative maintenance and saving

for larae canital items

KNOWN |COST perfANNUAL |Year Intervals COST over

CYCLE |CYCLE |COST 2 | 5 ]10]15] 20] 25 ] 30 [othei 30 YEARS
REGULAR MAINTENANCE
Clean Gutters and Downpies 3 months 200 800 24,000
Clean Gullies and drains 3 months 50 200 6,000
Boiler Service annual 200 200 6,000
Ventilation Service annual 200 200 6,000
Portable Electric Appliances Test annual 125 125 3,750
Vermin and Rodent Control 3 months 70 280 8,400
Cleaning window glass 2 yr 500 250 * 7,500
Lightning Conductor Test 2 yr 100 50| * 1,500
Fire Extinguisher Test/replacement |annual 150 150 4,500
Electrical Installation Test 5yr 3,000 600 * * . 18,000
Painting Exterior metal/wood 5yr 5,000 1,000 * * * 30,000
Churchyard Grass-mower service, fue|annual 300 300 9,000
Churchyard Landscape/Trees annual 500 500 15,000
Churchyard walls pointing & clear ivy |5 yr 1,000 200 i i a i o 6,000
Repointing Various Areas 2 yr 3,000 1,500 * 45,000
Total 6,355 190,650
CAPITAL REPAIRS When work will be required
Churchyard Paths 10 yr 5,000 500 w a o 15,000
Felt roofs to hoiler roof and organ loft| 20 yr 10,000 666 * 20,000
Repair/replace window feramenta as & when 3,000 300 w o 9,000
North Aisle Mullions 100+ yr 25,000 834 * 25,000
Pinnacles to tower 100+ yr 60,000 2,000 o 60,000
High Level Internal Cleaning 10 yr 3,000 300 * . * 9,000
Lead Roofs patch repair 10 yr 3,000 300 w o 9,000
Lead roof replace (100 years old) 150 yr 150,000 3,000 50 90,000
Electric Lighting upgrade 25 yr 25,000 833 * 25,000
Electric Power upgrade 25yr 15,000 500 = 15,000
Heating & Boiler upgrade 25 yr 35,000 1,166 * 35,000
Kitchen & Toilets upgrade 15 yr 12,000 800 = 24,000
Ventilation System Replace 20 yr 18,000 600 * 18,000
Total 11,799 354,000
IMPROVEMENTS & NEW WORKS Project Target Completion
Fire Alarm & Emergency lights install |one off 18,000 3,600 i
Re-ordering, new rooms & office one off 130,000 13,000 *
New Mower one off 500 100 i
Total 16,700
|AMP annual total (£) to be raised: m
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Presentation Notes
Usually, by now, everyone is punch-drunk but today I would like to try a little experiment, but one service you may want to consider, if you feel maintenance planning might need a little more focus in your church, is a new service called Maintenance Booker. If you try it, I would really be grateful for your feedback! Click 
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Presenter
Presentation Notes
This section  deals with some of the key steps underpinning the project.


Statement of Significance

e Applies to listed churches and churches
within conservation area — check with
your DAC. Useful in all cases.

e History, evolution and description of
the building, and place in the
community
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Presentation Notes
We talked earlier about how stories are how people come to terms with changes. The Statement of Significance is a formal way of setting out part of that story. It is part of the Faculty process; it is required by grant-givers.


https:// www.churchofengland.org/more/church-resources/ churchcare/advice-and-
guidance-church-buildings/statements-significance-and-needs

@ THE CHURCH SEARCH THIS SITE Q
L/ OF ENGLAND
A CHRISTIAN PRESENCE IN EVERY COMMUNITY OUR FAITH LIFE EVENTS  FAITH IN ACTION PRAYER AND WORSHIP  ABOUT  MORE +

HOME < MORE < CHURCH RESOURCES < CHURCHCARE < ADVICE AND GUIDAMCE FOR CHURCH BUILDINGS

Statements of significance and needs

Church resources

ChurchCare WHAT IS A STATEMENT OF WHAT IS A STATEMENT OF NEEDS?
Advice and SIGNIFICANCE? MAJOR PROJECTS
guidance for I
church buildings MAJOR CHURCHES WHY ARE STATEMENTS OF

Cathedral Fabric SIGNIFICANCE AND NEEDS
Commission

IMPORTANT?

Church Buildings
Cound
ChurchCare
campaigns If your church is listed, then you need to write a statement of significance and needs to
ChurchCare events apply for faculty.

ChurchCare news

) We can help you focus on what's important.
Conservation

commitiees

Ei?ﬁi;?iqd Download our guidance
Church Buildings

naking changes Statement of significance and Statement of significance and
to your building

and churchvard needs needs for major projects
Statement of significance and Statement of significance and
Our . .
comzeration needs template needs for major projects template

grants



Presenter
Presentation Notes
There is good advice on preparing the statement of significance, and statement of need too, on Churchcare’s website.


https://www.churchofengland.org/more/church-resources/churchcare/advice-and-guidance-church-buildings/statements-significance-and-needs
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Presenter
Presentation Notes
The statement of needs is needed for a faculty for all listed buildings, but it is a useful document for any church proposing building work, and grant-giver and donors will welcome them and sometimes require them. A further two handouts provide some guidance.

https://www.churchofengland.org/more/church-resources/churchcare/advice-and-guidance-church-buildings/statements-significance-and-needs
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Presentation Notes
This isn’t a section to scare you. This is about trying to identify the things that might go wrong, and taking sensible steps to reduce the chances of their happening. It is not about eliminating risk: who, after all, really wants to wear a belt and braces? 

Consider whether you give one person the role of devil’s advocate (constructively!) to try and identify weaknesses and find ways to overcoming them.

There is a handout available on risk management.

Governance
If you try and muddle along without accepting that you have to make some special roles and responsibilities clear, and be careful in choosing the right people for your team, you run the risk of suffering some major impacts on your church.
Strategic Fit
Here we’re talking about the strategic fit of your building project – does it respond to the mission purpose? Is the mission purpose well defined?
Key person risk
Try and ensure that key people share what they are doing with at least one other person, that documents they are writing are available to others, and that their roles are clearly defined.
Fundraising and income generation
There are some obvious and less obvious risks in this section – matching fundraising to the scope of the building project – and the reverse – is the most obvious one, but also its effect on operating income.
Legal and contractual
Careful scoping, shortlisting, supplier selection and clarity of contract are all components in mitigating this risk
Programme/timings
Are there some dependencies which might trip you up? A building project has lots of operations where one cannot start until a previous one is complete. Or a tenancy cannot start until the building is open.
Commercial risks (inflation, procurement)
Will costs vary against the estimate and what you fund-raised? Are your suppliers in good financial health? 
Financial issues (e.g. VAT, contingency)
Try and avoid surprises but plan for some!
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Presenter
Presentation Notes
We cannot deal with these subjects today, but there are handouts available to cover these three important topics. 

In all cases environmental questions will arise – there is excellent guidance on this available on Churchcare (http://www.churchcare.co.uk/shrinking-the-footprint) and on the Diocese of London’s website (
http://www.london.anglican.org/kb/sustainable-building/).
Two other topics which may be relevant are acoustics and the use of multi-media services.
 

https://www.churchofengland.org/environment
http://www.london.anglican.org/kb/sustainable-building/
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Presenter
Presentation Notes
We talked about ‘surveys’ earlier when discussing Processes
Faculties for churches, which includes Listed building consent where appropriate
Planning permission for some exterior changes, and for other parish buildings
Building regulations/conservation area
Environmental health
Consult amenity societies

You may find useful this schematic representation of the faculty and planning processes, which has been reviewed by my colleagues in Churchcare.

There is good guidance on this area on Churchcare (see http://www.churchcare.co.uk/churches/guidance-advice/making-changes-to-your-building/permissions/secular-statutory-controls). Your DAC is there to help you.
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And now to finance
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Presenter
Presentation Notes
A few years before his death in 1996, Henri Nouwen wrote a booklet entitled The Spirituality of Fundraising. This is a warm and wise piece of writing, and is an excellent place to start when thinking about the tricky issues around asking people to support ministry of the church. The booklet is both readable and short, and is available in paperback or as an ebook. 

The key idea is that fundraising is not one-way traffic. Fund-raising is, first and foremost, a form of ministry. 

Nouwen writes: “Fund-raising is precisely the opposite of begging. When we seek to raise funds we are not saying, “Please, could you help us out because lately it’s been hard.” Rather, we are declaring, “We have a vision that is amazing and exciting. We are inviting you to invest yourself through the resources that God has given you— your energy, your prayers, and your money—in this work to which God has called us.”

Sue Mosteller knew Henri Nouwen, and in this brief, rather grainy, clip said this in 2009



How to Raise the Money . ..ceon

OW to Ry;
A FRIENDS’ SCHEM' Raise the Mone s
FOR A PARISH CHU ~ “enp, y =

By Susan Rennison revt:
Reproduced from a version develops

Contents

. Introduction

. Formation of a ‘Friends’ Scheme’
. Terms of Reference
Membership

. Services to Members

. Services by the Friends

. Types of Schemes

S e schene -

* Internal: Capital Appeal, Congregational Pledges, Sponsored e\/ents,onlme

e External: Grants, Trusts & Foundations, Commercial Giving, $106 Money, National @
Lottery,

* Borrowing: Internal, community, Diocese, stakeholders, commercial -

 Forward plan to avoid surprises (e.g. joint project with Methodlstsmeans no HLF)

* http://www.parishresources.org.uk/resources-for-treasurers/funding:

* http://www.parishresources.org.uk/friends-schemes/

e http://www.parishresources.org.uk/legacies/

(=Y R T RSO A

Handouts
83-87


Presenter
Presentation Notes
And fundraising is ministry in this case – in our case – if we keep clearly in our minds that we are not raising funds for the building, but the uses to which we are going to put the building. To our mission purposes.

Raising funding for your project is not the subject of the material I have prepared for today’s workshop, but there is a handout on the subject which, in particular, draws your attention to the advice available on the Parish Resources website, relating to fundraising, sources of grants, and adopting a legacies policy.

You can see the Parish Resources links here. 

On the question of borrowing, only in the very rarest of cases will borrowing from a third party on commercial terms be a good solution, and so this section is included for completeness only. Of course borrowing from ‘family’ (diocese, congregation and grant givers) is a perfectly normal means to manage capital projects.

http://www.parishresources.org.uk/resources-for-treasurers/funding
http://www.parishresources.org.uk/friends-schemes/
http://www.parishresources.org.uk/legacies/

How to Raise the Money

Actions J A S 0 N D J
1. Planning Phase

2. Private Phase

3. Public Phase

4. Consolidation Phase

Indicative Campaign Timeline (Excerpt)

Campaign Plan

Internal Preperation
PCC Meetings
Business Plan

e Attend ‘Planning a Successful Capital’Campaign’

WorkShOp Campaign Management
Campaign Budget

e This template available as a downloead:: ¢ cicpmen:

Chair Recruitment

Campaign Volunteer Recruitment

Chair Recruitment for Sub Committees

Team Meetings

Identifying networks & contacts

Grant Makers |dentification

Individual donor Identification

Internal Communications Plan

Campaign Materials Preperation

Private Phase Information & Events Preperation
Donor Acknowledgement & Stewardship Planning
Campaign Volunteer Ask Training

http://www.parishresources.org.uk/resources-for-treasurers/funding/funding-guides-
capital-fundraising/
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Presentation Notes
And fundraising needs planning too: there is a template you can download which just focusses on the planning of fundraising activities. This is provided from the Planning and Managing a Successful Campaign workshop run by my colleague Eleanor Stead, who is currently on maternity leave . You can find a good summary of the workshop topics, complete with videos, on the link on this slide. 

Meanwhile though, here’s Eleanor talking about the 6 main points in a fundraising exercise.

http://www.parishresources.org.uk/resources-for-treasurers/funding/funding-guides-capital-fundraising/

Introduction GB Capital Grant Funding

Funding &
Grant Making Trusts

An Introduction

Eleanor Stead

National Legacy & Funding Officer
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Legacies

Major
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GB Capital Grant Funding

Congregation
and Community

Grants


Presenter
Presentation Notes
Important that you have a mix of funding sources
Grants on average make up around 30 – 35% of total funding of a project 
Not always, but Grants will not be the magic bullet many people hope they’ll be
Congregation and Community are often the largest funder of a church project



Fundraising @ Capital Grant Funding

Top Funders

* National Lottery Heritage Fund

* All Churches Trust

* National Churches Trust

* Garfield Weston Foundation

* The Landfill Communities Fund

* Listed Places of Worship Grants Scheme (VAT)


Presenter
Presentation Notes
Recommend looking at these top church funders first – they fund a huge number of church projects each year. 




Fundraising @ Capital Grant Funding

National Lottery Heritage Fund

lottery fund
LOTTERY FUNDED

New Strategic Funding Framework

e Grants for Heritage: 3 Funding Streams
« £3,000 - £10,000, £10,000 - £250,000 (Initial Enquiry)
e Over £250,000 (Expression of Interest)


Presenter
Presentation Notes
The National Lottery Heritage Fund
The Strategic Funding Framework 2019-2024 for the Heritage Fund (formerly the HLF) is published. The funding framework introduces changes to the funding programmes and is intended to increase access to lottery funding – making it easier for applicants and giving priority to areas of the country where heritage grants have not had a high take-up.
 
There are now three funding streams. £3,000 to £10,000; £10,000 to £250,000 and applications over £250,000. Applications over £5m will be considered once in 2020 and another round in 2021. Decisions for grants up to £250,000 will be made locally. Those over £250,000 will go to one of three regional panels in England (Scotland, Wales and Northern Ireland will also have grants panels).
 
A helpful initial enquiry stage has been introduced for grants of £10,000 - £250,000 and an Expression of Interest form for grants over £250,000. The purpose of this is to guide applicants at an early stage over the suitability of their proposal for Heritage Fund funding and to provide guidance if a proposal could be fundable if it was changed in some way.
 
The Fund has indicated that it will monitor the new processes to ensure that they are found straightforward by users and do not disadvantage any particular sector. Please let me know if you learn from parishes of responses from the NLHF not living up to this commitment.
 
This is a new scheme. A lot is similar to the previous one but it is not the same. Applicants who have not secured grants from previous applications are encouraged to look at their funding proposals afresh for the new scheme. Reusing a previous application without amendment is discouraged.





Fundraising @ Capital Grant Funding

All Churches Trust

New Funding Focus

Building communities, helping people in need to flourish,
and growing churches spiritually and numerically.

* 3 Funding Streams
* Small £15,000, Large £100,000, Strategy Over £100,000


Presenter
Presentation Notes
The Trust changed their funding focus in January 2019. 




Fundraising @ Capital Grant Funding

National Churches Trust

National

Churches
Trust

New Grant Programmes

Cornerstone Grants - urgent structural repairs
* £10,000 - £50,000

Gateway Grants - project development
* £3,000 - £10,000

Foundation Grants - urgent maintenance / small repairs
* £500 - £3,000


Presenter
Presentation Notes
National Churches Trust have 3 new grant programmes, introduced in November 2018
NB the Gateway Grants are unusual and hugely helpful for churches wishing to explore projects at early stage. (RIBA stage 1)






Fundraising @ Capital Grant Funding

Plenty More Fish in the Sea O<

Fundlng Cent]_‘al www.fundingcentral.org

Funds for Historic Buildings www.hb.org.uk

Hel‘itage Fundlng Di]_‘eCtOI'y www.theheritagealliance.org.uk/funding

Recent Church / Local Projects
DAC

AL N .


Presenter
Presentation Notes
Plenty of other funders out there, recommend expanding your search and looking at as many funding lists as you can 

http://www.fundingcentral.org/
http://www.ffhb.org.uk/
http://www.theheritagealliance.org.uk/funding

Finding the Funders @ Bid Writing Workshop

https://www.parishresources.org.uk/wp-content/uploads/Charitable-Grants-
for-Churches-Feb-2019.pdf

National Grants List

Charitable Grants for Churches

Contents:

Conservation, Preservation, Heritage & Restoration p2-12
Bells, Organs, Windows & Other Specific Funding ~ p13-19

Community Projects / Improved Facilities P20-27

) FOELIPS L P B p P LS R W L L e



Presenter
Presentation Notes
We also produce a central funding list which can be downloaded from the Parish Resources website 

https://www.parishresources.org.uk/wp-content/uploads/Charitable-Grants-for-Churches-Feb-2019.pdf
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Presenter
Presentation Notes
Why is VAT important? It’s simply a question of good stewardship. For each £1 raised, if VAT is charged, then only 83pence goes on the building. So it is worth planning.

Where a new church building is constructed, it qualifies for zero rating. The main contractor can zero rate his services of construction, as can professionals for their services. This provides a major cash saving for the church undertaking the project.  Zero rating will also extend to the demolition of any existing structures on the site.  The church must provide an appropriate zero rating certificate to the main contractor to confirm eligibility for zero rating. 

Zero rating applies to the construction of an annexe to an existing building. The distinction between an extension (on which you would pay VAT as normal) and an ‘annexe’ is often difficult to make, which of course makes financial planning difficult. 

Alterations to suit the condition of people with disabilities are also zero-rated. Reduced-rate VAT applies to Installation of energy saving materials and grant funded heating system measures and qualifying security goods. (see VAT Notice 708/6 which I was going to provide as a handout but its 92 pages told me that this would be a bad idea)

In contrast with zero rating, claims under the LPWS can only be paid AFTER the works have been carried out. However, do note that multiple claims can be made in respect of the same development. Note that since October 2013 you can now claim for the VAT on professional fees also.��The Listed Places of Worship (LPW) Grant Scheme gives grants that cover the VAT incurred in making repairs to listed buildings in use as places of worship. The scheme covers repairs to the fabric of the building, along with associated professional fees, plus repairs to turret clocks, pews, bells and pipe organs. There is a dedicated website, and an advice service is available to claimants. 



http://www.lpwscheme.org.uk/
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http://www.parishresources.org.uk/wp-content/uploads/Building-Budget.xls
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Presentation Notes
Budgeting �Having a robust system of budgeting is vital to the success of the project. That not only consists of income and expenditure but ensuring you have sufficient cashflow to pay for your project. There is an Excel template in the Downloads section of Parish Resources  that you can use for a 3 year period leading up to a build and for 2 years afterwards (to demonstrate sustainability of the project). See below for some notes on using this template.��You may as a church want to appoint someone in addition to your church treasurer who will manage the finances of the building project in order to share the significant time required.��Do a major review of your budget at least every year and monitor it on a monthly basis.��You may wish to set up a risk management system (traffic light style: red, amber and green) to show whether you are keeping on track with the project.

There is also a brief handout available about using the Excel spreadsheet.
�


Purpose

Sharing

Short discussion on budgeting — have you experience at your church (or
elsewhere) — some tips or questions you would like to share?


Presenter
Presentation Notes
Budgetting is sometimes a bit daunting. It’s a forecast and that’s always more difficult to do than to record what has been spent – obviously. But having produced a plan of the stages of what we are going to do, it becomes easier to identify which ones are cost-free and which ones are not.

Have you got some experience of this you would like to share? Or questions you would like to ask?


Break it down

e Budget for raising the funds

e Budget for the preparing phases
Budget for all costs related to construction

Budget for operational costs

e Consider a separate fund or trust (http://www.parishresources.org.uk/friends-
schemes/ )

tumer ey
[ -

T b, e
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Presentation Notes

A capital campaign is not a cost-free exercise. Once you have a plan for raising the capital, it will quickly become clear how much you need to invest in the various activities and assets to support the campaign.

There are a number of reasons to consider having a separate trust both as the focus point for fund-raising as well as for the source of funds for the project itself. It needs to be carefully thought through though:

Some donors or grant givers who would not fund a church may well consider a separate trust
It is also an opportunity to involve the community as trustees or fundraisers in the project
Consider using a Friends Scheme (there’s a handout from Parish Resources on that) which also allows you to have a Legacies policy – there are two basic ways of providing for a Friends Scheme – the separate trust and the restricted fund.



http://www.parishresources.org.uk/friends-schemes/

CHURCH BUILDING
PROJECTS

s Discussion

WY Procurement

Time for general discussion: your questions, your comments


Presenter
Presentation Notes
This has been a long session. Are there some points you would like to raise or share?


»

CHURCH BUILDING
PROJECTS

- Objectives — did we meet them?

e Establishing the importance of communities
engagement in defining the purpose and scope of your
project

e Understanding the need to plan, organise and budget
to achieve good governance and sustainability after
opening

e Accepting that good communication with your
stakeholders is vital to a successful project.

e Recruiting, contracting and procuring the right team
members, professionals and contractors is key to your
success and in getting value for the funds you spend

 Were your objectives met?


Presenter
Presentation Notes
So, you set out what your objectives were at the beginning from this workshop. I have (you guessed it) a handout for this too, in the shape of an evaluation form.


Evaluation.
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