[image: ]



Major projects guidance
This guidance is to help parishes who are proposing to undertake large projects, for example major repairs, reordering, improving accessibility, extensions. It signposts to the main stages of project planning and development, starting from project inception and early development through to a major grant-funded project’s development stage, concluding with the Faculty process. It should be considered a brief guide to be used in conjunction with your professional advice.
As a general principle, proposals should look at a building holistically and sequentially, so that building repairs are addressed as part of or prior to a major project rather than as an afterthought. This is to ensure that buildings are physically robust and can sustain the activities proposed as part of the major project.

1) Developing a vision 

The parish should ensure that they have a written vision setting out what they hope the project will achieve. This is so that all are working to the same goal, and that there is a written document to refer to.

This document should be based on a Statement of Need and take into account missional activities which are ongoing and any that would be accommodated as part of the works. 

It is important to understand who your users and audience are and if the project will enable you to reach out to more people or diverse audiences. Ensure that your vision allows you to work with them and any physical changes to the site would accommodate these users.

These steps should be carried out with an understanding of the significance of the church building. Your existing statement of significance should act as a starting point for this. It is important that your statement of needs and vision take into account the significance of the building and are aligned with it. Efforts should be made to keep any harm to the significance of the building to a minimum. 

It would be helpful at this point to gather any information you already have. For example, reports (electrical, asbestos etc), drawings, professional information, community opinions, lists of existing stakeholders so that you have a baseline of information for your future professional team.

2) Structure and communication

It is strongly recommended that you communicate with stakeholders at an early stage to understand any constraints. This will also enable you to identify potential sources of support (whether in terms of advice or financial). 

It is also important to communicate with the LDF Property Team at an early stage so that they can guide you through the Faculty process and provide any associated support, e.g. on fundraising, legal aspects etc. 

It is recommended to create a parish working group with formal structure. This can take the form of the fabric committee if one already exists. Ideally it would have members within it who have previous knowledge or experience of similar projects at the church or from other roles.  Key roles within this group would be a project manager and someone with fundraising and financial expertise. You will need to appoint external professionals as well for major projects (particularly those funded by external sources such as the Lottery Fund), but it is nevertheless helpful to have individuals from the parish who can ask informed questions of the professional advisors.

3) Understand constraints and legal context

It is vital to draw up a list of site constraints, both physically and legally, and any relevant policy constraints and work within them. This will help shape the physical nature of your project and provide a basis on which to work. Your architect and professional advisers can help you in this. 

The aspects to consider might be: how much space is there? Can this be extended or is there a small site footprint? Are you in an area which is protected in some way, for example a Conservation Area, a Listed Building, in or within the setting of a World Heritage Site, is there significant archaeology within the footprint of your site? Is there any other property which might be considered as part of your project?

It is important to understand what consents are required. A Faculty will always be required for major projects, but you may also require planning permission if works are proposed to the exterior of the building or if an extension or new building is proposed. 

In order to understand the relevant planning issues and constraints relevant to the proposed development, it is wise to contact stakeholders regarding consents at an early stage. These would be the Parish Property Team and through them, the Diocesan Advisory Committee. The Parish Property Team will be able to advise you at which point to bring in statutory consultees who would be consulted on any application. Also, contact the planning department in your Local Authority if planning permission is required to determine if pre-application advice is necessary. 

4) Feasibility Study 

The parish should work with a suitable qualified architect (this should be a conservation accredited architect if the building is listed) to draw up an options appraisal document as part of a feasibility study to RIBA stages 0-2. The architect will be able to set out what is required. Your Quinquennial Inspector can draw up the feasibility study, but it is not a requirement to use them. The Parish Property Team can provide names of architects if you wish to ask someone else to draw this up. This is a list which they are not recommending to you but which have the necessary experience and which you might wish to consider. If you intend to apply for grant funding from external sources (e.g. the Lottery Fund), the appointment of an architect or professional team of architects and other consultants will need to be via a competitive tender (this can be via invitation and a minimum of 3 competitive tenders received). 

The vision document will be a useful base to produce the brief for this tender. The church can tender for a feasibility study only, or tender for the feasibility study and the main project, subject to a successful further grant application. The latter gives the church the flexibility to retain the same design team if the project progresses to the next stage, or re-tender following a lottery application if they wish to do so. 

The options appraisal should sketch out ideas that would fit the vision of the parish and statement of needs, while minimising harm to the significance of the building, particularly if it listed, and remaining within the budget outlined by the parish.  While a full statement of significance and need may be developed following the feasibility study within the main grant-funded phase, it is necessary to develop an outline statement of significance and need at this stage to inform the feasibility study. Throughout this process, it is key that project development and any fundraising plan should align with capacity of church, both current and future.

Things to consider in this section would be: are there landscape proposals that need to be included, do you want an initial budget attached to the study, what is the programme timescales, how would the project be phased, how do you generate best value in a financially sustainable way both in terms of revenue and maintenance etc.

It can be helpful to seek the DAC’s views, via the Parish Property Team, at this point for an initial conversation if the project is complex.

5) Fundraising
In parallel to designing the proposal, it is important to consider funding and fundraising. It is advisable for major projects to consult a fundraising professional and the funding team within the Parish Property Team. 
To gather the evidence and documentation required for a major capital project, churches may first undertake a feasibility project. This may be grant-funded or self-funded and typically runs for around 12 months. The project should be designed to respond directly to the National Lottery Heritage Fund’s four investment principles and usually includes conservation and strategic planning, community consultation, heritage activities, access audits, and – where necessary – urgent or enabling works.
A number of professional roles are normally required to deliver the project effectively. These may include an architect, project manager, structural and mechanical and electrical (M&E) engineers, quantity surveyor, business planning and fundraising specialists, a heritage engagement officer, and an external evaluator. This list is not definitive and other specialists may be required depending on the scale and nature of the proposals. 
Following grant funding, the church may wish to retender for professional services, or continue with their existing team, depending on individual circumstances.
By the end of a feasibility project, churches are significantly better placed to apply for capital funding. They will have a clear and evidence-based understanding of the building’s needs, the aspirations of the local community, and a robust case demonstrating why the proposed works are necessary, how they support long-term financial sustainability, enhance environmental performance, and protect and celebrate heritage.
At this point, your project will have developed considerably from your feasibility study as the brief develops. It is strongly encouraged that you contact the Parish Property Team to determine whether a formal pre-application submission would be helpful. This can steer your more detailed proposal and confirm the direction of key elements before firming up the design for a formal detailed application (see section 6 below).  

6) Detailed application

Once one of the feasibility options is confirmed as the preferred option and you have had your pre-application advice, it is necessary to work up detailed plans to RIBA 3 - 4 with your architect. This is so that you can submit a faculty application and, if necessary, a planning application. Further documents beyond plans will be needed and might include, but are not limited to:

· M&E package
· Archaeological reports
· Structural engineer reports
· Lighting package
· Specialist reports on the importance of joinery or other items
· Accessibility package
· Landscape and arboricultural reports
· Sustainability reports

It will be necessary to procure suitably accredited professionals for these documents, and your architect or appointed project manager will be able to advise.  This process would include prequalification questionnaires or expressions of interest, create a tender list of suitable firms/candidates. If you need to interview, think about who would be on the panel, and ensure that they are suitably experienced.
The reports and packages should be of high quality and specifically targeted to answer how the proposals impact the relevant areas and the building’s significance and how any impact and harm is minimised and mitigated. If the documents are particularly long, executive summaries should be provided.
Once your application is ready, it can be submitted to the Parish Property through the normal channels to be reviewed as a faculty. You should already have a case officer allocated if you have made contact for pre-application submissions. Further site visits may be required during the faculty process, and the case officer will liaise with you if this is the case. Please note that the process for faculties for major projects can take many months to a year to go through, so this should be factored into your planning. This is because the process is iterative with the DAC responding to new information provided by the parish as it is submitted. 
Once the proposal is finalised, and if the DAC is supportive, then the Parish Property Support team will send you the Notification of Advice, a certificate letter with instructions for how to proceed and the forms for application for a Faculty from the Diocesan Registrar. The detailed steps will be outlined in the correspondence with the Notification of Advice. 
Once you have displayed the Public Notice for 28 days, then you can petition to Chancellor for Faculty. The public notice gives parishioners and anyone else with an interest in the building the chance to comment or object. Comments or objections are sent directly to the Diocesan Registrar. The Chancellor takes these into consideration when making his decision. Information on objections and how they are treated can be found here: https://lawandreligionuk.com/2024/01/30/forms-of-objection-in-faculty-proceedings/
The Chancellor will consider the application documents and for larger cases can provide a written judgement, outlining his reasoning for his decision. This may take some time if the application is particularly large or complex and this should be built into your timescales.

7) Further guidance
https://www.churchofengland.org/resources/churchcare/making-changes-your-building-and-churchyard
https://www.churchofengland.org/resources/churchcare/advice-and-guidance-church-buildings/statements-significance-and-needs
https://www.churchofengland.org/resources/churchcare/net-zero-carbon-church
https://historicengland.org.uk/advice/caring-for-heritage/places-of-worship/
https://www.london.anglican.org/church-and-parish-support/buildings-and-property/
https://www.nationalchurchestrust.org/get-support/buildings-maintenance/planning
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