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1 Executive summary  
St Cuthbert’s church, Elsdon, has participated in the three year Inspired Futures (IF) project 
to develop opportunities for heritage conservation, improvements to facilities and access, 
and explore potential for wider community use. 

The church was selected for specific regeneration support in order to progress their plans to 
find an extended use through engagement and consultation with wider village stakeholders, 
the development of local partnerships, a review of the options and feasibility of extended 
use, trail and testing of events and acitivity in the church, and a fundraising strategy for 
physical improvements. 

This report outlines the progress the church group have made throughout the IF project, 
acknowledging the key challenges and successes and the type of work undertaken. 

Overall, as a result of the IF project regeneration support, the church group are now in a 
stronger position to develop their project, via the outputs achieved as outlined below: 

Output Benefit 

Project consultation 
material 

Templates which can be used again and easily adapted so that the 
church group can continue to gather evidence and feedback 
demonstrating how their project can address a need for the 
building/community.  

Options assessment High level assessment exercise to demonstrate the progression of 
project development.  

Village partnership 
agreements 

A structured framework for collaborative working and to ensure the 
plans for the village are co-ordinated and complementary. 

Stakeholder 
consultation report 

Evidenced consultation that strengthen the project aims and impacts, 
and provided pledges of support for the project. 

Community fund 
application 

Joint working on a local bid, with a successful outcome for a 
meanwhile heating system for the church.  

Case for support A working document to communicate about the project and ask for 
financial, volunteer and strategic support. 

To carry on the work achieved by St Cuthbert’s participation in the IF project, the key areas 
of work agreed for the next 12-18 months for the group include: 

 Work with partners to deliver interpretation projects that will draw new audiences into 
the church 

 Plan and deliver celebratory worship events in 2020 – focusing on more 
occasional/celebration events to engage with the wider community 

 Open church and if possible consult with visitors, as part of the village fete 

 Plan and design the improvement to the south transept to be utilised as a 
multipurpose space, including costs for the improvements. 

 Deliver 2020 Culture in a Cool place programme (continuation of test event 
programme that started during IF) 
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2 Introduction  
Inspired Futures is a three-year programme working with a number of churches in the North 
East of England to develop opportunities for heritage conservation, improvements to 
facilities and access, and explore potential for wider community use.  As part of the project, 
six churches received priority regeneration support from a team of consultants.  This report 
outlines the support provided to St Cuthbert’s church in Elsdon by the Churches 
Conservation Trust (CCT) Regeneration Team. 

2.1 Objectives of regeneration consultancy 

For the Stage 1 of Inspired Future (IF), the project development stage, 18 Way Forward 
reports were produced to support local church congregations as they consider or embark 
upon church development projects.   

Based on these reports and on a structured review of needs, opportunities and capacity, six 
sites out of the 18 were identified as priorities for detailed project activities.  The 12 other 
churches would continue to benefit from the project through mentoring and advisory support 
throughout the Inspired Futures project. See Group 2 Church Final Reports. 

The aim of the CCT regeneration team support was to deliver a programme of activities that 
help develop sustainable futures for a number of vulnerable historic church buildings with 
identified heritage and wider community engagement opportunities, and where there was a 
demonstrable demand from the church community to develop and change.  Through 
providing a high quality blend of expert input, experience sharing, capacity building and 
project planning know-how, the project aims to help manoeuvre the churches into a 
stronger and more sustainable position for the future.   

Working with the local volunteer groups, it was envisioned that the regeneration support 
would provide a suite of co-developed project documents tailored to each church to progress 
their plans for change and sustainability.  This included: 

 A range of developmental actions for regeneration and investment at all 6 sites e.g. 
outline concept designs, initial assessment of potential, wider public consultation. 

 Assessing income generation options, and governance and management models to 
support new and ongoing operations.    

 Develop stakeholder and partnership plans and help broker relationships with key 
partners.  

 Assess marketing needs and recommend ways to improve marketing offers of each 
church.  

 Implement heritage management recommendations. 

 Encourage best practice for all 6 sites, including developing effective briefs, asset 
maintenance planning, community engagement and consultation, and using heritage 
to engage audiences.   

 Facilitate volunteer development from the community – project activities will be 
designed to draw volunteers into the project. 

2.2 Methodology  

The project and consultants were in place to support the action of the church groups.  How 
and when that support would be best used, was to be become more apparent as the project 
developed, and therefore goals/objectives were set at three to six month intervals. 
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At the commencement of the IF project, the regeneration consultants had an inception 
meeting with each of the churches.  The purpose of the meeting was to: 

 Review recommendations outlined in the Way Forward reports and update on what 
has been achieved 

 Review the vision of the group for the church and any changes that have taken place 
since the close of Inspired North East and the beginning on Inspired Futures (period 
of 18 months),  

 Discuss a set of key priorities for the next 6 months for the group to work towards to 
start off the three-year programme.    

A plan for these priorities was set out and work programme established for each church.  
Face to face meetings were arranged three-six months (depending on church) to set, review 
or progress these priority areas.  In between there were email/phone correspondence 
available, document sharing (via Dropbox) and other in-person opportunities for mentoring 
at IF training events.   

2.3 Limitations 

Two members of the CCT Regeneration Team were assigned to the commission, with 
approximately 15 days of consultancy allocated to each group 1 church over a period of 
three years.  The travel to each church was substantial, meaning the consultants needed to 
utilise face to face meetings as much as possible.  There were a number of external factors 
(such as those discussed in section 5.1 below) that influenced the progress and output of 
the regeneration work. 

 

3 Acknowledgements 
The project relied on the co-ordination and joined-up expertise of the Inspired Futures 
delivery team, providing an experienced resource which all churches could benefit from. 

Thanks must go to all members of the St Cuthbert’s church group, and the residents of 
Elsdon village for their dedication, enthusiasm and vision to work towards a more 
sustainable future for their place of worship.   
 

4 Property Overview 
4.1 Site description 

St Cuthbert's is Grade I listed church and is part of the Dioceses of Newcastle.  It is located 
in the rural village of Elsdon in the civil parish of Elsdon, which has the Northumberland 
County Council as its local authority. 

Elsdon is the largest settlement within the Northumberland National Park and lies some 
three miles east of Otterburn, and 10 miles southwest of Rothbury. It is the former capital of 
Redesdale in the Borders and has many heritage assets including a motte and bailey castle 
and Pele Tower (fortified house typical of the area). 

The church dates from about 1400 but earlier elements can be seen at the west end of the 
side aisles.  Key features include: 

 A '14th-century priest's door and three 14th-century windows each of different 
pattern' in the chancel 
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 Internally, the west wall features 'a high blocked tower arch with hood mould of 
heavy square section' probably dating from the 12th-century. 

 Important fixtures and monuments include a 14th-century sedilia in the chancel, a 
'trefoiled piscina' in the south transept, multiple medieval grave covers and a 'Roman 
tombstone in the north aisle'. 

4.2 Selection process of Group 1 churches  

The selection process to establish the six Group 1 churches took place at the close of the 
project development phase in stage 1. 

It was agreed that St Cuthbert’s Elsdon would benefit from the regeneration support.  It is a 
large church in a village with potential as a visitor destination, and the church group felt the 
IF project could support the plans for the social and economic regeneration of the village. 
The building is also rich with interesting heritage, and opportunities for engagement with it.  
At the time of the assessment, the capacity of church group was strong and driven, and they 
had a Grant for Places of Worship (GPOW - now closed Heritage Fund grant programme) bid 
already underway.   

Areas of support therefore would concentrate on: 

 A needs assessment and outline options appraisal for extended use 

 Establish baseline visitor data, monitoring, and ongoing surveying 

 Partnership work and collaboration to complement the other assets in the village, and 
external organisation such as the Northumberland National Park 

 Developing exhibition concepts, trial ideas for art/craft events, tourism information 
points, and telling the 'Elsdon Story'  

 Improving access and comfort of the space to be used more by locals and visitors 

 From the above, providing a case for support would form the basis of larger funding 
bids. 

 

5 Progress against key areas of work  
From the Way forward report, the recommendations for St Cuthbert’s were provided based 
on the church’s current circumstance, and broken down into short term (6 six to 9 months) 
medium term (9 to 18 months) and long term (18 months plus).  See Appendix X for full 
executive summary. 

During the gap between Stage 1 and Stage 2 of the IF project, the groups had done a great 
deal of work in delivering urgent fabric repair works as part of the GPOW grant and 
consulting on the concept designs for adaptions in the church.  

The short to medium term recommendations were reviewed at the IF stage 2 inception 
meeting, taking into account the changes in situation since the Way Forward reports were 
completed, and items of work were prioritised and planned for delivery over the IF three-
year programme. 

The table below outlines the recommendations which were identified as priorities by the 
church group at the start of the IF (2015), and the status of each at the end of the support 
programme (2019).  
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Way forward recommendation 2015 Status of recommendation at project 
conclusion 2019 

Create a stakeholder / partnership 
list - Utilise the contacts already made 
and begin further discussions with them 
about the project, whilst approaching 
other organisation/groups that could offer 
their support. 

Contact list produced detailing prospective 
cultural delivery partners and local and strategic 
resources. 

Stakeholder event held in April 2018 with those 
identified on the contact list to discuss the 
Elsdon project and how they might support it. 

Elsdon Parish Council are working with 
Revitalising Redesdale, a National Lottery 
Heritage-funded Landscape Partnership Scheme, 
which aims to celebrate, conserve and enhance 
Redesdale’s rich cultural heritage, landscape and 
wildlife. 

An Elsdon village partnership agreement is in 
place with Elsdon Project in the Community 
(EPIC), the village hall and the church to support 
each other’s projects. 

Ongoing conversations taking place with other 
churches in within the Northumberland Nation 
Park to see how they might collaborate 
effectively.   

Develop an online presence- there are 
a number of online forums for Elsdon 
about the church, but also the Fete and 
village hall. Ideally, it would be best for 
there to be an overarching village 
website. 

Elsdon Village Hall website has been updated 
and, via the ‘What’s On’ section, links to Elsdon 
Fete (own site), Elsdon Parish Council (own site) 
and St Cuthbert’s Church page on the North 
Tyne and Redesdale Churches site.  

As part of the Elsdon partnership agreement, 
there is joint marketing, an annual events 
calendar and sharing of knowledge and 
resources. 

Further consultation and evidence 
gathering – A strong evidence base of 
consultation on the plans and project 
vision, along with feedback from the 
community about what they feel they 
need from the church, will inform a 
compelling case for support for the 
funding phase of the project.  Starting 
this now, and making it common practice 
will help in the long run. 

A programme of summer cultural activity was 
marketed and trialled in the church in summer 
of 2017 and 2018, highlighting the need a large, 
comfortable and atmospheric performance 
space. 

As part of the programme a suite of feedback 
surveys and comment pew cards were 
developed for use at all events, collecting 
suggestions from performers and audiences. 

Concept plans for the church were on display at 
key village events, such as Elsdon Fete and 
Heritage Open Days. 

The evidence has been used to strengthen the 
case for support and already been used in a 
successful community funding bid. 
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Initial viability of heating option - the 
current preferred option of ground source 
heating needs to be explored further in 
terms of suitability and affordability. 

There was an identified need to heat the church 
(currently no heating), and initially ground 
source heating was thought to be the most 
viable option. However, after some analysis of 
cost and disruption, it became a part of the long 
term goal of the ‘Warmer Welcome’ project for 
the church. 

After further research, a medium term measure 
was proposed to install a pew heating system. A 
local community fund was available and the 
group were awarded £10,000 for the pew 
heaters in December 2018. These heaters are 
now installed and working well. 

Table 1 Key recommendations from Stage 1 Way Forward report 

5.1 Key challenges 

Rural location 

Elsdon was the only rural site of the six Group 1 churches.  Compared to the more urban 
sites, Elsdon faces challenges of limited access and visibility and a smaller surrounding 
population, factors which presented barriers to wider community engagement.  Elsdon also 
has a well-used village hall, which is successful in catering for the needs of the village. As 
such the church’s extended uses would focus more on appealing to visiting or occasional 
communities. Consequently, a key area of work was to develop the church’s online presence 
to increase awareness of the site from further afield. 

People and capacity  

In 2015 there was a small but strong group of volunteers for the church project.  However, 
at the start of the IF project, the key drivers in this group (a married couple) move away.  
As such, issues of capacity were raised early on in the programme, and compounded when 
the rector retired. Local management of the church fell mainly to two church wardens, one 
of whom was concentrating on delivering the GPOW, before a new rector was appointed.  
The church received more support from the IF team than other churches in Group 1, 
especially from Heritage Consultant Jo Scott, who was also a resident in the village.   

Ambition of scheme 

Concept designs for major changes to the church to accommodate toilets, heating and a 
servery had been produced by a volunteer architect.  The proposed changes were at the 
core of the church group’s ambitious vision to find a sustainable use, but with diminished 
capacity, there were limitations to what was achievable within the three year programme. 
The concept designs needed the backing of evidence as to why they were necessary and 
what impact the changes would have for the community. 

5.2 Key successes 

Events testing 

Taking on board the need to evidence why the group were suggesting physical 
improvements to the church, the group did a fantastic job of pulling together at short notice 
a programme of cultural events to test in the church during the warmer months.  It sparked 
creativity around the types of events that could take place (spoken word, choral workshops, 
as well as the traditional music concert), and a package of consultation materials which they 
could use and adapt for future events and activities. It gave the group confidence in what 
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they could organise, and built up relationships with performers, some of whom held repeat 
events the following year, and strengthen their evidence base for improving the facilities in 
the church. 

Partnership working 

The capacity issue was one that needed to be addressed in the IF programme.  It was whilst 
having a discussion around the case for support that it was noted the most important 
partners were those within the village- the Village Hall, EPIC and the PCC, and a joined up 
approach is a big ‘sell’ on the part of the project seeking to ‘contribute to the regeneration of 
the village’.  Developing the village partnership agreement provided a means to support the 
church project, whilst benefiting other village assets and activities. From the success of 
internal partnership working, the church group felt more confident finding external partners, 
and held a stakeholder consultation event to initiate conversations and raise awareness of 
what was happening in Elsdon. 

Heritage offer 

The church, it’s history, and the heritage of the area are considerable assets, evidenced by 
Elsdon Parish Council’s involvement in Revitalising Redesdale, a Heritage Funded project 
that came online during IF, and which the church are now involved in by promoting and 
interpreting the stories of Redesdale (of which Elsdon was the ancient capital).  St 
Cuthbert’s also approached the Otterburn Army Training Estate to have an Otturborn sword 
artefact displayed in the church, and a model of Harbottle Castle was also displayed in the 
cleared south transept.  The heritage and beauty of the church are a huge draw for visitors, 
and those wishing to perform in a special place. 
 

6 Programme of work 
The table below provides a summary of the support and work undertaken to help deliver the 
key recommendations for St Cuthbert’s church. 

Date Event Outcome/output 

September 
2016 

Inception meeting  Agreed areas of priority and action plan 
developed for the next six months. 

October 2016 IF workshop – volunteer 
and heritage activity 
training  

 Church group members attended 
workshop. 

November 
2016 

IF workshop - Informed 
change and consultant 
appointment 

 Church group members attended 
workshop. 

January 2017 Progress/review meeting  Began to populate a communication 
plan with contacts and partners. 

 Gathered quantifiable information on 
ground source heating. 

 Start on the development plan and 
options for the project (extended use). 

March 2017 IF workshop - Options 
Appraisal & Business 
Planning 

 Church group members attended 
workshop. 
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March 2017 Project development plan 
meeting 

 Aims and vision of the ‘St Cuthbert’s, 
Elsdon Warmer Welcome’ project 
established, but evidence of need still 
to be provided.  

 Agreed to hold test events and 
consultation over the summer piloting 
community or commercial activities in 
the church. 

April 2017  IF workshop - Fundraising 
& Consultation 

 Church group members attended 
workshop. 

June 2017 Consultation planning 
workshop 

 Discussion of the type of information to 
capture and provide evidence of need. 

 Suite of questionnaires/short 
surveys/pew cards developed for 
general visitors, audience members 
(for event/performance), 
performers/hires using the church and 
local residence. 

October 2017 Progress meeting and 
Funding/case for support 
workshop 

 Review of summer programme and 
feedback. 

 Discussion of funding for pew heating 
system from the community 
foundation. 

 Review of case for support draft – 
agreeing local needs and what the 
project is responding to. 

 Planning of a village partnership 
agreement. 

January 2018 Progress/review meeting  Options Assessment for St Cuthbert’s 
Church, Elsdon produced taking into 
account development work to date. 

 Village Partnership agreement drafted 
and meeting planned with partner 
representatives to discuss (April). 

 Stakeholder consultation planned with 
key contact/potential partners on 
project vision/aims and areas of 
support (April). 

 Spring/summer test programme to run 
again. 

April 2018 Stakeholder consultation 
event and Partnership 
Agreement meeting 

 Consultation report produced, with 
pledges of support. 

 Final partnership agreement produced 
and signed off by partners. 
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October 2018 Team review of the 
Community Fund 
application submitted for 
pew heating system. 

 Application successful, pew heating put 
in place at the beginning of 2019. 

November 
2018 

External Partnership 
meeting (place of worship  
within the Northumberland 
National Park, and 
Revitalising Redesdale). 

 Discussion and ideas around how the 
POW within the NNP could work 
together to have a more effective 
relationship with the NNP. 

 Opportunities agreed for the Sharing 
Redesdale’s Stories project with 
Revitalising Rededale. 

 Ideas discussed for the group to 
approach the Revitalising Redesdale 
Community Heritage Fund. 

 Final IF support days agreed to be on 
finalising the case for support. 

 

July 2019 Final IF meeting  Case for support finalised and signed 
off. 

 Legacy/ongoing project work discussed 
and agreed. 

Table 2 Summary of regeneration support and work 

7 Key Project Outputs 
The table below lists the outputs achieved by the St Cuthbert’s, Elsdon church group and 
what the benefits of each of these outputs has or will be.   

Output Benefit 

Project consultation material Templates which can be used again and easily adapted so 
that the church group can continue to gather evidence and 
feedback demonstrating how their project can address a 
need for the building/community. Also to demonstrate the 
impact of investment to date (e.g. feedback from audiences 
now pew heating in place). 

Programme of test events The 2017 programme was time intensive, but relationships 
with performers were made, and people started to look out 
for events happening in the church.   

Lessons learnt from the 2017 programme were applied in 
2018; the programme was less ambitious but more focused 
on performances that proved popular the previous year, and 
some which could be delivered in partnership with the 
village hall (putting the partnership agreement into 
practice). 
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Options assessment High level assessment exercise to demonstrate the 
progression of project development. Allowed the church 
group to review their options and make an informed decision 
about the direction they wanted the project to take.   

Village partnership 
agreements 

Due to capacity issues, but also responding to the local 
situation of a rural village with limited residential population, 
the partnership agreement provided more of a formal 
framework to ensure the plans for the village are co-
ordinated and complementary. It also allowed for further 
exploration of the opportunities/benefits of collaborative 
working (e.g. annual joint calendar of events). 

Stakeholder consultation 
report 

Chance for external stakeholders to hear about the church’s 
‘Warmer Welcome’ project and canvas opinion on the 
opportunities and challenges. Helped to strengthen the 
project aims and impacts, and provided pledges of support 
for the project, further evidence that the project is needed. 

Community fund application Working together on a small community bid for the pew 
heating system was a good practical exercise where 
evidence gathered by the group could be used. The 
partnership agreement was added to strengthen the case 
(especially as other projects in the village would possible be 
applying to the fund as well). 

Pew heating system This provided a temporary solution to one of the key issues 
for the church, while a longer term heating scheme is 
considered. To win the funding and have the system 
installed was a real boost for the church group, and is now 
providing additional comfort for visitors. 

Revitalising Redesdale partner The representatives from the RR project attended the 
stakeholder meeting in April, and requested a follow up 
meeting with Elson church group, as they were keen to work 
with them to promote and interpretation the heritage of the 
church and area.  Elsdon Parish Council are now partners on 
the Redesdale Landscape Scheme and the church are 
delivering events for the RR project. 

Case for support This document is a summary of project information that has 
been developed and refined with the church group over the 
IF programme. It states the aims of the St Cuthbert’s 
Warmer Welcome project, what needs it addresses, the 
impact it hopes to have and the partners/audiences it will 
work with. This working document can be used by the 
church to communicate about the project and ask for 
financial, volunteer and strategic support. 

Table 3 Outputs and benefits of the regeneration support 
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8 Summary position 
St Cuthbert’s Elsdon will continue to drive the extended use activity in the building, 
promoting it as a beautiful venue for cultural performances.  The temporary heating solution 
can mean this offer is more comfortable, and has also informed a more phases approach to 
the improvements to the church.  The south transept being the next area to look at in terms 
of offering an interpretation space and even enclose space for smaller gatherings (worship, 
performance, meetings).  They will continue to building on opportunities from local 
initiatives and funders, having gain the confidence in what they have achieved via IF.  
Capacity to develop the project will continue to be an issue, but with the village as a whole 
more aware of what the church is trying to achieve, future collaboration and support via the 
partnership agreement may provide support when needed. 

To carry on the work achieved by St Cuthbert’s participation in the IF project, the key areas 
of work agreed for the next 12-18 months for the group include: 

 Work with partners to deliver interpretation projects that will draw new audiences into 
the church 

 Plan and deliver celebratory worship events in 2020 – focusing on more 
occasional/celebration events to engage with the wider community 

 Open church and if possible consult with visitors, as part of the village fete 

 Plan and design the improvement to the south transept to be utilised as a 
multipurpose space, including costs for the improvements. 

 Deliver 2020 Culture in a Cool place programme (continuation of test event 
programme that started during IF) 
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Executive summary  

St Cuthbert’s is a highly significant Grade I listed church in Elsdon, Northumberland.  The 
project group, which is recognised by the PCC, are working towards creating a sustainable 
place of worship that is adapted to support community and visitor use, and contributes to 
the regeneration of the village as a tourist and visitor destination.  The heritage is a strong 
draw for visitors, and exploring further ways to interpret the material both in the church 
and online, will help build a destination offer. 

With a successful GPOW bid in place to deal with the urgent repair needs, plans to 
develop the sustainable ideas for the building need to be trialled and tested, in 
partnership with the village hall, through the piloting of activities, events and holding of 
public consultations.  This will help establish the needs of the community and also how 
best to work with the facilities and services already in place.  As options emerge, it is 
important to always reflect on how these options translate into sustainability; what is the 
operational model, what income streams will it provide, etc.   

The project group have good networks and resources to being setting up the next stages 
of development, and although an employed project officer is desirable, plans for the 
future should realistically be based on the project predominantly being volunteer lead 
throughout.     

The executive summary provides a view on the priority actions for the church and PCC. 
These have been summarised into short, medium and long term actions. They should be 
read alongside the full report and ideally the actions recommended within the document 
should all be addressed through an action plan – but the following are seen as the most 
important priorities. An appendix provides links to further guidance on the specific 
reports and processes suggested and, where possible, relevant examples.    

The PCC is encouraged to discuss these recommendations and come to an agreed view 
on the priorities. An important outcome should be the implementation of the actions in 
this executive summary. Actions are more defined in the short and medium term, 
because as the project evolves different actions will arise from the earlier work.     We 
recognise that some of the actions recommended for Elsdon church may already be 
underway as part of the Stage 1 HLF GPOW grant. 

 

Short term  

Begin carrying out the HLF GPOW Stage 1 development work - This work will be on 
going, but in the short term the priorities will be:  set up regular dates to submit progress 
reports, review specifications, drawings and schedule of works; keep up-to-date cost 
breakdowns and cash flow; provide detailed timetable/work programme and a clear 
project management and procurement process.  Always referring plans, briefs and other 
proposals back to the approved purposes.  This will also include an activity and 
interpretation programme, and an opportunity to pilot ideas for future project work.  

 Create a formal governance structure for the project - Out of the working group 
designate leads for important areas (communication, fundraising, repairs, new use 
design) and draft details of how the congregation can become involved, and 
planning how to  communicate this to the community. Transparency will reduce 
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uncertainty. Ensure there are clear relationships between the different groups, 
both planned and established, and reporting lines are understood.  

 Plan initial consultations - To test out the present vision and project ideas via low 
cost events or by having a presence at a local event (such as the village Fete or 
Heritage Open Day weekend).  Formally capture the feedback. 

 Create a stakeholder / partnership list - Utilise the contacts already made and 
begin having further discussions with them about the project, whilst approaching 
other organisation/groups that could offer their support. 

 Revised funders list - The group, through other projects, are aware of potential 
funders in the local and regional area.  This can be revisited and updated, bearing 
in mind the visions and ideas for the project. 

Medium term  

 Complete the HLF GPOW Stage 1 development and submit Stage 2 bid - As 
above, also ensure partnership funding bids are being made; develop an income 
generation strategy; document the activity on site through photographs and 
reports.  Use the repair works as a marketing opportunity for the project as a whole. 

 New/extended use options and research – Develop a statement of need that 
evidences what the church could provide for the community, to help establish 
ideas of how the church will become sustainable with new/extended use. Outline 
forecasting and estimates for income and expenditure should be considered 
(draft ‘business plan’).  These ideas should then be consulted on.  

 Establish a communication plan - from contacts gathered from the stakeholder 
/ partnership list, congregation and wider community.  Use resources such as the 
parish magazine, e-newsletter (collect email address from congregation and other 
church users at consultation events) and local media to keep people in the loop 
about the project, events, services, consultations and volunteer opportunities 
(e.g. a communication or marketing volunteer). 

 Develop an online presence - a website for the church at this stage might not be 
a priority, but either an updated page on the parish website or a facebook page will 
increase the churches online presence for potential visitors.  It can act as a forum 
to promote the project activities, but also the events and goings-on in the village as 
a whole. 

 Friends Group/volunteer recruitment - As the project develops there will be 
more opportunities for people to become involved.  Advertising specific roles or 
tasks to be carried out will help people identify how they can best contribute to the 
project with their skills and experience.  A Friends Group could also be there to 
allow people to support at a distance if they wish. 

 Hold consultation events – Put plans into action to consult with congregation, 
community and partners/stakeholders on the extended use options.  Be creative 
about the format, use partners to help and put on food! Make it about fun, not 
surveys; but keep a record of the feedback and take lots of good photos to feed 
into future funding bids.  Also use as an opportunity to recruit volunteers and 
promote the Friends scheme. 

 Fundraising strategy - The project will begin to have more of a defined 
shape/direction for the group to start to approach funders from the list, matching 
up what element of the project certain funders would be likely to invest in.  Also 
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fundraise at a local level to help support elements of project development (e.g. 
architect fees, printing and administration costs etc.). 

 Heritage interpretation and activity plan - to establish how to engage the 
community with heritage activities and interpretation and propose some ideas to 
begin the conversation with the community  

 Draw up a brief for architect concept designs – from work on the statement of 
need and consultation feedback, criteria can be presented to an architect to begin 
forming some designs around adaptations in the church.  An updated statement 
of significance for the church should be included with the brief.  Ensure funds are 
available for this appointment, either through reserves for from a funding raising 
campaign.   
 

Longer term  
 

 HLF GPOW Stage 2 repair project - deliver the GPOW Stage 2  repair project, 
ensuring the delivery of the approved purposes.  

 Commission concept designs for new use adaptions, and public consultation 
– based on the heritage interpretation, activities and business plan ideas (which 
should form part of the brief) commission  outline designs for the church. The 
initial designs should include options for the heating system options and an outline 
cost plan. Consult the local community on the plans as part of the process.  

 Fully drafted project plan - collate all the work on the project into a 
comprehensive plan - use this as a tool for funding applications.  To include all 
plans and strategies (governance, 'business'/income, communications/marketing, 
activities, maintenance, fundraising plans). 

 Start fundraising - begin applying for funding for the next stage of the project.  
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Executive summary  

St Cuthbert’s is a highly significant Grade I listed church in Elsdon, Northumberland.  The 
project group, which is recognised by the PCC, are working towards creating a sustainable 
place of worship that is adapted to support community and visitor use, and contributes to 
the regeneration of the village as a tourist and visitor destination.  The heritage is a strong 
draw for visitors, and exploring further ways to interpret the material both in the church 
and online, will help build a destination offer. 

With a successful GPOW bid in place to deal with the urgent repair needs, plans to 
develop the sustainable ideas for the building need to be trialled and tested, in 
partnership with the village hall, through the piloting of activities, events and holding of 
public consultations.  This will help establish the needs of the community and also how 
best to work with the facilities and services already in place.  As options emerge, it is 
important to always reflect on how these options translate into sustainability; what is the 
operational model, what income streams will it provide, etc.   

The project group have good networks and resources to being setting up the next stages 
of development, and although an employed project officer is desirable, plans for the 
future should realistically be based on the project predominantly being volunteer lead 
throughout.     

The executive summary provides a view on the priority actions for the church and PCC. 
These have been summarised into short, medium and long term actions. They should be 
read alongside the full report and ideally the actions recommended within the document 
should all be addressed through an action plan – but the following are seen as the most 
important priorities. An appendix provides links to further guidance on the specific 
reports and processes suggested and, where possible, relevant examples.    

The PCC is encouraged to discuss these recommendations and come to an agreed view 
on the priorities. An important outcome should be the implementation of the actions in 
this executive summary. Actions are more defined in the short and medium term, 
because as the project evolves different actions will arise from the earlier work.     We 
recognise that some of the actions recommended for Elsdon church may already be 
underway as part of the Stage 1 HLF GPOW grant. 

 

Short term  

Begin carrying out the HLF GPOW Stage 1 development work - This work will be on 
going, but in the short term the priorities will be:  set up regular dates to submit progress 
reports, review specifications, drawings and schedule of works; keep up-to-date cost 
breakdowns and cash flow; provide detailed timetable/work programme and a clear 
project management and procurement process.  Always referring plans, briefs and other 
proposals back to the approved purposes.  This will also include an activity and 
interpretation programme, and an opportunity to pilot ideas for future project work.  

 Create a formal governance structure for the project - Out of the working group 
designate leads for important areas (communication, fundraising, repairs, new use 
design) and draft details of how the congregation can become involved, and 
planning how to  communicate this to the community. Transparency will reduce 
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uncertainty. Ensure there are clear relationships between the different groups, 
both planned and established, and reporting lines are understood.  

 Plan initial consultations - To test out the present vision and project ideas via low 
cost events or by having a presence at a local event (such as the village Fete or 
Heritage Open Day weekend).  Formally capture the feedback. 

 Create a stakeholder / partnership list - Utilise the contacts already made and 
begin having further discussions with them about the project, whilst approaching 
other organisation/groups that could offer their support. 

 Revised funders list - The group, through other projects, are aware of potential 
funders in the local and regional area.  This can be revisited and updated, bearing 
in mind the visions and ideas for the project. 

Medium term  

 Complete the HLF GPOW Stage 1 development and submit Stage 2 bid - As 
above, also ensure partnership funding bids are being made; develop an income 
generation strategy; document the activity on site through photographs and 
reports.  Use the repair works as a marketing opportunity for the project as a whole. 

 New/extended use options and research – Develop a statement of need that 
evidences what the church could provide for the community, to help establish 
ideas of how the church will become sustainable with new/extended use. Outline 
forecasting and estimates for income and expenditure should be considered 
(draft ‘business plan’).  These ideas should then be consulted on.  

 Establish a communication plan - from contacts gathered from the stakeholder 
/ partnership list, congregation and wider community.  Use resources such as the 
parish magazine, e-newsletter (collect email address from congregation and other 
church users at consultation events) and local media to keep people in the loop 
about the project, events, services, consultations and volunteer opportunities 
(e.g. a communication or marketing volunteer). 

 Develop an online presence - a website for the church at this stage might not be 
a priority, but either an updated page on the parish website or a facebook page will 
increase the churches online presence for potential visitors.  It can act as a forum 
to promote the project activities, but also the events and goings-on in the village as 
a whole. 

 Friends Group/volunteer recruitment - As the project develops there will be 
more opportunities for people to become involved.  Advertising specific roles or 
tasks to be carried out will help people identify how they can best contribute to the 
project with their skills and experience.  A Friends Group could also be there to 
allow people to support at a distance if they wish. 

 Hold consultation events – Put plans into action to consult with congregation, 
community and partners/stakeholders on the extended use options.  Be creative 
about the format, use partners to help and put on food! Make it about fun, not 
surveys; but keep a record of the feedback and take lots of good photos to feed 
into future funding bids.  Also use as an opportunity to recruit volunteers and 
promote the Friends scheme. 

 Fundraising strategy - The project will begin to have more of a defined 
shape/direction for the group to start to approach funders from the list, matching 
up what element of the project certain funders would be likely to invest in.  Also 



Inspired Futures Project:   
Way Forward Report for St Cuthbert’s Church, Elsdon 

Page 5 of 18 
 

fundraise at a local level to help support elements of project development (e.g. 
architect fees, printing and administration costs etc.). 

 Heritage interpretation and activity plan - to establish how to engage the 
community with heritage activities and interpretation and propose some ideas to 
begin the conversation with the community  

 Draw up a brief for architect concept designs – from work on the statement of 
need and consultation feedback, criteria can be presented to an architect to begin 
forming some designs around adaptations in the church.  An updated statement 
of significance for the church should be included with the brief.  Ensure funds are 
available for this appointment, either through reserves for from a funding raising 
campaign.   
 

Longer term  
 

 HLF GPOW Stage 2 repair project - deliver the GPOW Stage 2  repair project, 
ensuring the delivery of the approved purposes.  

 Commission concept designs for new use adaptions, and public consultation 
– based on the heritage interpretation, activities and business plan ideas (which 
should form part of the brief) commission  outline designs for the church. The 
initial designs should include options for the heating system options and an outline 
cost plan. Consult the local community on the plans as part of the process.  

 Fully drafted project plan - collate all the work on the project into a 
comprehensive plan - use this as a tool for funding applications.  To include all 
plans and strategies (governance, 'business'/income, communications/marketing, 
activities, maintenance, fundraising plans). 

 Start fundraising - begin applying for funding for the next stage of the project.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 


