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Inspired Futures Alnham St Michael’s

1. Executive Summary 
a. Overview  
 
Although apparently well placed at the outset of Stage 2, Alnham St Michael experienced 
governance and management problems in the course of Stage 2 project period, and this had a major 
impact on the support that Inspired Futures was able to deliver. Essentially this meant a lot of 
mentoring effort was spent helping the church team
their existing HLF ‘Grants for Places of Worship’ project rather than carrying forward the wider 
development agenda which the Stage 1 Way Forward report set out
 
However, bearing in mind this difficult backg
result of Inspired Futures. The completion of the HLF project was a significant achievement, and in 
the final stages of Inspired Futures, progress was made towards building new partnership links and 
establishing a better foundation to make best use of the repaired and improved church building 
which is now available.  
 
The pressures of the wider situation did mean tha
additional training and support resources the
the Travelling Treasures exhibition which will help to initiate their wider visitor development 
ambitions. Overall, the management arrangements, capacity and confidence of the team have been 
significantly improved (if by a hard learning curve).
 
b.        Outputs 
Through the project St Michael’s has secured :

- A Way Forward report 
- Completion of the existing development project despite very difficult circumstances
- Partnership development with the National Park
- Heritage Interpretation and pop up welcome display
- Capacity building and skills development through the development project
- Better understanding of project management and governance procedures

c. Outcomes 
Through the project St Michael’s  has secured:

- A revised and realistic vision and direction for future development 
- A legacy of learning and enhanced skills capacity through the mentoring process
- Building improvements (linked to the existing HLF GPOW project, but partly enabled by IF in 

the challenging circumstances they faced) which give the basis for a more sustainable future.
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Although apparently well placed at the outset of Stage 2, Alnham St Michael experienced 
governance and management problems in the course of Stage 2 project period, and this had a major 
impact on the support that Inspired Futures was able to deliver. Essentially this meant a lot of 
mentoring effort was spent helping the church team to recover from this situation and to complete 
their existing HLF ‘Grants for Places of Worship’ project rather than carrying forward the wider 
development agenda which the Stage 1 Way Forward report set out. 

However, bearing in mind this difficult background, Alnham have made important progress as a 
result of Inspired Futures. The completion of the HLF project was a significant achievement, and in 
the final stages of Inspired Futures, progress was made towards building new partnership links and 

ing a better foundation to make best use of the repaired and improved church building 

The pressures of the wider situation did mean that Alnham did not significantly participate in the 
additional training and support resources the project provided, although they are planned to host 
the Travelling Treasures exhibition which will help to initiate their wider visitor development 
ambitions. Overall, the management arrangements, capacity and confidence of the team have been 

y improved (if by a hard learning curve). 
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project provided, although they are planned to host 
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Capacity building and skills development through the development project 
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Building improvements (linked to the existing HLF GPOW project, but partly enabled by IF in 

rcumstances they faced) which give the basis for a more sustainable future. 
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d. Recommendation 
 

Activity Project tasks Suggested timescale 

Develop revised plan for 
use of the restored church 
space 

Consultation with community and 
additional partners 

 Prepare phased delivery plan 

Autumn to Spring 2019 -
2020 

Completion of Phase 2 
improvement works 

Installation of new path and 
repair of Lychgate 

Manage implementation of the 
project 

Complete funder returns and 
reports 

Autumn 2019 

Develop partnership with 
the National Park and 
potential of the church as 
a local hub for the Park 

Link with other churches in the 
locality in developing contact 
with the Park 

Connect with the NLHF funded 
Rural churches for Everyone 
project to support partner 
development  

Spring 2020 – Spring 2021 

Develop  facilities 
managements for the 
restored church 

Connect with the NLHF funded 
Rural churches for Everyone 
project and join the Community 
Action Northumberland 
‘Hallmark’ scheme 

2020 

 
2. Introduction  

St Michael’s Alnham was initially selected for Inspired Futures because both of the sustainability  
problems it faced in an extremely isolated rural location (with a small and declining congregation up 
to the early 2010s), and more positively,  because of the significant recent progress that had been to 
revitalise its ‘offer’ as both a place of worship and as a heritage asset for the community (with 
particular potential value for visitors to the Northumberland National Park). 

St Michael’s had a successful Stage 1 development stage which resulted in the preparation of a clear 
way forward report and heritage assessment. Out of this it became clear that there were significant 
and realistic opportunities for the church to develop as a visitor and community hub serving the 
dispersed surrounding community, and this was underpinned by the achievement of attracting 
significant HLF (Grants for Places of Worship) and other funding (2015-16) for Phase 1 of an 
ambitious repair, development and activity agenda.   

Given the strong  engagement with Phase 1 of Inspired Futures, and the work and projects already in 
hand apparently underpinned by enthusiasm and capacity in the church team (led by a very active 
Churchwarden), the decision was taken that St Michael’s  should be a Group 2 church.  In this 
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context, light touch mentoring was intended to support the existing development trajectory with 
wider strategic planning for subsequent project phases. It was also felt the church might also 
contribute significantly to the wider learning aspirations of the Inspired Futures cohort. 
 
Unfortunately, and contrary to these judgements, it transpired early in Stage 2 of Inspired Futures 
that there were significant governance and financial management problems at St Michael’s. The 
denouement of this was that the Churchwarden who had been the primary mover and contact for 
the development project was ultimately prosecuted and convicted of theft of church funds 
principally comprising the grant aid already received for the development project.  
 
This was obviously a major issue for the church, its funders and the wider community. The process of 
dealing with this situation dominated the Inspired Futures Stage 2 delivery period, and necessarily 
significantly restricted the capacity of the church to engage with the programme which had been set 
out in the original Way Forward report (and, indeed, to participate in the training and other aspects 
of Inspired Futures).  It should be noted that the church also went into interregnum in the project 
period (from late 2017 to early 2019), so this also further compromised capacity in relation to 
Inspired Futures. 
 
3. Property Overview 
 
Site Description –. St Michael’s church and its large churchyard (with 19th century Lych Gate) sit 
within an area of dispersed settlement in an isolated and beautiful upland area of north 
Northumberland. The isolated location today poses obvious challenges for the church’s future 
sustainability, although the remote beauty of the area does attract visitors and walkers. 

Background History – Adjacent earthworks and two nearby medieval and later defensive towers 
show that current landscape patterns are part of a complex history shaped by border warfare and 
lawlessness up until the 16th century. The current mainly 12th and 13th century building may have 
Saxon origins. Blocked up arches in the north wall point to the demolition of an aisle than once 
existed there, and may reflect the economic impacts of border warfare. Changes and restorations in 
1870 and 1953 have nevertheless left the character of the church intact, and it stands as a typical 
and atmospheric example of a Northumbrian border church, and as an important local landmark.   

Key Architectural details 
 
 Saxon quoins (masonry blocks at the corner of a wall) are located at the northeast 

 south-east corners of the nave; 
 North side of nave has blocked 13th century arches of the former 3 bay north 

aisle embedded in it; 
 The West end has one 12th century round-headed window flanked by two 

original buttresses on each side; 
 The West window is shafted with a rare round-headed arch; shafts and rings 

are replacements but the bases and one capital are original; 
 A monument to George Alder 1611 is located in floor of nave with wild lettering 

and unusual spelling. 
 
Needs and Opportunities  
 
At the start of the IF project the principal focus was around major building repairs to address 
significant damp ingress (partly caused by build-up of the ground level outside the church) and other 
structural repairs, with the aim of transforming the interior feel of the building as well as to secure 
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its structure. Additional needs included improving lighting and heating in the church and completing 
works to improve access around the church with a view to enabling better community use of the 
church space. This included improving the access path across the churchyard and undertaking 
repairs to the Lychgate. 
 
The complementary emphasis was on developing the potential of the church as an enhanced visitor 
and community hub in an area with a dispersed rural population with no comparable facilities to the 
space the church building potentially provided. This include the possibility of explicitly providing 
facilities for walkers and Northumberland National Park visitors, and more creatively telling the 
remarkable heritage story of the area including the history of the Reivers and warfare in the district.  

The Way Forward Report recommendations to develop the project to meet these needs were as 
follows:  

Short term 
 Delivery of Stage 1 HLF GPOW – permission to start commenced in May 2015. 
 Develop an initial activity and interpretation plan – this is a necessary element 

of the current HLF funding, and will also help to promote the project and engage 
different audiences. 

 Governance review and strategy – governance on a day to day and operational 
basis, and in the medium to long term strategic level, needs to be strengthened. 

 Way Forward Report for St Michael and All Angels, Alnham 
be strengthened, describe the roles that are required and begin a skills audit to 
ensure the right skills are represented in the team.  

 Establish a communication plan –The plan is needed to keep people in 
the loop about the project, events, services, consultations and volunteer 
opportunities  

 Plan consultation events – Have display boards set up in the church, but also 
organise day/weekend events where the immediate, surrounding and wider 
community can give their thoughts, support and feedback on the project.  

 Development of website / online presence  
It is important to get this right, as the website needs to have the 
functionality required and to look professional and appealing.  

 
Medium term 
 Continue delivery of Stage 1 / development of Stage 2 HLF – As above, also 

ensure partnership funding in place, develop an income generation strategy, 
finalise professional fee budget, revise the activity plan, ensure there is a costed 
maintenance and management plan.  

 Installation of internet and landline – This is an integral part of the project’s 
objectives, and should be completed as soon as possible (dependent on other 
ground works) 

 Match fundraising strategy – keep up to date and regularly review potential 
funding opportunities, keeping the process of applications rolling. 

 Assessment of income/expenditure strategy– it is Important to be aware of the 
likely income/expenditure to the church once the project is completed. 

 Prepare an up to date Statement of Significance – update the current 
Statement to inform the architect’s brief 

 Development and launch of website – Send out brief and tender for a developer. 
Also ensure a volunteer / group member is committed and trained to update the 
website on a regular basis. 

 Carry out consultation and testing of events/activities in the church – to keep 
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the community involved and updated, to help increase support, and provide 
evidence of need for activities. . 

 Concept designs for re-ordering work (based on activity testing) and 
consultation – commission an architect to draw up initial concept  

 Volunteer recruitment drive – as project grows so will the opportunities and need 
for resources 

 
Longer term  
 Delivery of Stage 2 HLF GPOW – ensure delivery of the capital works and all 

‘approved purposes’. 
 Develop fabric maintenance plan – ensure the costs of the building are planned 

over a long term cycle (25 years or so). Look at how income and fundraising will 
target the costs of the plan. 

 Evaluation – evaluate the delivery of the GPOW work. 
 Update project aims – now phase 1 is complete review and update the project’s 

aims. 
 Plan next phase of work – with an updated statement of need for the new 

facilities, begin project planning for future phases of work that will deliver the 
project aims. 

 
4. Programme of work and Progress against key areas – 

Work Task Timing IF involvement  Outputs Outcomes  

Stage 1 Tasks     

Way forward   Summer 2015 Prepared by CCT Way Forward 
report 
produced 

 

Clear indication 
of likely future 
path 

Heritage 
Assessment 

Summer 2015 Prepared by Jo 
Scott Associates 

Heritage 
Assessment 

 

Open Door 
Access 
Assessment 

Summer 2015 Church Project 
Team following IF 
‘Open Door’ 
Workshop 

Access Audit 
completed 

Clear 
understanding of 
access issues 
facing the church 

Stage 2 Tasks     

Preparation of 
Phase 2 
church Action 
Plan 

September 
2016 

IF team with 
church project 
leader 

Outline Action 
Plan Document 
document 

Roadmap to 
achieve Stage 2 
vision (as 
conceived at that 
point) 

Delivery of 
existing Phase 
1 repair and 

April 2017 to 
February 2018  

IF project officer 
supporting in 

Phase 1 repair 
and reordering 
completed, 

Church building 
in sustainable 
condition for 
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activity 
project   

advisory capacity heritage 
activity work 
delivered 

future 
development 

Governanace 
and 
Management 
Development 
(in tandem 
with Phase 1 
delivery 
above) 

Summer 2016-
19 

IF advisory support 
around coping with 
serious problems 
relating to theft of 
Phase 1 Grant Aid 
(in tandem with 
wider 
processes/diocesan 
input) 

Revamped 
management 
procedures, 
recovery of 
grant aid  

Capacity 
established 
through 
attendance at IF 
workshops 

Partnership 
Development 
with the 
National Park 
and other 
local churches 

March 2019 IF facilitated 
contact and 
development 
meeting 

Preliminary 
partnership 
contacts 

Basis for future 
partner 
development 

Hosting 
Travelling 
Treasure  

Autumn/Winter 
2019 

IF Heritage 
Consultant 
assisting with 
preparation for 
and setting up TT 
in church 

Church 
developed 
materials to 
support 
Travelling 
Treasures  

New visitor 
cohort attracted 
to the church 
through 
Travelling 
Treasures. 
Feedback for 
future 
exhibitions 
received. 

 
5. Outputs and recommendations –  

As noted above, the aspirations at the outset of the Stage 2 project were seriously derailed by the 
governance issues which came to light in late 2016.  

So, on the one hand, that fact that the Heritage Lottery ‘Grants for Places of Worship’ project was 
ultimately delivered (with the generous support of funders including the Heritage Lottery Fund who 
allowed the church to retain the stolen money which was eventually refunded by the offender, and 
to significantly extend the project timescales) is a major achievement, and Inspired Futures closely 
supported and facilitated that process. It is the case that it would have been more difficult for 
Alnham to have recovered from that situation had Inspired Futures support not been available in 
those difficult circumstances.  
 
However, it has to be said that this was not the purpose of Inspired Futures at the outset, and does 
mean that the outputs strictly related to the aims of Inspired Futures have been more limited. 
However, it has been possible  in the final phase of Inspired Futures to lay some further foundations 
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including partnership initiatives (both with other churches in the locality and with the National Park) 
and to support the church to properly grasp the potential for enhanced use of the repaired building.  
This has been helped by the recent appointment of an enthusiastic new incumbent, and the skills 
and awareness the wider church team have acquired through their recent ‘journey’.  
 

In the light of this context, the action plan below sets out an indicative timescale for the next phases 
of project development. This does need to be set against the fact that some of the ambition of the 
original proposals at the outset of Inspired Futures have inevitably been truncated by impacts of the 
recent difficulties, and therefore future development timescales also need to be realistic against this 
context.  

 
Recommendations  
 

Activity Project tasks Suggested timescale 

Develop revised plan for 
use of the restored church 
space 

Consultation with community and 
additional partners 

 Prepare phased delivery plan 

Autumn to Spring 2019 -
2020 

Completion of Phase 2 
improvement works 

Installation of new path and 
repair of Lychgate 

Manage implementation of the 
project 

Complete funder returns and 
reports 

Autumn 2019 

Develop partnership with 
the National Park and 
potential of the church as 
a local hub for the Park 

Link with other churches in the 
locality in developing contact 
with the Park 

Connect with the NLHF funded 
Rural churches for Everyone 
project to support partner 
development  

Spring 2020 – Spring 2021 

Develop  facilities 
managements for the 
restored church 

Connect with the NLHF funded 
Rural churches for Everyone 
project and join the Community 
Action Northumberland 
‘Hallmark’ scheme 

2020 

 


