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Renovating the nave floor in a Grade 1 Listed Church dating back some 950 years involves a surprising 
number of stakeholders. As well as the congregation and clergy responsible for the daily running of the 
church, there is the design and delivery team including architects, contractors and crafts-people; ‘end users’ 
including wedding parties, christening parties and those organising funerals. And then there are those 
stakeholders who get involved such as: 

▪ The Victorian Society (the floor being removed had been installed in 1862 
during Victorian times). 

▪ Historic England. 
▪ The Diocese Advisory Committee. 

 
The initial scope of the project covered the removal of old and damaged pews, 
levelling the floor (currently on two levels), new electrics and the alteration of the 
heating system. The project had been on the cards for a number of years and in 2018 
the decision was made to go ahead. After numerous visits from the various agencies, 
each with their ideas of how the work should be carried out, navigation around fixed 
holy days, and negotiations for a slot to avoid inconveniencing the general public, brides etc, we identified 
a 5-week window from the Monday 2 March 2020 to the Sunday 5 April 2020.  You’ll have spotted the 
problem already! 
 
We started to engage with suitable contractors, a further set of stakeholders, often small but specialised in 
their particular discipline. Work commenced as planned on time with the removal of the pews and existing 
floorboards which quickly revealed more issues than anticipated, including the discovery of significant 
historical items including the foundation stones from the Church built on the site in 1120 AD.   
 
Work progressed at speed with all of the contractors working in harmony, everything was on track for a 
completion as per the project plan ……….. then COVID-19 happened.  We embarked on a series of intense 
discussions with the many stakeholders: what measures should we take, what measures could we take?  
Everybody was anxious to see the project come to a successful conclusion, and if possible, on time.   
 
As the COVID-19 crisis escalated, more and more businesses ceased operations, more stringent 
restrictions were imposed, instructions were issued to close all Churches, and to stop all restoration 
works, until further notice. Like many other project leaders, I was faced with having to tell those local 
contractors, all of whom had done everything possible to make the project a success, had worked through 
the front end of the COVID-19 outbreak, and had accepted changes to the scope in their stride.  It was 
extremely hard to lay-off small local businesses dependent on this type of specialist work.    
 
Each of the contractors was contacted with the position being carefully explained to them with the 
assurance that once restrictions were lifted, or at least eased, then we would ask them to continue with 
the project. Through my Board of Trustees select committee I agreed that, should the need arise, we 
would offer to make an advance payment to our contractors if needed.  It was extremely reassuring to 
hear each and every contractor thankful for the information and in full agreement to complete the 
project as soon as possible. 
 
 
 

Original pews & floor 



So, what lessons can we learn?  
- Be prepared: It is impossible to forecast that which is un-forecastable.  The COVID-19 virus escalated 

faster, and was more widespread than anyone could have imagined. Invest in building stakeholder 
relationships right from the start. We were able to respond quickly due to the collaborative 
relationships already in place.  

- Involve stakeholders as early as possible: Decisions had to be made quickly - changes to the critical 
path, changes to the scope, changes to the working environment (social distancing etc). Making the 
correct decisions for everyone involved required full consultation with the contractors (Stakeholders).   

- Communication, communication, communication: honest and open dialogue with all parties was 
critical to progressing the project as far as it has, and hopefully will facilitate a speedy re-start when 
the opportunity arises. I keep in regular contact with the contractors and the wider stakeholder 
community. 

 
It is frustrating to see the project almost there but all who have seen the 
significant improvement have commented on how wonderful it looks.   
 

Almost there 


