Northland, a Church Distributed
The hiring of Chief of Staff, Dick Wynn

By Brad McKerley

Introduction

In Central Florida it seems as if there are megadaties all over the landscape.
The one that stands out among these churches iklalwdt, a Church Distributed. They
have a focus of distributing themselves beyond thalls by providing ways for the
congregation to reach those that are normally beyioair reach. Not only does the
church distribute itself, but Senior Pastor Joehtdualso seeks to distribute himself in
the same manner. One significant way is Joel Hisntelationship with President
Barack Obama. Joel Hunter has been referredtteeaspiritual advisor to the President
of the United States.

Northland is a church that is impacting communjt@ses, our nation and the
world. From a staffing perspective, who is resploiesor keeping everyone focused on
accomplishing the overall mission of the churchilethe pastor is so involved in
making a difference in the White House and in tloelé? The purpose of this case study
is to look at the role of Dick Wynn, Chief of Stafifid to see how the creation and
implementation of his position has helped shapehiech and impact the way
Northland, a Church Distributed does ministiyo get a better understanding of
Northland, a Church Distributed, requires that iamk at the journey on which God has
lead them.

The Birth of Northland

The Circle Community Church in Orlando, a 1960isrch plant, had a desire to
start another church plant in the “north land” afaddo. In 1972, the new church
selected the name Northland Community Chdrch.

1 Jay HamburgyWhere Obama turns for spiritual advice: Rev. Joehtér of LongwoodOrlando
Sentinel, 12 April 2009, accessed 5 May 2009; atgl from
http://www.orlandosentinel.com/news/local/orl-jdeinter-041209,0,7417058.story.

2 Northland, A Church DistributetNorthland History A web based article by Northland, a
Church Distributed. Accessed online at http://wnavthlandchurch.net/main/about/northland_history/ o
April 30, 2009.



That same year, they called John Christiansen, Daitas Theological Seminary, to lead
this new congregation as their senior pastor.

The philosophy of Northland Community Church was:

To remain small

To start new satellite churches
To never own a building

To avoid traditionalism

In spite of their desire to remain small, God gtee church to over 500 people in
attendance by the early 1980’s. With this growltle,church began to search for a
permanent building. With the focus now shiftingawning their own building, a group
in the congregation felt that they were moving advayn their original philosophy and
decided that they would break away from the chu@bring this church split, the senior
pastor, John Christiansen, went with the groupemirba new churchin 1984, the
remaining 120 members of Northland Community Chiochght an old skating rink,
now owning their first building. Shortly after mivasing the building, their current
pastor resigned. It was at this point that thetiland Community Church began to pray
that God would bring the right man to lead thigfreented church. On June 11, 1985
God answered their prayer and brought Joel Huatbettheir Senior Pastbr.

Small Church to Mega Church (1988-1998)

With Joel Hunter in place, the church began thegss of renovating the building
and preparing for what God was going to do. Duthrggrenovation of the space the
church began to see an increase in attendanceingeaod was in the midst of doing
something great, the elders sent Joel away fona ¢if reflection and seeking what God
would have for the church. When Joel returned ftbentwo week retreat, he laoait a
ten year vision for Northland Community Church.. Bunter states in his book, “God
wanted me to preach on one theme per year fordarsy Consistent focus on one area
of the faith would build spiritual maturity by weag biblical themes into our character
rather than just inserting scriptural principleminur short-term memories.’During
this ten year period Northland saw significant @age and change. The Church
attendance grew from 300 to 5,000, the staff irm@ddrom 4 to 90, the budget grew
from a few hundred thousand dollars to eight millawllars and the Church went from
having one Sunday service to seven services dthimgieekend.

% Joel HunterA Church Distributed: How the Church Can Thrivettie Coming Era of
Connection(Florida: Distributed Church Press, 2007), 27. IBunter in his book refers to the events that
happened as a church split.

* Northland, A Church DistributedNorthland history (accessed).

® Hunter, 33.
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Ten years earlier, Northland Community Church wasggling with maintaining a small
church, but because the church stepped out indaithfollowed God'’s leading, they saw
the fruit of their faith.

A Distributed Church (1998-2009)

Dr. Hunter says in his book, “the growth of Noahdl forced us to make a
decision as to the future character of our chufclAt the end of the ten year preaching
schedule, he felt God was leading Northland tolbesgay from a church that focused
inward only. Dr. Hunter realized that the purp@meNorthland Community Church was
not just reaching people in their community, bubtgde around the world. From there
Northland changed their name from Northland Comityu@hurch to Northland, a
Church Distributed. The focus of a distributed church is “resourass @mpowerment
for service should flow outward instead of inwaithe church should see itself in many
places instead of one place.The church and the people were to distribute theis
daily by ministering to the people around them.eyiwvould base everything they do on
what they call their “three-legged stool.” The ‘@krlegged stool” would be worship,
service and equipping.

Following is how Northland describes these threasion their website:

Worship God- Everything in the Christian life begins and eimds
worship. We believe our greatest privilege and ngéstious calling as
Christians is to gather to worship the living God Who He is and what
He has done. We have many environments in whichcgouvorship God
with other believers.

Service At Northland, we believe one of the best waysdonect and
grow is to serve others. We encourage you torgetved in an area of
service. Whether you have a desire to serve yannuoanity or a
community half way around the world, we have anaspmity for you to
get involved. We have three distinct areas to setkie church, the
community and the world.

Equipping- The leadership at Northland wants to be certza you have
everything you need in order to fulfill His calliray your life. Here, you'll
learn about the many resources that the churckohaféer, and find online
tools that will help you to come to maturity in @tr Remember...you are
God's workmanship, created in Christ Jesus to @d garks, which God
prepared in advance for you to do! (Ephesians 2:10)

"lbid., 33

8 Through the rest of the case study Northlandharch Distributed will be referred to as
Northland.
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This new vision for a distributed church did notredwithout some conflict and
concerns. Many were concerned that such an outiwaus would cause the church to
lose the sense of community they had worked so tiedbdild. With no definitive
answers on what they should do, the leadershipdéir God’s direction. As God
began to work, Northland distributed itself to athes all over the United States and the
congregation began distributing themselves througBentral Floridd® In all of this,
God kept adding to His church both numerically Alegsing them in areas of
influencing those around them.

The decision to build a new building took Northlaondvhere they are currently.
At this point they had expanded to 7 weekend sesviclheir current sanctuary, the
previous roller rink, seated just over 1100. Aes ¢hurch looked at the possibility of a
new building, the leadership in the church begaor&y and discuss what would be the
focus of their building. Dr. Hunter recalls whhetfocus should be, “the best option for
us would be to build a virtual ‘communications @htvith capabilities that could
potentially connect us with an unlimited amounbtifer sites for worship, teaching and
non-local conferencing** Northland wanted to distribute themselves oygdople
globally. In August of 2007 Northland completeeitis42 million dollar and 160,000
square foot building. The 22,000 square foot sargtseats just over 3000 thousand but
has the technical capabilities to connect an udichamount of worshiper3.
Today Northland is distributed to people in ArgeatiEgypt, Ukraine, fast food
restaurants, houses and a prison. They have padtnéth hundreds of other churches,
ministries and organizations to make a differemc&od’s Kingdom.

A Distributed Pastor

Northland has fully embraced their role of beingharch distributed over the last
decade. Senior Pastor Joel Hunter has in thedagtie of years taken on a significant
role of distributing himself to places where God baen moving. Dr. Hunter states in
his book that, “leadership of the church will dolMie be connected to leaders outside
the local congregations. Such a connection willatel much more organizational
responsibility-only the kind of responsibility thewmes with maintaining a relationship.
What it will add is influence*®

Y pr. Hunter shares in his book how Northland wee &b partner with a church in New
Hampshire. For 2 years Northland provided padtors their staff to preach at Christ Church in Amgie
New Hampshire. Christ Church would fly the pastgsand this began one of the many ways in which
Northland began distributing themselves.

" Hunter, 127

12 Northland was just ranked the “Best Digital Chiriththe March/April issue of Ministry
Today Magazine. The article can be accessedmt/ltivw.ministrytodaymag.com/display.php?id=16788.

13 Hunter, 140.



In the last 2 years the scope and significanclatfstatement is beginning to
unfold. In August 2008, Dr. Hunter was called uporlose the Democratic National
Convention in Denver, Colorado in prayer. In Nobemof 2008, Dr. Hunter prayed
with Barack Obama hours before Obama won the peatial electiont* February % of
this year, Dr. Hunter was appointed to the AdvisGouncil on Faith-Based and
Neighborhood Partnerships by President Ob&ma.

A ministry that goes beyond the walls of a churak tefined Joel Hunter and
Northland. Northland ministers to thousands ofge@ach week all over the world.
The church staff has grown from a few pastors sta# of close to 200 employees.
With Dr. Hunter becoming so involved outside of dieirch and the church growing so
large, there arose a need to bring in someone vadubdvwkeep the staff focused on the
churches distributed mission.

Chief of Staff, Dick Wynn
History of a Leader Shaping Leaders

Who should a church that is distributed, hire fe hew Chief of Staff position to
make sure the staff is working towards the sambalildistributed focus? The answer is
to bring on someone that is experienced workingjaal organizations. Dick Wynn'’s
global ministry fits in perfectly with Northlanddistributed mission. To understand the
significance and impact Dick has made at Northlamgiick look of his resume helps one
better understand how he has come to make sudfeeedce.

Dick has been involved with ministry in some faceer the last 40 year€,
Dick started a church in his basement called Kenth@ommunity Church in 1979.
Since Kentwood, Dick has been working with varipasachurch and non profit
organizations throughout the world. He has seagrkgional director with Youth for
Christ. Years later Dick was elected the Presidéiouth for Christ.

4 David Van BiemaWho is Joel Hunter and why is Obama praying with fArchived on-line]
(Time Magazine, 8 November 2008, accessed 5 Ma&l9R@vailable from
http://www.time.com/time/politics/article/0,8599 AB140,00.htmI?imw=Y.

13 Office of the Press Secretaf§bama Announces White House Office of Faith-based a
Neighborhood Partnershig@rchived on-line by The White house, 5 Februad®2, accessed 5 May
2009); available from
http://www.whitehouse.gov/the press_office/ObamadumtesWhiteHouseOfficeofFaith-
basedandNeighborhoodPartnerships/.

18 Dick Wynn, “Interview by the Author,” (Longwood|d¥ida: 27 May 2009). Unless otherwise
indicated, all citations in this section are sodrfrem this personal interview.

" Kentwood Community Church (http://www.kentwoodcommitychurch.com/) is located in
Kentwood, Michigan. Dick Wynn began the churchhid¥ayne Schmidt, a college senior at the time, who
served as an assistant pastor. Dick eventuallgiddhtheposition over to Wayne and Wayne has bten
pastor of Kentwood since Dick left. The churcleattance is now over 3,000 and Dick will go back to
speak at Kentwood’s 30 year anniversary in theofa#1009.



During his tenure as president, Dick partnered Witbsident and Mrs. Reagan on issues
concerning drug use. In 1997, he began an ordgaonzealled Emerging Young Leaders.
Shortly after, Dick came on staff at John MaxwelfQUIP and was the Senior Vice
President of International Equipping. He wentorvbrk with Crown Financial

Ministries and took the ministry global. Throughdis years of working both nationally
and globally with organizations, Dick has exceliledeadership development,
fundraising and strategic development.

Dick Wynn has been connected with Northland for@@years. The church
first supported Dick and his wife, Janet, when thveye serving as missionaries in
Singapore in the 1980’s. When Northland lookedxpand their ministry, they brought
Dick in to consult with them on which direction thghould go. As Northland continued
to grow and Dr. Hunter became more distributedtiNand consulted with Dick on how
staffing and leadership should be structured. muhis twenty years of consulting with
Northland, Dick has been vital in helping to shépedirection and structure of the
church. The advice Dick gave Northland was toter@anew Chief of Staff position that
would serve as a go between for the pastor, exasuéind staff. Prior to the Chief of
Staff position, the 5 Executive Directors reportiectly to the Senior Pastor. Seeing
the value of Dick’s suggestion, the leadership egthat the Chief of Staff position
would be a benefit to the Pastor. They asked Dibk would consider taking the Chief
of Staff position.

Below is a summary of what Northland’s Chief offSpsition would entail:
This position will serve as the Chief of Staff aexlecutive
Advisor for the Senior Pastor. They will also astExecutive
Advisor to the Elder Board as they strategicallgrthhe future of
Northland. He will partner with the Executive Leaship Team
and focus on global partnerships, equipping, lacal global
evangelism, volunteer mobilization and educatiothef
congregatiort®

In April of 2007, Dick accepted the position andyae as the new Chief of Staff at
Northland.

Staffing and Structure at Northland

Northland has 9 ruling elders that help Dr. Humeoversight of the church. The
Chief of Staff reports directly to the Senior Pastnd oversees all of the staff. Because
of the magnitude of responsibility at a church ¢fme of Northland, they have 5
Executive Directors that oversee 5 vital areahefahurch: Media Design, Worship,
Equipping, Service and Operations and Finance. EXeeutive Directors report directly
to the Chief of Staff and they administer the digatof their specific ministry that they
oversee. They oversee a team of directors, myristiders and volunteers that would be
equivalent to the size of most small churches.kBays that the Executive Directors at
Northland are “specialists at what they do.”

8 The Chief of Staff job description was given to dwging my interview with Dick Wynn.



His position as Chief of Staff is to, “empower théxecutive Directors) to develop in
their areas for the common goalS."When it comes to the working with the Executives,
Dick strives to communicate and work with them toigs to never over step their
authority when dealing with an employee. Manyraf Executives have been on staff at
Northland for a number of years and have a gréatioaship with Senior Pastor Joel
Hunter. Because of that great relationship, thexetthe ability to go directly to him
when issues arise. This type of relationship betwtbe Chief of Staff and the
Executives have allowed for a great working reladiup.

Executive Leadership Meeting Structure

In the new Chief of Staff position, Dick began maprove on what Northland was
already doing. One of the first things Dick notlagas how the Executive Leadership
Team (E.L.T) meetings were structuf@dThey were meeting every other week and
focusing mostly on operations. He wanted to inticela kingdom mindset and a team
concept to the E.L.T. meetings. After two monthsstaff, he decided that they should
meet weekly so there would be more consistent comoation between the E.L.T.
members. Dick also changed the focus of the mgetminclude ministry functions of
the church. He requested that each E.L.T. memo@ide more input into the meeting
planning and agenda items which promoted an envieorh where there is healthy
discussion and input from all the Executives dutimgmeetings.

Consistent Reviews with the Staff

One area that Dick noticed needed changing waster Ipeocess for evaluating
the staff. He implemented consistent reviews @edsetting of goals with staff. He
instituted semi-annual reviews which allowed forlieafollow-up on areas needing
improvement, more accountability of staff memberd better communicatiorBy
having consistent reviews a couple times a yeak Bays, “it helps make sure that
people are on target. The result has been a neldéaccountability.” These reviews
prove to be profitable by helping everyone staygourse in their prescribed ministry
areas. The reviews are another way that staff@mstantly reminded to be thinking
outside the walls of the church and focused ongoaidistributed church.

Developed a Strategy for Increasing Income

Part of the expertise Dick brought to Northland wathe area of fundraising.
Dick saw the need to create a development comnitisgevould come up with
fundraising ideas. In November of 2008, Dick sheaded a weekend retreat where the
church shared the vision of Northland with 42 cespl

¥ The common goals of Northland are what theyttaiir “three legged stool” which is worship,
service, and equipping. In 2009, Northland addeddlbpment of their Sites and a Sense of Belonging
their focus.

% The Executive Leadership team (E.L.T) is madefupe senior pastor, 2 associate pastors,
chief of staff and the 5 executive directors (Meizsign, Worship, Equipping, Service and
Operation/Finance).



Dick would bring in the staff and they would shariéh the couples their ministry areas
and give reports of what God was doing in thosasarét the end of that weekend, they
were able to raise 1.6 million dollars for the attur Dick handed the fundraising and
development over to the Executive Director of Opers and Finance, Marc McMurrin
since he would soon transition out of his positsrChief of Staff.

Analysis of the Position
Positives of the Position

When asked what brings Dick the most joy in hisitpms at Northland, Dick
quickly states, “seeing people | invest in reakywelop and how they invest in others.” It
is that multiplication that inspires Dick to devellmaders that will go on to develop other
leaders. Dick sees developing leaders as someténgs bigger than a program and it is
something that will last for generations to come.

Dick also enjoys how Northland is continuously k&nting itself and this allows
for a large amount of creativity with the staffafBa says, “Strategic change is the
lifeblood of longevity and influence in today’s rkatplace. The failure to deal with
those changes is the fastest and surest routdinztion.”*! Dick believes this
willingness to change has resulted in God usingiiemd to do great things.

Dick says, “the ethos of Northland is highly retat@l and it makes for a great
environment to serve and ministéf.”He believes this environment that Northland has
fostered is directly related to the personality #relapproach of Dr. Hunter. Dr. Hunter
is highly relational and his commitment to peopde helped shape the environment in
which the staff and people minister.

Limitations of the Position

When asked about some of the difficulties of theiian, Dick explains that the
down side of having a large staff is that he dasgyet to know all of them on a personal
level. He also said that a disappointing partisfdwosition is that he does not personally
get to develop anything. Most of his projectssgrent in making sure people are
performing and are efficient in what they are sigguabto be doing. One of the
difficulties of managing a staff the size of Noahds is working with differing
personalities. Dick refers to these differinggmeralities as the R.1.P.P (Results, Ideas,
People, Project) principle.

%L George Barnalhe Second Coming of the Chu®tashville: Word Publishing, 1998), 42.

22 Ethos is defined in Webster’s Dictionary asg“tlistinguishing character, moral nature, or
guiding beliefs of a person, group, or institutfobick uses this word to explain what makes Nontlla
unique place.



This is how Dick describes the R.1.P.P principle:
Results oriented Bottom line type of person. They achieve thelgtaat they
set.
Ideas oriented Person who thinks of new and better ways of dsimmgething.
They are very creative.
People oriented Relationship driven. Results do not matter ashhas
relationships.
Project oriented Have to see projects through to completion. Tdr@ymove
from project to project.

Understanding the different personalities has ltelpiek in working with the staff.
What he has realized is communication and relatiipssare key. Tom Phillips says,

In an era of significant change such as ours, tiseme substitute for
effective communication within the team. An effeetteam is well
organized and well informed. Without the cohesesnthat comes from
complete trust and clear communication, the bucdkaiibbe headed in
the same direction toward the target, but in trecep between, the
adversary can work and cause division and dishayrfion

Dick says that some believe his position is noessary. If all else, Dick
believes that the job is too big for Dr. Huntetdake care of on his own. With all the
responsibilities Dr. Hunter has it is importanttttieere is someone who can daily
interact, oversee and provide communication forstaff. The staff who have had the
hardest time with the Chief of Staff position drege who have been at Northland for a
number of years. Prior to Dick coming on staffrehneas no one, positionally, between
them and Dr. Hunter. Once the Chief of Staff positvas created and filled, some
perceived they would not have access to Dr. Hunfis perception was resolved by
making sure there is access to Dr. Hunter. As Biaked, “anyone can make an
appointment with Joel’s assistant.”

In the two years Dick has been at Northland fufigj he has helped Northland’s
staff hone in on their mission as a church. Mardvrrin, Executive Director of
Operations and Finance was hired shortly after Digkan came on staff and says that
Dick, “brings a team concept to the staft." Marc meets with Dick every two weeks and
is comfortable with reporting to the Chief of Stalarc keeps Dick informed on how
things are running in his department and Dick respany pertinent information to senior
pastor, Joel Hunter. Marc states that there haee imes when Joel has stopped by his
office to talk to him about some things, but mdsthe time he is reporting directly to
Dick.

% Tom Phillips, "Building a Team to Get the Job Bgrin Leaders on Leadership: Wisdom,
Advice, and Encouragement on the Art of Leading'$SBdople ed. George Barna (Ventura, California:
Regal Books, A Division of Gospel Light, 1997), 226

24 Marc McMurrin, “Interview by the Author,” (Longwah Florida: 27 May 2009).



Marc oversees a staff of 30, meets with voluntessrdinates a 24 hour team of security
and handles all the concerts that is hosted athikmord > With the immensity of what
everyone is involved in at Northland, the connettsth Dick allows for communication
and also guidance if it is needed.

Future of the Chief of Staff position

When Dick was originally hired, he committed to Ndand for 2 years. At the
end of 2009 he will be stepping out of the ChieBtdff position and returning to
devoting his time to consulting with parachurch aod profit organizations. Because of
a budget shortfall, Northland does not plan omigisomeone to replace Dick. The
overall budget for Northland in 2009 is just ové2$nillion dollars?® The church will
have to cut out $500,000 dollars out of their budge

Since there will be no Chief of Staff beginning2@10, the Executive Directors
will again report directly to Dr. Hunter. Dick lieves Dr. Hunter’s strength is not in
administration and with his increased involvemerthie White House, it will make it
difficult to oversee all of the staff. Dick alsgpressed a concern that if no one is in the
Chief of Staff position to oversee the staff, mines could fall into their own silos.
Everyone has their own load and they are busy wgria their own areas. He believes
it is imperative that someone keep the Executivesstaff on the same page of
Northland’s overall mission and ministry.

Conclusion

After viewing Northland from the outside it wasneghing to get an inside look at
how they manage relationships with each other awdadchurch this large functions
from the perspective of ministry staff. It waslagsure to learn more about Dick Wynn
and see first hand the many lives he has touched@macted. It is evident that his
ministry experience has proven to be an asseetothistry and staff at Northland. The
guestion remains, what will Northland look like erttie Chief of Staff position is
vacant? Will communication break down, will theusture that is in place stay? As Joel
Hunter becomes more distributed in the nation artie world, how will Northland as a
church stay focused on the mission God has calieah to do? Only time will tell.

% Marc handles the negotiations and contractsdgmausical groups that come to Northland. In
2009 Northland’s concert list includes: The Dallgsnphony Orchestra, Wynonna Judd, Skillet, Sara
Groves, Christ Sligh and Aaron Shust, and StevetisSQOhapman.

% The information was taken from the budget neeNarthland’s weekly bulletin.
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APPENDIX |
Job Description for Dick Wynn, Chief of Staff

Froviaing coaching and mentoring 1o staf in ieadersnip posiuons.
Strategically planning for future success of all areas of ministry.
Identifying gaps and inconsistencies and recommending processes and
systems that positively influence effectiveness in all areas of ministry.
Recommending best practices in equipping the congregation.
Implementing strategies that generate an increase in giving.

Qualification Requirements:

BA Degree required, Masters preferred

10+ years experience in a Senior Management role

Excellent organizational and communication skills

Highly motivated with the ability to influence change

Proven track record with highly developed relationship building skills
Ability to generate new ideas and gain acceptance

Displays confidence and comfort level in dealing with business and
community groups locally and globally
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APPENDIX Il

Proposed Organizational Structure at Northland June2009



APPENDIX Il

NORTHLAND CASE STUDY QUESTIONS

Leadership
-What are the names of some of the organizatiaatsyttu have consulted/worked
with?
-What brings you the most joy when you consult witanizations and
churches?
-How does that background in working with organ@as help in your leadership
position at Northland?
-What makes for a strong team oriented church?
-What concepts and principles (when it comes tffistpand structure) that
Northland uses could be used by a church of 1,000?

Northland
-How did you come about getting the job at Nonmtkl2
-What is your job description as Chief of Staff?
-How is Chief of Staff different from an Executifastor?
-Who do you report to?
-Who do you oversee and what is your interactiath staff (Is it just with the
executives or is there interaction with all staff)?
-What are the difficulties of managing a staftludit size?
-What major changes have you made since cominghetposition?
-What, if any, are some negatives to this position?
-When you step out of this position, will they lgisomeone else in to fill it?
-If not, how will the reporting and overseeing cbanf there is no Chief of Staff?
-How is Northland'’s structure (large church orgauion) different than most
churches that you have worked with?
-Who else would be a good person for me to spetikat Northland?
-How many elders are there at Northland?

Questions for someone who reports to Dick Wynn
-What is your position description?
-How many staff do you have under you?
-How often do you report to Chief of Staff?
-How has the Chief of Staff position changed tteg/wou do your job?
-Is this new position (Chief of Staff) effective®hat are the positives and the
negatives to this?
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