
ELDERS STATEMENT ON NACC STRUCTURE 

9/13/2015 

Good morning! I'm Joel Reed.  I serve as one of the Shepherds of this church family.  On behalf 
of the Shepherds, and in light of our continued effort to implement the Vision for North Atlanta 
church, I want to talk to you for a few minutes about the leadership structure of our church:  
Both the eldership structure and the ministry staff organization.    

Background 

When my family and I began worshiping at North Atlanta in late 2007, it was our first experience 
with a congregation of more than 1,000 members, more than a dozen staff members and at 
least that many elders.  We have worshipped with mid-sized congregations, but both my wife 
and I grew up as preacher’s kids at congregations of maybe 150 members and 2 or 3 elders.  
Thus, North Atlanta has been quite a change for us. 

As we became increasingly immersed in this church, we had the opportunity to have meaningful 
conversations with many of our leaders.  We gained an understanding of the challenges of 
leading such a large congregation.  With the size and scale of the North Atlanta church, the 
elders were struggling to find an operating model that functioned effectively:  Most decisions 
were made by the entire eldership; although staff members were assigned to particular elders, 
practically speaking every staff member reported to every elder.  Thus, despite the elders’ deep 
desire to truly shepherd the congregation, they found themselves consumed with the day-to-day 
business of the church.  Many of the ministry staff members operated with no clear direction 
because of the vague reporting structure and mixed messages they would receive from the 
other leaders.   

Two years ago, when the elders began to dream together about the future of this church, they 
decided that they would need to make some organizational changes to fulfill the Vision God laid 
before this church and to answer his calling on the Shepherds.  They decided that they needed 
to reduce the amount of time spent on administrative matters and increase the time spent in 
prayer, spend more time shepherding the body and working with the Care Teams to provide 
care to every North Atlanta member in need, and focus our energy on God's mission to seek 
and save the lost.  

Governance Council 

To make a positive change, the elders created a structure that delegated the business functions 
of the church to a selected group of elders.  The entire eldership chose four elders to take on 
the responsibility of meeting regularly with Don McLaughlin, our Pulpit Minister, and Ken Snell, 
our administrative minister, to tend to the day to day business decisions or governance functions 
of the church.  These four Shepherds, along with Don and Ken, comprise what we call the 
Governance Council. These men serve in this capacity on a rotating basis so that each year one 
person rotates off this governing group and another of the elders rotates onto the group.  
Presently the Governance Council includes David Hogan, the current chairman (the original 
chairman, by the way, was Gary Chamblee, who has now rotated off of the Governance 
Council), Jerrund Wilkerson, Don Huff and Fernando Nasmyth. They meet twice a month to 
manage the details of the finances and to guide the ministry staff in the implementation of our 
overall vision for NACC. They bring to the entire eldership decisions relative to the direction and 
vision of the church and any another decisions that represent significant changes for us as a 
body.  



In a way, this approach is not much different from the “administrative committee” or “executive 
committee” structure that has been used by the eldership at North Atlanta and other churches 
for years.  The biggest difference now is that the other elders have empowered the Governance 
Council to make and carry out administrative decisions on their behalf, without having to take 
the matters back around to the entire eldership.  It is important to note, though, that the GC is 
subject to the authority of the entire eldership.  All matters handled by the GC are reported to 
the entire eldership promptly.  Any elder may speak up on any matter at any time and any elder 
may make recommendations as to matters to be addressed the GC or by the eldership as a 
whole.  Generally, though, we choose to trust these Godly men to handle the day-to-day matters 
on our behalf.   

When I was asked to begin serving as a shepherd last fall, I was very pleased to know that such 
a structure had been put in place.  I believe strongly that our focus as elders should be on 
shepherding.  Shepherding, in my view, is about helping our fellow brothers and sisters live 
Spirit-filled lives, not about deciding whether we need to replace our fleet of busses.  I am 
grateful that the group of elders I joined had the wisdom and foresight to create an 
organizational structure that allows most of the elders to spend our time together as a group and 
individually with the congregation on true shepherding matters.  We want to spend time with you 
in your Bible classes and your small groups, when you are in the hospital or in a hard place.  
We want to walk with you as we all seek to become more Christ-like.  We are embracing a 
structure that gives utmost priority to the highest calling of our elders:  “To shepherd the flock of 
God among which you have been called to be overseers.” 

Ministry Staff Structure 

Another aspect of the change implemented almost two years ago now is that we have 
designated Don McLaughlin as our Pulpit Minister to focus on preaching and the articulation and 
promotion of the Vision of North Atlanta. And, at the same time, the elders appointed Ken Snell 
to serve as our administrative minister, creating a ministry staffing structure that reports up 
through Ken who reports to the Governance Council and to the entire eldership.  Many of you 
may not be accustomed to such a structure in a church context, but all of you are familiar with 
these structures in your work context.  To me, it makes complete sense, as it is impossible for a 
minister to function effectively if he or she is pulled different directions by the whims of different 
elders.  At North Atlanta, we want our shepherds to speak as one voice to Ken and Don, 
communicating clear, unified expectations.  The elders hold Ken and Don accountable for the 
management of the ministry staff and the implementation of the vision and priorities developed 
by the elders.  Ken and Don, in turn, organize and galvanize the ministry staff toward 
implementation of the vision and priorities.  With this structure, all of our leadership moves in the 
same direction. 

Closing 

One other aspect of our church leaderships structure that is worthy of discussion is that of the 
role of deacons.  However, given the time, and the fact that you came to worship God rather 
than listen to me talk about housekeeping issues, we are going to save this topic for another 
day.  Stay tuned. 

I count myself as highly blessed to serve with the group of men selected to serve as Shepherds 
of this congregation.  Putting myself aside for the moment, I see an amazing amount of 
strength, depth, wisdom, patience, humility and Godliness in these men.  I wish you could all sit 
with these men (again, putting myself aside) and listen to the dialogue that takes place.  I know 
that you would find it to be encouraging and inspiring. 



Thank you for your continuing trust in us. We know that some of the changes we have 
implemented have been difficult for some of you. However, we believe we are following God's 
will and his vision for us and we are excited about the future he has in store for us. 


