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AREAS OF FOCUS

What is this tool?
The first page provides questions to 
prompt discussion and analysis.

The following three pages provide 
detail scenario possibilities to help 
strategy teams consider possible 
realities affecting their organizations.

This is not meant to be prophetic, an 
exact map, or comprehensive.

It is a tool to guide senior level plan-
ning and strategy.

COVID-19 
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Global 
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Things to keep in 
mind:
The COVID-19 situation is very fluid. 
You will need to address immediate 
problems, but also be prepared to 
deal with adaptive challenges for 
quite some time.

Past situations may bear similarities 
but this situation is unique.

2020 is complex for financial giving 
beyond the COVID-19 realities. Tax 
law changes, a Presidential election 
cycle, and a high saturation of dona-
tion requests will all affect giving.

Most likely your team will be touched 
by this virus. We must balance 
strong leadership with compassion 
for our teams in the days ahead.
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Staff 

Volunteers

Short-Term 
Teams

Missionary 
Appointees

Global Partners

How will this affect productivity?
Do we have appropriate IT support?
How do we navigate HR policy changes?
How do we help staff return to the office after working virtually?
How will this affect staff with families and school-aged children?

How can we equip volunteers to serve from home?
What projects can we deliver supplies or tools to volunteers?
How can we utilize new volunteers who are at home?
How can we follow up with volunteers and intentionally keep a 
strong sense of community?

How will this affect recruitment?
Which countries do we need to eliminate travel to?
How can we adapt our training to be virtual?
Will there be increased expenses for travel and visas?
How do we communicate with teams and donors?
Do we keep taking donations for trips or just pledges of support?

Do we know who to interact with at the missionary’s sending 
agency?
How long should we delay appointee departures?
What costs will be associated with delays in departure?
What financial assistance will appointees who are put on hold 
require?
What visa situations may appointees encounter?
How can we increase our communication with churches?

How can we uniquely check in on our global partners?
What prayer needs can we filter to our congregation?
Are there practical items we can ship to our partners?
How do we communicate to them about possible changes with 
short-term teams?

Least Impact Greatest ImpactModerate Impact
What staff may need to be released or reassigned?
How do we help staff whose children are not able to return to 
school?
How do we assist staff with extended family responsibilities?
Do our staff members have a care community outside of the 
office?

What projects need to be delayed or changed due to program 
changes?
Do we need to create a web-based tool to keep volunteers 
equipped?
How do we care for volunteers who may be sick or dealing with 
COVID-19 issues?

How do we communicate trip cancellations?
How do we compensate for loss of money that would go to global 
partners?
Do we need to assign new tasks to our short-term staff?
How will this affect recruiting for 2021 trips?
Do we refund donations for canceled short-term trips?

How do we keep appointees engaged if trips are postponed?
Can appointees take part in virtual training?
What do we do if fields become closed due to foreign 
governments?
How do we help appointees with health insurance needs?
Will we see a decrease in giving as appointees are put on hold?

What do we need to communicate about possible budget 
changes?
Are there funds that we can divert to global partners from other 
areas that are not being utilized?
How do we support ongoing projects not affected by COVID-19?
Could we send a team of medical professionals to help?

What staffing assignments need to change?
How do we compensate for staff that were released?
How do we care for staff with lingering COVID-19 health issues?
How do we care for families of staff we lose to the virus?

Can we utilize even more virtual volunteers to stay in touch with 
missionaries or partners?
How do we care for volunteers with lingering COVID-19 health 
issues?
How do we compensate for volunteers who are no longer able to 
serve?

What are steps to eliminate all 2020 trips?
How does this affect staffing?
How does this affect missionaries and global partners?
How does this affect recruiting for 2021 teams?
How will we foster relationships if we can’t travel till 2022?

How do we handle government restrictions on travel?
How do create strong relationships with mission agencies?
What if appointees decide to not go to the field?
What if appointees want to depart but the organization wants to 
close a field?
What if the appointee wants to depart but we (the church) don’t 
feel they should go?

Should we consider budget cuts and how do we communicate 
this?
Should we release staff or cut salaries?
Can we divert funds to continue to support global partners?
How can we increase communication if we cannot physically visit 
other countries?

Mission 
Awareness & 
Education

What prayer resources can we provide our congregation?
How can we make missions part of the churches weekly 
messages to the congregation?
What teaching or training programs could we provide virtually?
Are there unique tools we could provide our children’s ministry 
about global missions?

What creative ways can we raise additional funds for global 
partners?
Can we create virtual tools to keep our congregation informed of 
global issues?
Can we highlight videos of our partners and missionaries talking 
about the impact of COVID-19 on their ministries?

How do we communicate changes to programs or support for 
missionaries to our church?
How do we connect our congregation directly to missionaries?
How can we mobilize our church to care for returning field 
missionaries?
What classes can we create virtually to equip our congregation to 
understand the need for missions?

Field 
Missionaries

Finances: 
Budgets

Senior Pastor & 
Church 
Leadership

Which countries require missionary evacuation?
How can we increase interaction with sending agencies?
Are there new security protocols that need to be put in place?
What countries will have increased visa issues?
Will missionaries need extra money for stateside living?

What needs to be considered for missionaries preparing to 
depart?
What are the needs of TCKs?
Will there be increased spending for missionaries?
Will there be increased health insurance claims? How can we 
assist missionaries under mandatory quarantines?

Are we prepared to receive and care for missionaries coming 
home?
When will we allow missionaries to return to the field?
What will we do if some countries restrict entry for longer terms?
What will we do if some countries impose stricter social tracking 
policies?
How can we develop stronger relationships with the mission 
sending agency?

How is weekly giving going to affect our budget?
Are there areas we can stop or restrict spending?
What are the mission critical items in the budget?
Can we raise additional funds to help partners, perhaps 
encourage congregants to tithe part of their government subsidy?

How do we handle the loss of short-term trip income?
What do we do about tickets already purchased?
Will there be increased personal and mission-related staff 
spending? Do we need to limit staff spending?
Will reduced travel offset new expenses?
How will we handle increase requests from global partners?

Should we consider budget cuts of 20% or more?
Should we release staff or cut salaries?
How can we reduce our budget yet have goals to get it back to 
normal operational levels?
How can we increase communication with missionaries and 
partners to not surprise them and give them time to adjust?

What prayer resources can you provide your senior pastor to 
include in weekend services or messages?
What information about missionary or global partner needs can 
be provided to the church leadership?
Are you updating the churches leadership on changes affecting 
short-term teams?

How can you highlight the missions programs and budgets in 
church strategy decisions?
What information does the leadership team need to consider 
implications to budget changes for missions?

How can you encourage your Senior Pastor to highlight global 
needs on  a regular basis?
How can you connect your leadership team directly to pastors of 
global partners and missionaries?
What resources, articles, books or other tools could you provide 
your leadership team to widen their knowledge of global 
missions issues?



AREAS OF FOCUSCOVID-19 
Local Church 
Global 
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Impact 
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Staff

Volunteers

Short-Term 
Teams

Missionary 
Appointees

Global Partners

Working from home.
Moderate decrease in
productivity.

Virtual meetings may
necessitate extra IT
assistance.

Some staff may need 
flexible hours to assist 
family members.

Volunteers may need to 
reduce time available to 
serve.

Will need to think 
through ways of 
resourcing volunteers to 
keep them engaged with 
projects.

Slower recruitment due 
to changes in services.

Trips to high-risk 
countries eliminated. 

Adapt training to virtual.

Plane ticket prices 
increase and routes 
become limited. 

Potential visa issues.

Those planning to leave 
in the next 3 months 
will be delayed.

Changed tickets may be 
subject to high fees.

Financial help until 
departure may be needed 
for those without other 
employment.

Increased 
communication with 
partners will be 
necessary.

Projects that are 
underway or that were 
going to be supported by 
short-term teams will 
need to be delayed.

Gradually return staff
to the office over the 
summer.

Expect some staff to 
request remote work for 
longer-term.

May need to think through 
or aquire new technology to 
help your team be 
connected and project 
focused.

Will need to find unique 
ways to stay connected 
with volunteers and care 
for needs due to 
COVID-19.

May need to provide 
volunteers access to IT 
resources for continued 
connectivity.

Longer length trips may 
need to be shortened and 
moved later in the 
summer.

Shorter length trips may 
be able to be moved 
later into the summer.

Increased communication 
with mission sending 
agencies.

Plane ticket price 
increase and routes 
become limited.

Possible visa issues.

Trips planned to visit 
partners in the summer 
will need to be cancelled.

Some partners will have 
eincreased ministry 
opporutnities that need 
additional funding.

Least Impact Greatest ImpactModerate Impact
Due to school changes, 
some parents may not 
be able to return to the 
office.

Some hourly staff may
need to be released or
reassigned.

May need to find ways 
to recruit new 
volunteers, some people 
may be more available 
for short-term projects.

Volunteers may no 
longer be able to 
serve.  Will either 
need to adjust task or 
reassign to staff.

Donations that have 
been received may need 
to be refunded or 
redirected to other 
areas.

All summer 2020 
trips may need to be 
cancelled.

All summer 
departures may need 
to be moved to the 
fall.

Decrease in traditional 
church giving may start 
affecting available 
budget funds.

May need to seek to 
find additional funds 
to aid global partners.

Staffing assignments change 
due to reassignments, release or 
lingering COVID-19 health 
issues.

Projects that were traditionally 
worked on in the office need a 
virtual platform.

Need to find new ways for 
volunteers to feel community 
and connection to mission 
projects.

Elimination of all 2020 trips.

Clear and consistent 
communication with partners is 
essential.

Funds from trips could be sent 
to support ministries teams they 
were going to assist.

U.S. State Department restricts 
travel to all high-risk countries. 

Other countries may restrict 
entry through the fall.

Budget cuts may be necessary 
due to economic impact and 
virtual services.  Increased 
communication with partners 
will be necessary.  Adjustments 
due to no face-to-face 
interaction till 2021.

Increased conversations 
with the churches 
finance team to 
prioritize mission 
budgets.

Highlight missions 
during virtual services 
and service websites.

Senior Pastor & 
Church 
Leadership

Increase 
communication to 
senior leadership to 
keep them informed of 
changes affecting 
ministries and partners.

Provide prayer resources 
for the leadership team to 
use in virtual services on 
weekends.

Provide information 
about the impact on 
partners who cannot 
receive short-term teams.

Connect the leadership 
team to missionaries 
returning home for 
encouragement and 
care.

Create a weekly briefing 
tool for the leadership 
team to highlight 
COVID-19 impact on 
missionaries and 
partners.

Regularly provide resources to 
the leadership team with tools 
and information to increase 
their awareness of the global 
impact of COVID-19 and global 
ministry impact.

Include the leadership 
team on calls to global 
partners and 
missionaries.

Staff evacuated from
high risk countries.

Flight management and 
interaction with U.S. 
State Department and 
mission agency.

Increased interaction
with mission agency.

Managing security 
protocols for more secure 
countries. Some 
missionaries will have 
new visa issues.

Begin missionary 
transitions back to field 
over in the fall. Expect 
travel advisories to 
remain high from the U.S.
State Department.

Once missionaries 
return home, assist with 
funds for travel and 
temporary housing, 
changes to staff 
insurance.

TCK support may need 
to increase if kids in 
schools remain 
separated from parents. 

Families may need 
additional funds to 
bring family together.

Missionaries 
preparing to return to 
field may need to find 
ways to store 
belongings to ship 
later.

Missionaries begin return to 
field in January 2021.  Some 
countries may remain closed or 
restricted due to lingering virus 
issues. Visas may be difficult. 
Some countries may increase 
social tracking.

Field 
Missionaries

Finances: 
Budgets

Budgets need to be 
managed while 
watching changes in 
giving.

May need to find ways to 
re-adjust the budget to 
divert funds that are not 
being used to continue to 
support partners.

Missionaries may need 
access to more cash for 
travel and housing.

May need to find unique 
ways to raise addiitonal 
funds.

Some churches may 
need to invest into new 
IT tools to keep staff 
working and partners 
engaged.

Decreased giving may 
immediately impact 
budgets or may reduce 
funds available for 
upcoming budgets.

Budget cuts of 20% or more, 
staff released, and ministry 
activities restricted until giving 
increases.

Increased requests from 
missionaries and partners facing 
changes.

Mission 
Awareness & 
Education

Increase prayer 
resources for the 
congregation while they 
are at home.

Update church of 
missionary changes/needs 
and how COVID-19 is 
affecting global partners.

Missionaries returning 
home may need assistance 
with housing, cars, or 
food during mandatory 
quarantines and 
resettling.

Create virtual training 
programs for 
short-term teams.

Offer virtual classes on 
missions and virtual 
prayer times for global 
missions.

Will need to find unique ways of 
keeping the congregation 
engaged with missions the 
longer church is virtual.  Will 
need to keep critical 
information flowing to ensure 
giving continues.

Some appointees may 
want to depart even if 
the agency or church 
do not agree.



Moderate ImpactAREAS OF FOCUSCOVID-19 
Local Church 
Global 
Missions
Contingency 
Planning
Long-Term 
Impact 
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Staff

Volunteers

Short-Term 
Teams

Missionary 
Appointees

Majority of staff 
working remotely.

New systems for work 
management and 
connectivity have been 
established.

Staff released or  will need training to be 
reassigned.

New HR policies created for virtual 
environment and flexible schedules to 
care for families.

Volunteers will need to 
be more greatly engaged 
to support staff.

Volunteers will need 
access to online and IT 
tools for connectivity and 
ongoing work on projects.

Summer and fall 2020 
short-term trips 
eliminated.

Recruting for 2021 trips 
will need to be delayed till 
January or later.

Those planning to leave 
in 2020 delayed until 
mid-2021.

Appointees need to find 
work or continue 
current jobs longer.

Appointees will face 
increased financial needs 
as they are in a longer 
limbo period before 
departing to the field.

Costs increase with 
cloud-based tools.

COVID-19 affected staff 
on extended sick leave. 
Other staff need to 
compensate.

May need to divert funds to 
help staff establish more 
permanent home office.

Will need to find uniqe ways to care for 
volunteers dealing with COVID-19 
impact on them and their families.

May need to find new ways 
to build virtual community 
between volunteers, staff, 
missionaries and global 
partners.

Significant limitations on planning trips 
for 2021 and recruiting teams.

Need to plan for shorter trips in 2021 
that take place later in the summer.

Training for future trips 
retooled to fit a virtual 
context.

Language learning or cultural training 
made virtual to keep appointees moving 
forward.

Giving decreases as appointees are 
unclear when they will be able to depart.

Field adjustments may be 
considered in light of new 
global changes.

Least Impact Greatest Impact
Staff reductions necessary due 
to changes in ministry focus. 

Salaries may be reduced to 
adjust for budget changes and 
decrease in giving.

Will need to establish new 
means of recrutiting 
volunteers in light of virtual 
church gatherings.  

No short-term trips or very 
few with smaller groups in 
2021.

Short-term trip income 
eliminated leading to staff 
release or retasking.

Some fields may be closed for 
longer periods of time.

Some missionaries will want 
to take on personal risk that 
the church and agency does 
not support.

Ministry teams eliminated and 
increased work load on a smaller 
team. Potential loss of team 
members to COVID-19.

Volunteer needs will increase with 
reductions in paid staff.

Staff released limiting ability to 
plan for 2021.

Travel restrictions globally may 
reshape the ability to send trips 
through 2021.

Departures and donor income 
decrease. 

Some appointees may look for 
other routes to the field to avoid 
church and agency  liability issues.

Finances: 
Budgets

Decreased tithing due to 
virtual church and 
economic impact will 
necessetate budget 
changes.

Revised budgets and stop 
spending any 
non-essential areas will 
help to continue support 
missionaries and partners 
longer.

Will need to be in constant 
communication with the churches 
leadership to protect mission budgets 
during cutbacks and for future budget 
planning.  

Missionaries will have 
increased expenses as they 
travel  home and establish 
temporary homes in the 
states.

Mission budgets reduced 25% 
as giving decreaes.  

Reduced giving to 
missionaries may mean some 
may need to find outside 
employment.

2021 budgets will need to be 
recreated until the economy can 
regain strength, and travel can be 
resumed.  Short-term budgets will 
be necessary to aid missionaries 
and partners.

Large amounts of 
missionaries evacuated 
back to home country. 
Some may need to find 
outside employment.

Significant interaction 
with mission agencies to 
help missionaries resettle 
permanently at home.

Missionaries put on an 
indefinite hold for 
returning to field.

Visas expire, homes and personal items 
overseas will need to be sold or brought 
home. Loss of missionaries through the 
transition.

Decreased giving due to 
missionaries being home 
and lingering economic 
issues.

Increased communication 
for missionaries insisting on 
returning to field.

Global security threats change 
significantly with COVID-19 
realities.

Missionaries face greater need 
for emotional and mental 
care.

Giving decreases and missionary 
costs increase.

North Americans seeking to travel 
globally face visa changes and 
restrictions.

Field 
Missionaries

Partners have increased 
ministry opportunties 
that need additional 
funding.

Communication will need 
to increase to keep 
relationships strong and 
to not create “partner 
distancing”.

Global travel restriction continue 
limiting an ability to follow up on 
projects and build relationships with 
global partners.

Decreased giving by weekly 
tithes may result in decrease 
budgets.  Will need to divert 
funds and set expectations 
early with global partners.

Travel restriction continue 
well into 2021.  Staff and 
short-term trips are cancelled.

Decreased budgets will need to be 
offset with creative projects to get 
resources to global partners who 
have increase ministry 
opportunities and impact due to 
COVID-19.

Global Partners

Mission 
Awareness & 
Education

Virtual church 
environments will need 
to be created to keep 
missions in front of 
congregation.

Online classes and 
materials utilized to 
increase mission traning 
and global awareness.

Support of congregation for 
missionaries may be needed from 
medical professionals and counselors.

Congregation may need to help house or 
provide cars for missionaries with 
extended home stays.

Direct care of returning field 
missionaries by the 
congregation may increse 
global awareness.

New web tools will need to be 
created to keep the 
congregation aware of mission 
needs on a global scale.

Virtual short-term trips may need 
to be constructed through video 
interaction with global partners to 
keep the congregation connected 
to partners and global needs in 
light of travel restrictions.

Senior Pastor & 
Church 
Leadership

Create tools to keep the 
leadership team 
updated with needs of 
global partners and 
missionariies.

Provide ongoing tools for 
services to highlight 
global prayer and ministry 
opportunities.

Set up a regular time to inform the 
leadership team of the global impact of 
COVID-19 on missionaries and partners.

Create opportunities for the 
congregation to be engaged

Demonstrate proactivity in 
making revisions to the 
budget and savings from 
less essential areas to be 
creative in meeting more 
critical needs related to 
COVID-19.

It will be necessary to be 
proactive in resourcing the 
Senior Pastor with 
information to broaden his 
awareness of global missions 
issues.

Be proactive in engaging with the 
leadership team as strategy 
decisions are being made that 
affect budgeting and programs to 
ensure the long-term continuity in 
missions focus and support.



Find more COVID-19 related resources at: 
https://missionexus.org/covid-19-resources/
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