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INTRODUCTION
After more than two years in Lesvos the situation unfortunately has not improved.
During 2019 more and more refugees arrived on the shores of Lesvos. This makes our
work in 2020 even more relevant to continue. Every day the yoga and sports
community is working hard to improve people’s physical and mental well being by
empowering them through sports, building a joyful and passionate community
together and giving them a sense of belonging so that they can feel safe, supported
and motivated to rebuild their lives.
We can be thankful for the things we have done in the past year and proud of the
community we have built. It is extremely important to provide the people with a safe
space, where passion, motivation and joy are the central values. Our organization
strongly believes in the power of sports to improve people’s overall well being and that
motivates us everyday to be involved in this organization.
There are many challenges and opportunities ahead for the coming year. Our team is
growing and the number of students in our activities as well. We try to involve as much
as possible the community itself and empower them to be the teachers in our
organization. 2020 will be the year in which we will have to focus on developing our
organization in a more professional and sustainable way. In this document we have
listed our priorities for 2020. The team will work very hard this year to realize these
priorities, to make the organization grow and flourish.
Thank you very much,
Estelle Jean,
Founder of Yoga and Sports for refugees

PRIORITIES FOR 2020

INTERNAL ORGANIZATION

The past year much has changed in the internal organization of YSFR. The team
has expanded, more and more volunteers are coming to work for YSFR and there
in an increasing amount of money flowing through the organization. This asks for
many structural development and changes. The biggest challenges for next year
will be to structure the organization and to develop a more sustainable way of
financing the organization. Fundraising, creating a budget plan, volunteer
coordination and the organizational structure are therefore top priorities in 2020.

BUILT AN ORGANIZATIONAL STRUCTURE

In 2019 it has been challenging to find the right organizational structure for YSFR.
Since the summer we are working with two coordinators, for the projects and the
volunteers, and this is working very well. Besides, a start has been made to set up
a board of directors. The board of directors has to be filled and finalized in the
beginning of 2020. Furthermore for 2020 it will be extremely important to focus
more on finances, fundraising and communications. In order for this to succeed a
new long-term volunteer coordinator has been added to the team in Lesvos. 2020
will be important to finalize and professionalize the organizational structures and
the way of working together. For the coordinator positions it is important that
vacancies will be published well in advance, so that a handover can be organized
and that these positions will always be filled. The coordinators need to stay for at
least 3 months. Besides it is important that during this year that all this will be
officially registered.
ACTION:
ACTION:
ACTION:
ACTION:

Fill Board of Directors
Formalize Board of Directors
Fill Support team
Have vacancies for the coordination team

INVOLVE COMMUNITY MEMBERS

One of our fundamental objectives is to work together with the community. The goal is
to get refugees from being users of sports activities to trainers in charge of their own
projects, so that they can be integrated into the community and gain security and selfconfidence. Most of our teachers are already refugees and for 2020 we are exploring
ways to involve them more in the organization. We already try to organize monthly
meetings with the teachers and we give them more and more responsibilities in the
gym. Ideally we would work towards a situation in which the community members get
also more organizational tasks.
ACTION: Define possible roles for organizational support by community
ACTION: Find suitable candidates
ACTION: Formally add the community members to the organization

STRENGTHEN VOLUNTEER COORDINATION

Since the summer the organization has a volunteer
coordination. This has changed a lot in the structure of the organization and
has been proven very successful and necessary. We expect for 2020 that the
number of volunteers will increase and therefore good volunteer coordination is
extremely important.
ACTION: Create clear handover documents for volunteer coordination

EXTERNAL STRATEGY

YSFR fully relies on voluntary external support, for funds as well as for volunteers.
With the help of our donors and volunteers, we have managed to keep on growing
to be able to welcome more and more asylum-seekers every day. However to be
able to continue the projects we are constantly looking for new support for the
organization and our projects. As mentioned before, the only way for our
organization to keep existing and growing is by focusing a lot of attention on
visibility and fundraising. Besides it is important that our organization promotes
support to the refugee crisis. First of all we therefore want to research whether it is
feasible to expand our organization to other places where there is a need for
support by sports. Secondly, we see it as an important mission to support the
integration of the refugees in the local population. Sport is a very powerful tool to
support integration and therefore this is one of the top missions in our
organization.
CREATE STABLE FUNDING

In 2019 we have managed to raise just enough funds to run the projects and to grow to
where we are now. In order to sustain, and preferably grow, in 2020 we need to raise the
necessary funds. Since the organization has grown so much, the money we need has
also increased a lot. It is going to be the major challenge of 2020 to raise enough funds
and to try to make the inflow of money more reliable. In order to reach this we need
more regular (weekly/monthly/yearly) donations and some big donations from funds or
organizations. The first step will be to directly write all our close relations (former
volunteers, former donors, etc.) to make a donation. Afterwards we will present a clear
fundraising plan and start writing to funds. Also a new website will be built on which we
can ask for regular donations.
ACTION: Send out emails to close relations
ACTION: Launch new website
ACTION: Finalize fundraising plan

INCREASE VISIBILITY

During the summer a lot of action has been taken to create a communications plan and
to increase the visibility of the organization. We will need to update the communications
plan and keep working on increasing the visibility of the organization. Currently there is
no coordinator or long term volunteer in charge of social media and communications
and also no support that is clearly focusing on this part of the organization. For 2020 it is
important that we find the people to take care of this.
ACTION: Have 1 publication every month
ACTION: Update communications plan for 2020
ACTION: Have 1 post on social media every 2/3 days
ACTION: Find a person for communications and social media on the ground as
well as in support team

EXPAND TO OTHER LOCATIONS

The organization has a very big desire to expand to other locations. However the
feasibility of this is very much linked to the budget and to possible people that want to
lead the project on another location. For 2020 we will research different possible ways
of funding other locations and find people that could possibly coordinate the projects.
Possible other locations:
1. Samos: possible but we will need to find a really experienced coordinator. Probably
there it will be our project with no other NGOs involved. This is quite a risk, because
the finances will also fully have to come from YSFR. But it is also easier to coordinate.
The budget there doesn’t have to be as high as in Lesvos and we can start with a very
small project.
2. Chios: We can cooperate there with the Imagine Center and Action for Education.
They can host our volunteer and/or coordinator but we need to find someone who
knows the project and can develop it as well as the project in Lesvos. It would be more
activities under the umbrella of two NGOs.
3. Athens: For running this would offer the possibility to do races around the country
without too much effort, and other competitions. The HOME Project has already
shown its interest to work with us, this organization focuses on housing minors. It is a
good thing that we have quite some contacts in Athens. This will make it easier to
start something.
4. Joanina: There is a woman who has already shown interest in coordinating a similar
project in Joanina. We have to talk to her to see what is possible.
ACTION: Research possible funding structures
ACTION: Contact possible coordinators
ACTION: Contact possible organizations to cooperate with

INTEGRATION WITH THE LOCAL POPULATION

Currently especially the running races in Lesvos and outside Lesvos contribute to
integration with the local population. Recently a group of YSFR participated in a local
public Zumba performance. It would be great if we can expand the activities we do to
integrate with the local population and if we can involve local people more in the
organization. We can for example organize running competitions in cooperation with
the Lesvos runners, involve more local people in our trainings and participate in the local
martial arts competition.
ACTION: Promote our activities with the local population
ACTION: Research the public sports competitions where we can join
ACTION: Research how our athletes can participate in martial arts competitions
ACTION: Discuss with the Lesvos runners if we can organize a running competition
together

PROJECTS

The projects form the core of our work. We are currently offering approximately 15
different sports to 300 refugees per day and we are very proud of this. Our
teachers are working very hard every day to be able to welcome as many students
as possible in the gym and the yoga tent and it would be great if we can offer
them some support in return for their hard work. We have just renewed the
contract for the gym and the gym really needs some improvements for 2020. For
next year we hope to sustain the sports we offer and the number of students and
we want to specifically focus on adding special projects to our core work, focusing
on activities for women and in Moria camp itself.

OFFER MORE TEACHER SUPPORT

As mentioned already a couple of times before, our teachers are super important to us.
They are the ones making sure that every day the students can be welcomed in the gym
and that we can offer this many activities. It would be great if we can offer them
something for this in return. Currently we can only offer to do their laundry and help
them with reference letters and CV’s. It would be great if in 2020 we can also offer them
a bus card to come to the gym, thank them with a dinner twice a year and reward them
with some personal equipment. Additionally we would like to provide them with an
actual teacher training. For the yoga teachers this will be realized in the spring of 2020.
ACTION:
Get in touch with martial arts clubs to see if somebody can provide a teacher
trainer
ACTION: Create budget for bus cards
ACTION: Create budget for 2 thank you dinners
ACTION: Create budget for some gifts

START ACTIVITIES IN MORIA AND PIKPA

We are talking to the NGO Drop in the Ocean to see if we can cooperate to start some
activities in Moria. We will only do this if this doesn’t cost us any additional money. The
project coordinator is in the lead to realize this. If it will not work out with Drop in the
Ocean we will reach out to other organizations working in Moria to see whether we can
set up something together. We also talk to Lesvos Solidarity about activities in Pikpa.
ACTION: Be in touch with Drop in the Ocean to see whether we can start
activities
ACTION: reach out to Lesvos Solidarity

ENGAGE MORE WOMEN

The number of women in our activities is still much less than the number of men. We
have to promote our activities more amongst the women and try to find more
cooperation with other NGOs that work with women. It is important that we actively
look for more women refugee teachers and connect them to YSFR.
ACTION: Establish more contact with other NGOs that work with women
ACTION: Actively look for women refugee teachers

IMPROVE THE GYM

The contract for the gym has just been renewed and we will rent the gym for an
additional year. Unfortunately the gym needs quite some renovations. There are leaks,
the windows need to be replaced and the upstairs room needs to be cleaned and
reorganized. This should all be realized in the first months of 2020. For the security of the
gym it would be beneficial if we don’t only always have a volunteer in the gym but also
refugee helpers as security and an extra hand for the volunteers. Also the teachers
should take more responsibility in the organization of the gym.
ACTION: Clean the gym and do the necessary renovations
ACTION: Organize a team of refugee helpers for the gym
ACTION: Train the teachers to take care of the gym and to have more responsibility
during their class

ORGANIZATIONAL STRUCTURE

OUR PARTNERS

WWBT

Zaporeak

Lesvos Solidarity

One Happy Family

Team Humanity

