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INTRODUCTION
2022 at a glimpse

We are looking forward to 2022! Even though the pandemic still affects our world, and the
ever changing political environment makes it difficult to predict our future, Yoga and Sport
with Refugees has established itself in the past years and we are very certain and confident
about our mission and vision.
PRIORITIES

2022 will mark the 5 year anniversary of Yoga and Sport, a crucial moment in the
development of an organization, a moment where we can say; ‘yes, we are still here, we
made it through the first 5 years.’ It is a moment to reflect on who we are, what we do, and
how we have changed. That is why this year we will conduct an elaborate impact analysis, to
see where we stand and where we want to go. On the basis of this we will develop our multi
annual strategic goals, which will help us to determine our future direction.
2022 will also mark the point where we will expand beyond Greece. Estelle is planning to go
to France and start a project there. We will have to prepare very well for this step and
conduct an elaborate need assessment. For this we also plan to conduct a mapping of our
community outside of Greece, and the gap we could fill for them.
The community of YSR is, and will always be, the most important. We are unique because
we are truly #STRONGERTOGETHER. Our focus on including the community in every step
on the way is something that we will never forget and always try to strengthen. In 2022 we
do this by improving feedback systems, strengthening internal communication structures
and embedding feedback conversations and strategy discussions with all the important
stakeholders.
Our project is successful because we believe in bottom-up decision making and
community-led sports. We want to share this vision with more organizations and that is why
we are developing a project with other partners to create a handbook on how to
successfully implement sport activities with this kind of organizational structure. We see
this as a stepping stone to spreading our organization’s mission and vision throughout
Europe.

2021 laid the organizational foundation to be able to further develop as an organization in
2022. We could never do this without our community, teachers, coordinators, partners and
supporters. We are proud of our YSR community and we will continue to grow.
With hard work, big dreams, dedication and teamwork we will reach our goals.
We are sure of that.
That is what our community teaches us every day.

OUR MISSION

YSR empowers refugees to believe in
themselves and their dreams through their
strength! We aim to improve their mental and
physical health, build important skills, and
create community together through yoga
activities and sports such as gym training,
running, swimming classes, martial arts, dance,
and climbing, among others. In all of our
activities, our community is in the lead because
we believe that agency is central to
empowerment.

OUR VISION

We believe in the power of sport; that it
has the power to change someone's life.
Through sport, people develop strength,
hope, community, and everlasting
friendship. Therefore, we believe that
sport can play an integral role in
breaking down barriers and facilitating
successful integration into Europe.

OUR THEORY OF CHANGE

As a mission driven organization, our values are operationalized into tangible goals supported
by all our activities. Our foundational goals are to improve mental and physical well-being and
to create community through sport. Achieving these makes possible our final three goals: skillsbuilding and empowerment; local integration by breaking down barriers between refugees and
locals; and advocacy through sport to influence public and political opinion. As refugee health
improves, we are able to develop and exchange valuable skills, such as teaching and coaching.
This helps break down barriers as it gives refugees an avenue to interact with their local
community through sports competitions or teacher exchanges with local gyms, for example.
Lastly, we believe that sport can be a meaningful platform for social change. Through
thoughtful and intentional sharing of beneficiary stories, we aim to humanize the refugee
experience and advocate for dignified refugee policy throughout Greece and Europe.

HOW

Sport has the power to change someone's life.
We believe that sport can play an integral role
in breaking down barriers and facilitating
successful integration into Europe.

Goal 4:
Local integration by
breaking down barriers
between refugees and locals.

Goal 5:
Advocacy through sport
to influence public and political
opinion.

Goal 3: Skills building and empowerment

Goal 1: Improve physical
and mental wellbeing

OUR SPORTS

Goal 2: Community
building

OUR SPACES

ORGANIZATIONAL STRUCTURE

Statutory board
Support team

Advisory board
On the ground directors
Estelle & Nina

Coordinators

Lesvos

Miren
Louise
Torialey
(Yadullah (Aug-Nov)
Aisling (May-July)

Volunteers

Coaches

Coordinators

Athens

Claude (start Nov)
Fatimah (start Nov)
Aref
Ali (until July)
Sadighi (July-Sep)
Sohaila (until Nov)
Volunteers

Coaches

Coordinators

HSR Ioannina
Maeve
Marta (start Dec)
Kirstine (Aug-Dec)

Volunteers

Coaches

PILLAR 1: COMMUNITY

In YSR the community that we build together is even more important than the
sport we offer. YSR is one big family, whether we are in Athens, Lesvos,
Ioannina or wherever in the world. This applies to our beneficiaries, teachers,
coordinators, supporters, partners and volunteers. Every day we have to work
together to create and strengthen this community.

IMPROVING OUR ORGANIZATIONAL STRUCTURE

There have been a lot of changes in our organization in the last year. The general
structure now works very well. For 2022 we want to further clarify the task division
between the management and the coordination teams and within the coordination
teams. For a team to function optimally clear communication lines, and division of
responsibilities are extremely important. Secondly it will be the first year that we will focus
more on joint projects with the coordinators from different locations. The general strategy
should be applied to all the different projects we have within the organization, and
everyone should feel involved with this. This process started by formulating this policy
plan together, and formulating which of the goals and action points should be worked
out together. This is something that we should continue to work on in the future.

GOALS

General
Make everyone feel involved in the decision making process by clearly
dividing roles and responsibilities.
Have a clear separation of responsibilities and decision making power.
Lesvos
Have the teachers more engaged in YSR during the time they work with
YSR
Give the volunteers more tasks/responsibility while being on the ground
HSR
Increase the teachers community and provide sports classes in English
Improve effectiveness for each role in the team

PILLAR 1: COMMUNITY

EXPANSION

We have grown a lot in 2021, and currently have 3 projects in 3 different locations in
Greece. The most important thing for 2022 is to improve the projects that we have now.
We have to know clearly what to expand, when to expand and when to change or scale
down our operations in a certain place. We are working in a changing environment, and at
a certain moment it can become necessary to decrease or maybe even stop our activities
in a certain place. Besides, we are exploring the option to expand our project to France in
2022. Estelle wants to move back to France at some point, and start a project there. To
realize this, we will have to properly prepare and analyze the need in France. This
expansion will ask a substantial amount of time and preparation in 2022.

GOALS

General
Have a clear picture of the goals of our projects and the impact we make.
Know clearly what the indicators are for upscaling, expanding or
downscaling our activities.
Lesvos
Create more awareness about YSR activities and do more outreach
Better introduction for new students and referrals
Continue to help our students being able to leave the camp.
Athens
Teach sports on a regular basis in four locations outside of the gym until
the end of November 2022. One of the classes taught will be self defense
CONNECTING OUR COMMUNITY
for single mothers in an external space.
Get more students in the gym and make sure that until the end of May
2022 we have 10 regular students in all the classes.
Rent an extra space for our community until the end of March. In the
space we want to be able to spend time as a community together, share
meals, have meetings, a small office space, do laundry and a storage
space.
HSR
Expand the project in other places in Ioannina
Involve more people in the activities from different countries
France
Have a project by the end of the year

PILLAR 1: COMMUNITY

CONNECTING OUR COMMUNITY

The community feeling in YSR is the most important! Once you're part of the YSR
community, you’re forever part of the YSR community. In order to keep this connection
after people leave, we have to know where they go and keep them engaged. We want
everyone to feel connected and stay connected to the project and get the most out of
their YSR experience. This is important for teachers, students, as well as volunteers,
partners and supporters. Keeping track of where our community goes is also important for
potential expansion to other European countries. If we know where people are, what they
do there and whether they miss a community like they had on Lesvos through YSR, we
could formulate our expansion strategy.

GOALS

General
Have a clear picture of where our community members go, what they do
there and what they need.
Increase volunteer engagement and satisfaction and make volunteers
more useful when they are on the ground
Have our donors and partners fully engaged and updated
Lesvos
Organize special and non-work related events for our community
Connect more with our student community
Stay connected with ‘YSR community’ whatsapp group
Athens
Plan sports events every second month in the last week of the month
starting in January.
Plan a community event every second month in the last week of the
month starting from February.
Find a volunteer house until the end of March 2022.
HSR
Find a community coordinator
Plan sports competitions
Plan trips

PILLAR 2: WELL-BEING

Sport is crucial for mental and physical well-being and often underestimated when it
comes to health. We believe in the power of sport for well-being, and we believe that
sport has major long-term health benefits. However, well-being is a holistic term, and
health is a holistic term as well. Only with a holistic approach to health in our organization
can we optimally create health benefits for everyone in our organization. This concerns
everyone in our organization, from our beneficiaries to our directors, everyone has to be
aware that well-being through sport is a combination of hard-work, recovery, nutrition,
stretching, sleep, and time for yourself.
IMPROVED SUPPORT FOR LEADERSHIP, COORDINATORS, TEACHERS

Without our teachers and coordinators we can not run our projects. Unfortunately this is
also always the most difficult to sustain in the humanitarian sector since fundraising for
salaries is almost impossible. We want people to stay and receive what they deserve, only
then can we create a healthy, professional and stable organization. In the last 4 years we
have survived with short-term involvement and little support for the people in our
organization. However, we are growing and we need more long term stability in order to
become an organization that is still there in 5 to 10 years. Creating improved support for
the people in our organization is therefore one of the most important goals for 2022.

GOALS

General
To offer our teachers a diverse range of support
Have more continuity and stability in the coordination teams
Lesvos
Increase the financial support of the teachers
Support the wellbeing of the coordination team
Athens
Be able to further support teachers with for example metro cards, food packages/
coupons, clothes and/ or sim card/ phone credits.
Implement an official referral system with at least two NGOs from the fields of
psychological support, minor support, physical aid, legal aid and language aid
until August 2022.
Plan three trainings for the coordination and volunteer team.
HSR
Get a House for coordinators
Van - Moveable gym project
Teacher development cycle
Child Friendly Space
Make classes more accessible

PILLAR 3: SKILLS-BUILDING

The strength of our organization lies in the empowerment of our community
members. What makes us unique is that YSR is mainly led by the community.
In order to do this successfully we have to facilitate a learning environment
where people are continuously challenged to further develop themselves as
trainers, as leaders. Skills building is becoming more and more important in
our organization. In 2021 we have implemented the development and growth
cycle for our coordinators and formulated a plan for improved skills building for
all our team members. 2022 will be crucial for the implementation and
integration of this plan in the different locations.

IMPLEMENTATION OF THE CAPACITY BUILDING CYCLE

The last months of 2021 we have written a full training cycle for our teachers and
coordinators, with many different elements. We have to implement this in 2022. The
extent to which we can implement the full plan is partly dependent on the funding we
can raise for this. Fundraising is therefore one of the important action points.

GOALS

General
Build a yearly curriculum for the capacity building cycle
Lesvos
All teachers must be enrolled in english classes
Plan teacher trainings
In 6 months have a mentorship program
Athens
Set a framework for a system for the bodybuilding students to ensure
that they have an onboarding experience with the possibility of training
plans until April 2022.
Build the leadership skills of the coordination team. IT skills, time
management, leadership, language, team building.
HSR
Training and development/skills sessions for teachers and volunteers
Coordinator capacity building

PILLAR 4: INTEGRATION

Yoga and Sport WITH Refugees, sport activities for ALL. Even though our project will
always be focusing on the refugee community, everyone is welcome in the gym, no
matter who you are or where you are from. Integration in the local society is a crucial part
of our operations and we believe that sport is a great way to integrate. Successful
integration comes with bringing people together and creating a space to start the
conversation. There are multiple ways in which we can promote integration through
sport.

MEMBERSHIP OF LOCAL CLUBS

Our teachers are a great example for their peers. We want to offer them a membership in
a local club, where they can further develop themselves and mix with local athletes. This
will help them to become better athletes, learn the language and become better teachers
in our organization. On the other hand it will also create dialogue and interaction with the
athletes from the local club. Ideally the athletes from the local club will come join our
activities, and the students of the teacher will get the chance to join the local club,
creating a very important exchange.

GOALS

Lesvos
Create more mix-cultural classes, teams and events
Share knowledge and information on the situation in Greece/Europe
with the whole community in a multi directional integration way
Athens
Implement an exchange and support program for every sport of the
gym with local clubs until December 2022. An exchange program can
either be a student or teacher exchange.
Have at least 3 evenings of the week covered by local greek
volunteers until July 2022.
Build a running team
HSR
Local Greek community - Schools, University, Sports club, Youth
Centers - flow of people both ways
Cultural exchange - Organise events between Greek and Refugee
community to break down cultural barriers through shared
experiences

PILLAR 5: ADVOCACY

SPREAD THE YSR MESSAGE

YSR strives to bring positivity and shed light on the strength of migrants and
refugees. By sharing and showing the world what refugees can accomplish,
despite the harsh living conditions, we positively affect the view everyone holds
on this vulnerable group. We are spreading this message through our social
media, the publications we make about YSR etc. but there is much more we
can do to spread the message of our organization.

GOALS

General
Create a clear message from YSR that everyone can use for external
communication.
Increase the number of active publications
Present YSR in conferences
Present the YSR message in schools
Have multiple support foundations in different countries/a wellfunctioning support system
Lesvos
Post more positive advocacy on the Lesvos social media platforms
Athens
Points mentioned above such as finding a new space, starting
exchanges and collaborations as well as planning events all comply
with goals of positive advocacy.
Raise awareness by taking part in two events in Athens such as flash
mobs, peaceful protest, podium talks, festivals and screenings.
HSR
Deliver school/university/corporate talks
Social media - balance between sharing HSR positive stories and
reposting refugee news
France

PILLAR 5: ADVOCACY

ERASMUS-PROJECT

Our project is successful because we believe in bottom-up decision making and
community-led sports. We want to share this vision with more organizations and that is
why we are developing a project with other partners to create a handbook on how to
successfully implement sport activities with this kind of organizational structure. We see
this as a stepping stone to spreading our organization’s mission and vision throughout
Europe.

GOALS

General
Have a concept project proposal by the end of the year

BUDGET 2022
AVAILABLE UPON REQUEST

FUNDRAISING 2022
AVAILABLE UPON REQUEST

EXTERNAL COMMUNICATION PLAN 2022
AVAILABLE UPON REQUEST

INTERNAL COMMUNICATION PLAN 2022
AVAILABLE UPON REQUEST

WITH THANKS TO OUR PARTNERS:

Free movement
skateboarding

MVI

MSF

LAVA

KONFRONT

LessTalkAthletics

Spanos

HABIBI

Refugym

VidMob

IPF

Zaporeak

One Happy Family

Proemaid

INTERSOS

CAC

ChooseLove

GAME

MWF

WWBT

FENIX

Three Peas

KOIZ

LKTBF

