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Chas Walker, CEO  

John Slater, Chair 

INTRO

Welcome to a new chapter in the YMCA DownsLink Group story, as 
defined in our 2020 Vision: Youth Minded Community Approach.  

Our purpose is to transform young lives through positive change. We 
make a difference by providing a range of services to children, young 
people and families across Sussex and Surrey. Our work covers a wide 
range of areas including support & advice, accommodation, family work, 
health & wellbeing and training & education. 

Our 2020 Vision outlines our strategic plans to transform more young 
lives by increasing our impact and reach over the next four years (2016-
2020).

“Our vision for 2020 is embodied in our 
Youth Minded Community Approach. It’s 
a modern expression of the YMCA and a 
strong statement of our commitment to 
young lives.”

“Our 2020 Vision will maximise our 
impact on young lives through a 
strategic focus on participation, quality 
and resource.”
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Being youth minded

Having a community approach

Responding to change 

Young people who find themselves on the margins of society are at the heart
of our mission as YMCA. YMCA DownsLink Group (YMCA DLG) has always
responded to the needs of young lives with innovation and a willingness to
invest in new services. We will continue to provide children, young people 
and families with the services they need to belong, contribute and thrive.

We don’t just think ‘youth’. We also think ‘community’. By participating in 
one of our services a young person becomes part of an inclusive community 
of people of all ages, faiths, cultures and backgrounds. Not marginalised but 
included. Not apart from, but part of. That’s our Youth Minded Community 
Approach.

Our new plans draw upon the heritage of the YMCA Federation and the 
emergence of local YMCAs through the support of local people. YMCA DLG 
will look to balance the capacity requirements of a modern YMCA, with 
the importance of remaining locally focused. We will encourage local 
communities to participate in our YMCAs across Sussex and Surrey.

We have an exciting but ambitious vision for the future, but this is a time of
unprecedented change in the funding of public services and there is pressure
on our traditional income streams, with greater demand for help and support
from young people than ever before. We remain committed to working with 
our Local Government Partners in supporting some of the necessary changes 
in public services for vulnerable children and young people. 

Our vision for the future builds on our existing strengths and established 
partnerships, whilst also seeking creative solutions and new relationships as 
we evolve and adapt for the future.

Chas Walker, CEO 
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VISION

The YMCA Federation was founded as a Christian organisation in 1844. We know 
that the world has changed a lot since then; we also recognise that the Christian 
faith is one of many important expressions of meaning, hope and dignity in 
today’s society. 

Our vision articulates an inclusive Christian foundation. We know we can 
learn from other faiths and belief systems that identify with the value and 
dignity of every human life. We hope that the word inclusive conveys a 
strong desire to find commonality, acceptance and openness, as opposed 
to division and difference. 

This inclusive Christian foundation, coupled with a youth minded 
community approach and clear, strategic principles, translates into 
services that help young people to belong, contribute & thrive. In this way 
we will transform more young lives than ever before.
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ORGANISATION  
STRUCTURE 

Successful organisations are ones that recognise the need to change and evolve. 
Our 2020 Vision sets out some important changes in the way we operate, including 
improvements to our identity & structure. The revised structure reflects a youth 
minded community approach with our two directorates working together to provide 
integrated services to the communities in which we work.

Communities & Property Services Directorate 

Providing a�ordable and safe accommodation 
to young adults and families in housing need

Children & Young People’s Directorate 

YMCA DIALOGUE 
Counselling and therapeutic support for 
children, young people and families 

YMCA SAFE SPACE
Support and first aid for people intoxicated, 
distressed or injured during a night out

YMCA YAC  
Advice and support for young 
people aged 13-25 

 

YMCA RIGHT HERE
Young people participating, campaigning & 
influencing to promote health & wellbeing 

 

YMCA WiSE PROJECT
Supporting children and young people 
to stay safe in their relationships 

 

YMCA EDUCATION 
& TRAINING 
Enabling young people to achieve their 
full potential   

YMCA POSITIVE PLACEMENTS
Supporting young people in their journey towards 
education, employment or training

A great place to eat, relax 
and meet up with friends

YMCA CAFÉ

 

YMCA STEPS 
OUT OF SCHOOL CLUBS
After School & Holiday Clubs for 4 – 11s.  Play, relax, 
create, make friends. It’s fun to play at the YMCA!

Grounds maintenance, landscape gardening,
painting & decorating and handyman

YMCA SOCIAL 
ENTERPRISE SERVICES
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Our Youth Minded Community Approach is based on four strategic areas of 
development: Mission, Resource, Participation and Quality. 

STRATEGIC PLAN 

MISSION

RESOURCE

PARTICIPATION

QUALITY

Helping young people belong 
Supporting wellbeing in young lives 
Keeping children & young people safe 
Helping young people achieve 
Empowering young people to influence  

Developing a balanced growth strategy
Deriving best value from our physical assets
Improving efficiencies in our organisation
Investing in our staff

Encouraging young people to participate
Engaging with local communities
Empowering local YMCA services
Adopting a lead role in the YMCA Federation

Measuring our impact
Telling our story
Building strong leadership & governance
Managing risk effectively
Embodying YMCA Federation rights & responsibilities
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Helping young people belong 
Supporting wellbeing in young lives 
Keeping children & young people safe 
Helping young people achieve 
Empowering young people to influence   

MISSION

We are committed to offering services that help young lives to belong, 
contribute & thrive. We will continue to do this by focusing on five 
strategic objectives:
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HELPING YOUNG PEOPLE BELONG

“The YMCA for me is my rock, 
my second chance. It has given 
me the opportunity to flourish in 
myself and in my day to day life”

Ben

The services we provide should make 
young people feel like they belong. To 
this end we have renamed our ‘housing 
projects’ as ‘YMCA Communities’.

We also want young people to feel they 
belong in the wider communities in which 
they live. We will therefore find more 
opportunities for those communities to 
participate in our work and support their 
local YMCA. In our Positive Placements 
programme, for example,  volunteer 
mentors support the young people living 
in our YMCA Communities.

For young people to belong in their 
communities they need somewhere 
stable and safe to live. We currently 
provide 550 young people with a safe 
place to stay every night. By 2020 we 
intend to have accommodation for 700 
young people.

We are building 34 studio flats for local 
young people in Guildford and are 
working in collaboration with the YMCA 
Federation to develop other innovative 
housing solutions for young people, such 
as Y:Cube. We will continue to secure 
private sector accommodation for 
young people through our YMCA Lettings 
services.
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SUPPORTING WELLBEING IN YOUNG LIVES

KEEPING CHILDREN & YOUNG PEOPLE SAFE

“YMCA Dialogue Counselling has 
helped me deal with my anger - 
making old friends new again. It has 
helped me to calm down when I have 
been upset and angry.”

Rita 

If young people are to thrive then 
supporting their wellbeing is critical. 
We have an excellent track record in 
improving wellbeing in young lives 
through services like YMCA Dialogue and 
YMCA Right Here which reach over 7000 
young lives a year. 

One of the most important things we 
do as an organisation is in the area of 
safeguarding. As statutory children’s 
services come under increasing financial 
pressure, this work is becoming even 
more important. 

We know it will be hard to fund, but we 
will endeavour to increase the capacity 
of services like YMCA YAC and YMCA WiSE 
Project.

We will invest and build on these, 
ensuring that young people in our YMCA 
and local communities are able to access 
excellent and innovative wellbeing 
services.

“For me, YMCA YAC is a safe place to come 
and get advice on things I cannot share 
with family and friends. It helps me to 
know that I have somewhere to go to talk 
about certain issues that affect me and 
get the support and guidance I need.”

James
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HELPING YOUNG PEOPLE ACHIEVE

EMPOWERING YOUNG PEOPLE TO INFLUENCE  

One of our key aims is to ensure that 
more young people can contribute 
through actively participating in their 
communities. 

We are investing in services and 
partnerships like YMCA Education & 
Training, YMCA Social Enterprise Services 
and YMCA Positive Placements that
support young people in education, 
vocational learning and employment.

We will increase the opportunities for
young people to influence internally and
externally. We will continue the work of
YMCA Right Here, a youth led project that
campaigns locally and nationally on

emotional wellbeing issues for young
people; we want to build on this project
to increase the impact of our influencing
work.

“It’s absolutely great having my mentor. 
You know you’ve got someone next to 
you, supporting you and it’s not just you 
by yourself. It’s nice to have someone 
who wants to help because I don’t have 
much support.”

Lucy

“The two and a half years I 
volunteered for the campaigns and 
mental health promotions team for 
YMCA Right Here Brighton shaped me 
as a person. I think learning about 
mental health is just as important as 
learning about maths and English.”

Grace
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RESOURCE

Developing a balanced growth strategy
Deriving best value from our physical assets
Improving efficiencies in our organisation
Investing in our staff

We are a well resourced organisation that has committed and skilled 
staff and volunteers. We have a good track record of developing the 
resources we need to run our services and we have a strong asset 
base and balance sheet to attract investment. We recognise there will 
be continuing pressure on our income streams and we have therefore 
developed a resource plan to ensure we remain sustainable:
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DEVELOPING A BALANCED GROWTH STRATEGY

Growing our income to support our mission is an important part of our 2020 Vision. 
The charts below show our current income streams and the way in which we expect 
them to grow or contract over the next four years.

Rental income continues to provide the foundation of our resources and shows the 
financial and strategic importance of developing more accommodation for young 
people. We anticipate further growth in our therapeutic and education services and 
and in our commercial & fundraising income in order to counter the reduction in local 
government contracted income.

£5,762,000

£3,192,000

£1,376,000

£342,000£364,000

£6,484,000

£2,546,000

£1,482,000

£828,000

£751,000

Current income streams £11,036,000 (2016)

Forecast income streams £12,091,000 (2020)

Therapeutic services 

Educational 
& vocational services 

Commercial 
& fundraising 

Local government  
support contracts 

Rental (housing)
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IMPROVING EFFICIENCIES IN OUR ORGANISATION

Alongside our plans to generate new income sources we must become more efficient 
as an organisation as we prepare for further reductions in funding (local government 
cuts, and national policy limiting rental income). We will take a Value for Money 
approach, scrutinising all our costs to make sure we are working as efficiently as we 
can, to provide the best value for our beneficiaries, commissioners and supporters.

Property disposals
Charity Bank Loan
Capital Funding 
Other finance
Existing resources 

Resources Investment

Repay existing loans
Purchase of YMCA housing assets
Housing Development Guildford
Y Cube Development Brighton
Investment in our housing stock 

 

3,700
3,000
1,700

750
950

10,100

,000

1,300
1,400
2,800
1,600
2,000

9,100

,000

TotalTotal

DERIVING BEST VALUE FROM OUR PHYSICAL ASSETS

To achieve our 2020 Vision we will need to increase our investment and grow our 
organisation. This will include investing in new accommodation for young people, but 
also in our current YMCA buildings. 

The table below sets out these investments and the resources we will need to support 
them, including property disposals, borrowing and capital grant funding.
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INVESTING IN OUR STAFF

People are our most important asset and we are committed to further investment 
in our staff . This will include new leadership roles, investment in staff  development, 
training and wellbeing, with a focus on the value of volunteers. A key strand in our 
strategy is to signifi cantly increase our volunteer numbers by working more closely 
with our local communities.

Accredited as a 
psychologically informed 
organisation by

staff  wellbeing strategy by 
Implement

Volunteers

Staff 

2018

2017

150
400

225
450

Staff  training places delivered

2016 = 750 

20
16

 

20
20

2020 = 900 
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Participation is at the heart of our 2020 Vision. It reflects what we 
believe makes YMCAs so special – young people, local communities, 
staff and volunteers all coming together to shape and support the 
work of their local YMCA. This means:

PARTICIPATION

Encouraging young people to participate
Engaging with local communities
Empowering local YMCA services
Adopting a lead role in the YMCA Federation
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Encouraging young people to participate
Engaging with local communities
Empowering local YMCA services
Adopting a lead role in the YMCA Federation

ENCOURAGING YOUNG PEOPLE TO PARTICIPATE

We are committed to involving young people in the development and running of 
our organisation. We want to give them a strong voice to help shape our internal 
decisions and to influence the issues that affect them locally and nationally.

Our local communities play a crucial role in volunteering, event organisation, 
fundraising and assisting us in our local governance. We need to invest in local 
community relationships by developing stronger local leadership structures. We 
have already invested in a Chaplaincy role to help us engage better with local faith 
communities.  

“Being a member of the Young People’s 
Board has been a great experience for me. 
It has helped me learn presentation skills 
and feel more confident that my voice 
mattered to people. Sometimes it can be 
quite nerve-wracking but I’ve never had a 
bad experience and you do feel really well 
supported”
Emily, YMCA DLG Young People’s Board

ENGAGING WITH LOCAL COMMUNITIES
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We know from recent internal surveys that staff and volunteers place significant 
value on their work and the work of our local services. Energy and innovation are best 
encouraged locally and we must be brave in devolving greater decision making and 
budget responsibilities to our local services.

We will invest in local leadership and new structures to not only encourage this 
process but also to maximise our ability to develop effective partnerships within the 
community. This will create a stronger sense of local service identity and increase the 
capacity and effectiveness of our work through greater community involvement.

We are committed to work for, and towards, a strong YMCA Federation in this country. 
We will work in greater collaboration with our local YMCA partner organisations using 
the capacity of YMCA DLG to support our neighbouring YMCAs. We will also be active
in our support of the National Federation strategy and the rights and responsibilities
associated with being a YMCA.

EMPOWERING LOCAL YMCA SERVICES

ADOPTING A LEAD ROLE IN THE YMCA FEDERATION

EASTBOURNE AND WEALDEN YMCA

HASTINGS YMCA

YMCA EAST SURREY

YMCA DOWNSLINK

PARTNER YMCAs

YMCA DOWNSLINK GROUP

YMCA HORSHAM

YMCA LEWES

YMCA GUILDFORD

YMCA WORTHING

YMCA CRAWLEY

BRIGHTON YMCA
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QUALITY

We have a good record for the quality of our services, demonstrated 
through a number of external accreditations. Our recent growth has 
brought greater levels of responsibility and ‘compliance’. This includes 
the need to show that we offer ‘value for money’ to our children and 
young people, and all our stakeholders. This is an opportunity to 
improve the way we measure our impact and promote our important 
work to the outside world. We will focus on:

Measuring our impact
Telling our story
Building strong leadership & governance
Managing risk effectively
Embodying YMCA Federation rights & responsibilities
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MEASURING OUR IMPACT

Therapeutic 
services to

Therapeutic 
services to

Education & 
vocational 
services to

Education & 
vocational 
services to

7000 
young people 

11000 
young people 

550 units of 
Accommodation

300 
young people 

1000 
young people 

700 units of 
Accommodation20

16
20

16

20
16

20
16

20
20

20
20

20
20

20
20

We are focused on having a transformative impact on young lives. Our 2020 Vision 
sets out our ambition to increase our impact and reach over the next four years, as 
defi ned by some key goals below. 

We are also committed to improving the way we measure and evidence our impact 
and compliance. We will continue to invest in the systems, leadership and governance 
necessary to measure and promote our impact to stakeholders.

5000 
young people 

7500 
young people 

Support and 
advice to

Support and 
advice to
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BUILDING STRONG LEADERSHIP & GOVERNANCE

MANAGING RISK EFFECTIVELY

We will invest further in the leadership of the organisation in order to continue to 
build a strong governance structure. We have reviewed our governance to ensure 
we meet our obligations as a charity, and to more easily allow our young people and 
staff  to participate in the running of the organisation. We follow the National Housing 
Federation (NHF) Code of Governance and will continue to have independent audits of 
our work.

To succeed in the ambition of our 2020 Vision we will have to take some informed 
risks. We are clear at a leadership and governance level about our ‘risk appetite’ and 
we will use good risk intelligence to ensure there are clear mitigation plans in place to 
help us manage risk eff ectively.

TELLING OUR STORY
There has never been a more important time to tell our story, to make our audiences 
aware of the transformational work we do and to engage more supporters in our 
work. We have a strong platform in the national YMCA brand, which will help us to tell 
this story. We will fi nd innovative ways to tell our benefi ciaries’ stories and how we 
help them to belong, contribute and thrive in their local communities. We will look to 
increase our ability to get important messages to existing and new partners and into 
our wider communities.

YMCA DLG BOARD 
OF TRUSTEES 
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“I feel safe knowing that if 
something happens YMCA 
YAC will offer support and 
advice.”

Ameer

Ameer, 24, arrived in Brighton as an 
asylum seeker from Sudan, having 
experienced imprisonment and 
torture. His route to Britain was 
fraught with difficulty and danger, 
and whilst being held in a detention 
centre he read about Brighton on the 
internet and fell in love with the city.

After arriving in Brighton, with no 
money and nowhere to go, Ameer 
was sleeping rough on a bench in 
Palmeira Square when someone 
advised him to go to the council and 
ask for support. The council referred 
Ameer to YMCA DownsLink Group’s 
YMCA YAC service – the first point of 
access for housing advice if young 
people are under the age of 26.

The advice worker at YMCA YAC was 
able to offer Ameer a placement 
with Sussex Nightstop, a service that 
matches volunteer hosts with young 
homeless people on a night-to-night 
basis.

Whilst living with Nightstop hosts, 
Ameer attended the YAC general 
advice drop-in for support
on a range of issues. As he 
says himself, he felt safe with 
YAC knowing that if something 
happened they would offer 
support and advice.

Eventually YMCA YAC were able 
to offer Ameer a place in one 
of YMCA DLG’s Empty Homes 
properties. Empty Homes is
a scheme that brings empty 
properties back into use to 
provide affordable and safe 
accommodation to young people 
in housing need.

Ameer moved into his own room 
in a flat, sharing with four other 
young people. Now he has a safe 
base from which to build a new 
life in the UK. Ameer is looking for 
employment and has started an 
Access course, as he wants to go 
to university and study business 
and IT.

#YMCAstories

AMEER’S STORY
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DONATE to support our work. This can be a fi nancial donation or giving 
practical items to our projects or YMCA shops. A donation can be made 
online at www.justgiving.com/YMCADownsLinkGroup or by texting YMCA00 
£5 (or £10) to 70070.

PARTNER with us to show your local community that as a company you care 
and invest in the young people around you.

TAKE PART in or organise a fundraising event. This could be a coff ee morning 
or one of our organised events such as Tour de Y cycling or Sleep Easy.

VOLUNTEER with us. We have a wide range of projects and services that 
have opportunities for everyone who is interested in helping out.

If you would like to fi nd out more about how you can help our young people, 
please contact our Communications team at communications@ymcadlg.org 
or visit our website at www.ymcadlg.org/get-involved

GET INVOLVED 

OUR PARTNERS 
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YMCA DownsLink Group
Reed House
47 Church Road
Hove
BN3 2BE

E reed.house@ymcadlg.org
T 01273 222550
W www.ymcadlg.org

Twitter.com/ymcadlg
Facebook.com/ymcadlg

CONTACT US 

Registered Charity No: 1079570 

SUPPORT & ADVICE ACCOMMODATION FAMILY WORK HEALTH & WELLBEING TRAINING & EDUCATION


