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2021 will be a decisive year for AFS Switzerland from a financial perspective: as we have used our
reserves during 2020 from 1.19m CHF to 0.72m CHF, the capital of AFS Switzerland is very much at
risk. Therefore, the main focus of AFS in Switzerland must be to limit further financial losses. This will be
an ongoing effort during the whole year, by balancing sending numbers, resource input and further
response to pandemic limitations, as well as controlling general expenses and raising additional funds.

The Board of AFS Switzerland has decided to tackle these challenges in the following way:

1 Income from Operations

1.1 Sending Activities

While AFS has many potential participants wanting to go on a long-term immersive exchange, the
hosting side in partner countries is critical: if host families are in financial distress in the destination, if
local schools do not want to welcome exchange students, if regional or national governments restrict
immigration and if the airlines are not offering services, AFS Switzerland could not send many students
abroad even if the demand for exchange programs basically were unchanged from previous years.

Offering such sending services from AFS Switzerland bears some risks, as we have our sending-related
main workload 9-6 months ahead of the exchange.

Based on careful considerations, the Board decided that AFS Switzerland will limit its staff capacity to
sending 125 participants for the total year. Should applications and available hosting capacities in the
partner countries turn out considerably higher than anticipated for the summer (NH) programs, rolling
planning solutions will be applied.

Looking ahead to subsequent years, the Board expects a slow recovery until pre-crisis levels can be
reached again and decided that our staffing capacities, based on sending 200 students abroad in the NH
season, were too high even for the coming years.

The budget reflects this: we are budgeting with about the same sending participant numbers as we had
in 2020: 125 participants, of which 31 have left in January-April.

1.2 Hosting Activities

In hosting, the workload starts some 3 months prior to arrival, so the process is more flexible than for
sending.– We commit to a certain number of hosted participants per season and in “normal” times,
finding host families and schools for them was time-intensive, but manageable.

However, presumably due to the pandemic, the host family search has proved more difficult than in
previous years and the Board realized that AFS Switzerland could realistically host up to 17 students in
the winter season and decided on approximately 80 participants in the NH season. The NH number
corresponds to the hosted participants in NH 2020.

Therefore the budget anticipates fewer hosted students than last year.

2 Expenses

The major categories of AFS Switzerland's expenses compared to the last regular year are

● Direct Expenses (travel, transfer price, camps, marketing) of program income: 65% of the income
(60% in 2019)

● Staff Expenses: 48% of total program income (31% in 2019)

● Administration Costs: 27% of total program income (13% in 2019)

As the direct expenses can only to a small degree be managed proactively, the only expenses that can be
influenced directly are staffing and some fixed costs as the office lease.
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As indicated above, the Board has assessed the development of the exchange programs for the next 2-3
years expecting program volume to remain below pre-crisis levels for more than one year, which is the
amount of time that could be bridged using government aid. Therefore, the Board has decided that AFS
should reduce its Full Time Equivalents (under contract) from 13.4 to 10.6 . This leads to some
restructuring costs, but the Board is convinced that this will pay out in the future.

Apart from that the management team was successful in re-negotiating the lease terms of the office and
has received a reduction in its monthly lease of 25% with immediate and permanent effect.

3 Fundraising

Fundraising has always been one part of AFS' financing – as shown in the Financial Report 2020, it was
done rather successfully last year and will have to be continued into 2021.

At the moment of this budget report, AFS is in negotiations with one long-term major partner foundation
that is willing to support exchange organizations in these times as well as with the Canton of Zurich for
the so-called Härtefall-Regelung (mesures pour les cas de rigeur). We assume that AFS will qualify for
these support payments; the reception of these funds would allow the organization to stabilize its
finances, pay off loans and invest in growth measures for quick recovery post-pandemic. Since these
funds cannot be addressed in the current budget, a rolling forecast planning will be used going forward.

The additional fundraising activities described in this budget are conservatively budgeted to be 150'000
CHF.

4 Net Result

With these assumptions, the budgeted net loss for 2021 is planned to be around -400’000 CHF.

28.2.2021, Executive Finance Committee


