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Abstract

This paper discusses COBURWAS, a youth-run organization in Kyangwali Refugee Settlement, who has teamed together to socially and economically empower their peers. The role of football as a hook and accountability mechanism is explained, along with a description of the effects of sport on COBURWAS’ successes. COBURWAS has harnessed the passion of a group of youth committed to change, strengthened their bonds through teamwork and competition, and filtered this into community betterment. Social Return on Investment (SROI) methodology is used to analyze the impact COBURWAS has had through its various projects operating within the settlement including the COBURWAS Learning Center; a community nursery school; the Livestock Project, a goat rearing enterprise; and the Anti-Violence Women’s Movement, a support group for out-of-school young women refugees. By assigning a numerical value to the effect of COBURAS projects, the organization can be established as a successful model for other youth-based initiatives in Africa and beyond looking to solve the problems of extreme poverty and hunger. COBURWAS achievements will be juxtaposed with the steps outlined in Millennium Development Goal 1 to provide perspective on the significance of their work. This case study seeks to illustrate the exponential effects sport can have on youth and community development. The effects of teamwork on commitment and personal development are lasting, and if harnessed towards enacting social programming can foster lasting effects on the community as well.
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“The main ingredient of stardom is the rest of the team.”

—John Wooden

Introduction

Sport is commonly recognized as a “hook” attracting young men and women to participate in social programming that they might otherwise not be interested in; this is the case as well at Kyangwali Refugee Settlement in Western Uganda’s Hoima District. COBURWAS, an antonym for Congo-Burundi-Rwanda-Sudan, represents a driven group of youths in the settlement who have been able to cooperate beyond tribal and national lines to economically empower themselves, their peers, and their community. The COBURWAS football team acts as a hook mechanism as well as a standard for personal betterment: as the regular Kyangwali champion, young refugees vie for a position on the team and are then held accountable by their teammates as they are encouraged to make healthy life choices to participate. Though COBURWAS has transformed from an idea to means of livelihood, and to a successful Community Based Organization involving over 300 members from the settlement now operating in four countries within Africa, it is still viewed by many youth as a football program. Able to supply players with cleats, balls and jerseys the team is a goal for young refugees (R. Mason, interview, July 10, 2010), and consequently, so is leadership, social and economic self-empowerment, and community development. The following paper will discuss the role of sport as it pertains to Millennium Development Goal 1: eradicating extreme poverty and hunger, which according to the United Nations Development Programme (UNDP) involves:

a) Reducing the number of people living on less than a dollar a day

b) Achieving full and productive employment and decent work for all, including women and young people

c) reduce by half the proportion of people who suffer from hunger. (UNDP, 2010)

A case-study on COBURWAS based on personal interviews and Educate!’s SROI methodology analyzing the ratio of value created to value invested into its members and community projects provides documentation of a community initiative that is successfully addressing these goals. This data collection aims to quantify the non-monetary social benefit through reporting the number of people impacted and beneficiaries’ stories (Coffin, July 2009, pg. 1). By examining three COBURWAS initiatives—the COBURWAS Learning Center; a community nursery school; the Livestock Project, a goat rearing enterprise; and the Anti-Violence Women’s Movement, a support group for out-of-school young women refugees from the Democratic Republic of Congo (DRC)—this football team transformed into Community Based Organization can become a documented model to be emulated by passionate refugee youth elsewhere. 

Sport and Youth Empowerment 


Sport and the values learned through teamwork and healthy competition are documented as encouraging positive livelihood strategies and strengthening interpersonal relationships. This helps form the basis for an individual’s decision-making capabilities, including the ability to foster personal socio-economic growth. Professor Jean-Loup Chappelet describes how “through sport, children and teenagers can acquire basic social and organizational skills which are also important in economic life” (2005). COBURWAS exemplifies a case where young men are able to capitalize on their personal connections to establish a structure for economic empowerment based on trust, determination and a common goal. Where refugee youth can often become disenfranchised and disempowered, the youth of COBURWAS have been able to create success and foster passion through peer-to-peer relationships. They have further been able to transfer success and personal accomplishment into community development initiatives throughout Kyangwali and Western Uganda. By emphasizing leadership and social-entrepreneurship—as taught through the Educate! Socially Responsible Leadership Course—COBURWAS is able to exponentially empower community members as well as transfer the values they have learned from sport to encourage their successful model. Sport and the resulting relationships among participating youths is a “decisive element for attitudinal changes that contribute to the comprehensive human, socio economic development of entire communities” (di Cola, 2003). Such change pertaining to COBURWAS will be explained and documented under Methodology and Results, respectively. 
Background


In 1997, thousands of refugees flooded across the border from the DRC to Western Uganda seeking safety and protection from the atrocities being committed in their villages and the suffering that resulted from the war (COBURWAS, Our History). Though such refugees had escaped the actual conflict, they were faced with a plethora of new challenges upon arrival to Uganda. The government of Uganda, in conjunction with UNHCR, allocated a piece of land for the refugees initially, however after continued insecurity and threats from Congolese rebel groups, they were moved yet again to what became Kyangwali Refugee Settlement. Today, Kyangwali is home to over 20,000 refugees from Congo, Burundi, Rwanda and Sudan.


Through the development and success of COBURWAS, Kyangwali Refugee Settlement has shattered the typical image of a congested and cramped camp riddled with despair and hopelessness. When Wereje Benson arrived at Kyangwali, he was provided with a hoe, a shovel and a 40-meter by 100 meter plot of land from the United Nations High Commissioner of Refugees (UNHCR). Though he had just lost his family in the war, and was struggling with the realities of being forced to leave school and his home, he strived to start a life for himself in the dismal circumstances. The first few years were difficult as starvation, alcoholism, hopelessness and apathy set in throughout the community (R. Mason, interview, July 10, 2010). Yet, not all members of this new community felt ready to give up or accept their current situation. Benson, along with friends Muhwezi Daniel and Bahati Kanyamanza, searched for a way to return some normalcy to their lives; football served that purpose. Benson explains that in the DRC, he took the initiative to start a football club, “which later became the best in the area and crimes were reduced and idleness” (A. Towne, interview, December 2008). This concept was replicated in Kyangwali, creating a football club that built hope and bridged differences in the settlement among disempowered youth. Football for these young men provided a sense of joy and healthy competition, as well as the freedom from the realities of their living situation; it was also an opportunity for education. Through the COBURWAS football club, Benson, Daniel and Bahati were able to receive athletic scholarships in the nearby town of Hoima (R. Mason, interview, July 10, 2010); they became empowered and able to transform their passion for sport into a methodology for socio-economic empowerment. 

These three young men realized the value and joy of returning to their studies, and were eager to extend the opportunity to their peers in Kyangwali—money, though was a critical issue. Willing young men and women were mobilized to dig, bringing in about 20,000 UGX (less than 10 US dollars) per 40 square meters. Because this was significantly less than necessary to cover school fees for all, the youth worked together and created a program where they would alternate between working and attending classes for the term. Along with this teamwork and education developed a motivation to transfer their knowledge and leadership skills to others in the community, and thus COBURWAS was established in 2005 with the mission of “uniting, transforming and developing communities through education, social entrepreneurship, volunteerism and humanitarianism” (COBURWAS, Our Mission and Vision). COBURWAS worked alongside Educate!, an American NGO involved in Kyangwali, to develop a Socially Responsible Leadership Curriculum (SRLC), which would provide youth with the knowledge they needed to create change in their own lives and their communities.  Today, COBURWAS has over 300 members and the impact of the Socially Responsible Leadership Curriculum has been tremendous. It has risen to become an organizing force of the Kyangwali Refugee Settlement and has served as a model for refugees all over Africa to act on the knowledge and potential of their youth and communities for positive social change. 

Throughout its development, football has remained a binding force for the young men and women in COBURWAS. Joseph Munyambanza, a member of COBURWAS explains that the COBURWAS football team has allowed the organization to expand; the desire to compete for the best team in the settlement encourages youth to participate and adopt the COBURWAS value system. He states that “players are expected to act like COBURWAS members. They must respect the team and make healthy life choices like avoiding drugs and alcohol, as well as supporting their families, wives and children” (R. Mason, interview, July 23, 2010). Playing football with each other creates an aspect of responsibility between members; football has been there from the beginning and is very important for the youth, their commitment to the team, the organization and the community. The sense of teamwork transfers from the field, to the workplace and to the notion that all African youth can bond together to empower themselves and their nations, and runs deep between these young men and women. Benson, when offered resettlement in the United States in 2000 declined due to his commitment to and sense of responsibility for COBURWAS, explaining “I used to be the first to run and I ran alone. The rebels wanted to get young boys like me to do terrible things. So, I would leave my mother and sisters. Alone, I grew strong. When I found my people again, I grew stronger.” (A.Towne, Educate! SLRC, Term 1, Lesson 3, pg. 45)
Methodology
The Educate! SROI Methodology builds upon the notion of commercial return on investment typically used by businesses. It adds a social component to the notion that “intervention either paid for itself on generated more financial benefit than costs” (Barksdale, 2001, pg. 111). The Educate! SROI method takes this concept and modifies it to include value added in terms of what it would have cost an outside actor to provide a service that was instead supplied by a community member. The value of an enterprise constitutes economic benefits, wages paid and costs saved make up socio-economic benefits, and additional values which cannot be monetized are reflected by social benefits—reflected by the number of people impacted and a beneficiary’s story. 

	Benefit
	Description

	Economic
	Includes assets, net income, and finished goods

	Socio-Economic
	Sum of wages and costs saved, including free services or new services that benefit the community

	Social
	Number of people accessing or benefitting from the enterprise


Research for the COBURWAS SROI report was conducted through interviews and observation in Kyangwali, Hoima, and Kampala, Uganda from June 24 to July 22, 2009, and again from July 10 to August 19, 2010.


Such social impact assessment is able to estimate the direct cost of an action, the probability of future projects working, and the likely changes and patterns of future outcomes (Muglan, 2010). Therefore, measuring the value of COBURWAS’ projects quantifies the value that teamwork and initiative has been able to produce—documenting the progression of the organization and illustrating the large-scale change it has been able to influence. It exemplifies how the determination of the COBURWAS youth in Kyangwali evolved from sport to passion, and proves that “small amounts of philanthropic capital combined with large doses of business acumen can build thriving enterprises that serve a vast number of the poor” (Acumen Fund Metrics Team, January 2007). The COBURWAS SROI report takes into account a shortcoming commonly attributed to SROI by providing a uniform base to compare the effectiveness of the organization’s community initiatives. SROI is often criticized for lacking consistency in numbers, weightings, and conclusions, as well as perception of value. Because value is not objective fact, Educate!’s SROI method recognizes the importance of utilizing the economic concept of value of effective supply and demand, where effective demand is defined as the cost someone is willing to pay for a service or outcome, and effective supply as an affordable and implementable service or outcome (Muglan, 2010). 

By examining three COBURWAS projects—the COBURWAS Learning Center (CLC), the Livestock Project, and the Anti-Violence Women’s Movement (AVWM)—social impact will be quantified within the organization’s projects, and straight return on investment will be documented in the instance that outside comparison is desired. COBURWAS operated numerous other projects in the settlement; these three were chosen to represent a wide scope, covering education, female empowerment, and agriculture. For each, economic and socio-economic benefits are added together to get a total value of benefits, then an amount of initial investment is calculated by totaling the initial cost of the socially responsible leadership skills taught to COBURWAS members and the direct monetary investments into the project as well as training, including the SLRC. SROI is then calculated as the following ratio:
[image: image7..pict]
The ratio produces a number that represents the estimated yield of a social enterprise, such as the COBURWAS projects being measured. An SROI above 1 means that an investment will yield a positive return, that the initiative is creating more value in the community than the start-up cost of the initiative; an SROI below 1 indicates a negative return, and a SROI of 1 means that you are breaking even. It is important to recognize that this number can only represent the value of COBURWAS projects in comparison with each other, or to projects that have been analyzed by the same methodology and similar system of data collection to ensure proportionality. 

Results

COBURWAS Learning Center


The COBURWAS Learning Center began as a nursery school built from donated funds and profits from other farming projects where students are taught literacy, numeracy and English, as well as sensitized to hygiene and provided two meals per day. CLC initially sought to prepare children for their primary schooling, emphasizing moral values and quality, as well as provide free education to orphans and other vulnerable children. In 2009, the nursery school boasted 40 students, 20 of whom were fully sponsored orphans; by 2010 this has expanded to 110 students up to Standard 2, 60 of whom are fully sponsored. Initial assets include the nursery school and its supporting facilities (such as the kitchen, latrine, and washrooms), a solar panel, and income received from school fees. Over the past year the school has expanded to include two additional buildings equipped with desks and chairs valued at 20,000,000 UGX. Socio-economic value also includes those members of the community that were employed as teachers, cooks and porters, and construction workers. COBURWAS also mobilized members to donate resources and labor—which are accounted for as costs saved. In 2010, this also included making 10,000 bricks, each valued at 100 UGX, that were used for classroom construction. This expansion project increased the number of lives directly impacted from 48 (40 students and 8 employed adults) to 119 (110 students and 9 employed adults). 

	CLC SROI
	 2009
	2010

	Economic Value
	18,824,959
	$9,005
	38,824,959
	$17,648

	Socio-Economic Value
	14,197,000
	$6,791
	46,224,833
	$21,011

	Total Value
	33,021,959
	$15,796
	85,049,792
	$38,659

	Investment to date
	9,588,950
	$4,587
	29,588,950
	$13,450

	Number Directly Impacted
	48
	119

	SROI
	3
	3


In the case of the CLC, SROI stayed consistent from 2009 to 2010 due to a proportionate increase in total value and investment to date. The CLC renders an SROI of three, which represents a relatively high return on investment.

Livestock Project

COBURWAS members raise and sell goats at a profit to fund other projects. In 2009, an initial purchase of 40 goats was made, and 24 additional goats were born; this number increased, and now the project totals 120 goats. In addition, the project purchased two dairy cows valued at 1,320,000 UGX and expanded from two employees to five: four goat keepers and one veterinarian. Because the goats are not yet ready for sale and the cows are not yet producing milk, the project is not yet generating its own income. Economic value reflects the value of the goats estimated at 99,000 UGX per animal, and assets, which include the physical structures of the goat keepers and over dix acres of land (not assigned a monetary value though, because land in the settlement cannot legally be sold). Socio-economic value includes the employment of two employees in 2009 and five in 2010, as well as donated labor for clearing land and constructing a shed for the project.

	Livestock Project SROI
	2009
	2010

	Economic Value
	10,044,500
	$4,804
	23,244,500
	$10,566

	Socio-Economic Value
	1,540,000
	$736
	1,820,000
	$827

	Total Value
	11,584,500
	$5,540
	25,064,500
	$11,393

	Investment to date
	9,588,950
	$4,587
	11,411,400
	$5,187

	Number Directly Impacted
	2
	5

	SROI
	1.2
	2


The COBURWAS livestock project witnessed an increase in SROI that can be attributed to reproduction of goats and increased employment capacity. The total value in this case increased in proportion to total investment. COBURWAS members intend to utilize profits from the livestock to fund school fees and other projects, which will continue to increase the return on investment.

Anti-Violence Women’s Movement

The AVWM teaches skills to out-of-school female youth and provides a safe space for young women to discuss their lives and futures. Members have been able to counsel each other as they talk through the traumatic events they experienced in the DRC prior to their arrival in the camp. They have been provided with income-generating skills, including jewelry making, crochet, and embroidery techniques, as well as taught Educate!’s SRLC. AVWM’s economic value includes needles, hoops, and crochet hooks that the group uses to create products like baby sweaters and hats, necklaces, and embroidery that are ready for sale. 2010 assets also include the purchasing of school uniforms the young women were commissioned to make for the CLC—shirts valued at 1,500 UGX, shorts at 1,500 UGX, and dresses at 2,500 UGX were sold to students. These prices are also consistently 500 UGX lower than can be found in neighboring Hoima town, and this is reflected in socio-economic costs saved. In 2009, 30 women received counseling and training; in 2010 this number increased to 50.

	AVWM SROI
	2009
	2010

	Economic Value
	449,000
	$214
	997,000
	$453

	Socio-Economic Value
	280,000
	$134
	335,000
	$152

	Total Value
	729,000
	$349
	1,332,000
	$605

	Investment to date
	3,362,122
	$1,608
	3,362,122
	$1,528

	Number Directly Impacted
	30 women
	50 women

	SROI
	0.2
	0.4


The AVWM experienced an increase in SROI from 2009 to 2010, but is still producing a negative return on investment. The amount invested into these young women and their training has not yet begun to turn a profit; though the counseling they receive and the confidence they are building is priceless. COBURWAS currently sells items locally, but is looking to expand to an international market through their relationships with donors abroad. This should bring about a large increase in SROI value.

Conclusions


In February 2010, COBURWAS held a national football tournament. Teams came from within Kyangwali, neighboring Hoima district, and throughout Uganda. Youth from various national and tribal backgrounds competed against one another and together; referees were supplied, and the grand prize was a young dairy cow. The COBURWAS team was the largest; supplied with Jerseys and cleats from the Finland Football Association, they served as a model for other teams as to what can be accomplished when youth bond together for a cause. The tournament illustrated how sport can bridge relationships “across social, economic and cultural divides within society, and [build] a sense of shared identity and fellowship among groups that might otherwise be inclined to treat each other with distrust, hostility or violence (UNICEF, 207). COBURWAS, defeating a Ugandan semi-professional team in the finals, exemplifies the true power of teamwork and has reaffirmed their prominence as a force in football and social change.


By examining COBURWAS’ project through SROI, the organization is able to recognize the effectiveness of their projects, and outside actors are able to view the numerical effects COBURWAS is having on the Kyangwali community. By comparing COBURWAS’ score to other pertinent projects operating in Kyangwali or refugee camps elsewhere, one could make an accurate comparison as to the organizations efficiency and ability to create social change. Regardless of SROI value, all of COBURWAS projects are having a positive impact on the camp, and of the sample measure, the majority is creating a positive return for the organization. COBURWAS is also fostering a sustainable model through their emphasis on moral value, and high level of recruitment and demand for participation—much of which is from young men wanting to play for the COBURWAS football club. The United Nations Children’s Fund (UNICEF) explains “Games with rules and formal teamwork play an important role in helping school- aged children develop their physical skills and practise cooperation, mutual understanding and logical thinking. They learn about taking turns with their team-mates, sharing, respecting their peers and valuing rules” (2004, 1). By utilizing football as a hook mechanism COBURWAS can ensure its value system and commitment to socio-economic empowerment of youth throughout Africa lives on in the younger generation of members. As they compete, grow and expand, COBURWAS is able to serve as an influential model of what can be accomplished; quantitative analysis and qualitative description can disseminate their story and exponentially empower youth to enact community change. 

Appendixes
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