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Abstract: Currently, a growing interest in the issues related to sustainable development can be
observed, with the role of culture in stimulating this development increasing simultaneously.
Nevertheless, the function and meanings of culture for sustainable development, as well as culture in
the context of sustainable development, have so far remained under-emphasised and under-theorised.
For this reason, in this paper we will look at practical examples of culture and sustainable development
combined. The undertaken research problem explores the project-based work in the field of cultural
animation, and its impact on the pursuit of the objectives of sustainable development at the local level.
Two case studies of Polish organisations involved in cultural animation activities have been analysed
herein. Based on the research results, we showed that cultural animation is an important tool for
enabling local communities to achieve sustainable development. What is also important is the fact
that cultural animation activities often take the form of project-based work, which significantly affects
the methodology and extent of their implementation. Therefore, in this article we also point to the
relationship between the management of animation projects and the idea of sustainable development,
emphasising both advantages and disadvantages thereof.

Keywords: cultural animation; project-based work; sustainable development; cultural sustainability;
local development

1. Introduction

Culture is an inseparable part of local development processes. On one hand, researchers of these
links draw attention to the role of culture in building local communities through certain values and the
sense of local identity built thereupon [1,2]. On the other hand, the role of culture in strengthening and
developing local communities has also been emphasised [3–5]. This particular dimension of culture has
been analysed by researchers due to both its social and economic aspects [3,5,6]. This way of perceiving
the role of culture in local development processes leads to the concept of sustainable development,
and for the purpose of this text it was decided to define this after the “Our Common Future” report,
which specifies it as “development that meets the needs of the present without compromising the
ability of future generations to meet their own needs” [7]. The most prominent example thereof is
Bilbao in Spain, or Liverpool in the UK—the cities where cultural activity has become the main drive
for growth. Activities related to cultural animation, often described also as both social and cultural,
taken by various organisations, play an important role in these processes. For the purpose of this
paper we understand culture after Spencer-Oatey as “a fuzzy set of basic assumptions and values,
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orientations to life, beliefs, policies, procedures and behavioural conventions that are shared by a group
of people” [8].

The literature provides relatively extensive information on cultural animation and sustainable
development. Researchers draw particular attention to the relationships between sustainable
development and cultural policies [9]. Cultural animation is often combined with sustainable
development understood as social and economic development of ‘difficult’ places [10,11], or so called
place making [12]. The relationship between cultural institutions, cultural sustainability and cultural
policies is also emphasised [13,14]. Moreover, researchers point to identifying and analysing various
strategies that can be implemented in order to use culture to fulfil the general objectives of sustainable
development [15,16]. The role of local communities in building sustainable development is particularly
emphasised [17]. On the other hand, the effectiveness of practical tools used to empower communities
to develop sustainably based on their cultural resources draws less attention, which can be understood
as a research gap. Hence, one of the aims of our research was to fill this gap by focusing on how
cultural animation projects are used to pursue the objectives of the idea of sustainable development at
the local level.

Animation activities, for the purpose of this text defined after Trilla as “a set of actions delivered
by individuals, groups or institutions in a community, and in a specific territory with the aim of
promoting, among its members, an attitude of active participation on the process of their own social
and cultural development” [18], are performed by organisations from the public sector and third sector
(NGOs), as well as informal groups. They have different forms and different aims, depending on
the space in which they are realised. These aims, as assumed by practitioners of animation, should
reflect the context: the current needs of both the participants in animation activities, and—even more
often so—the current directions of development, as indicated in public policies [19]. Hence, animation
activities can refer to the current social problems, such as unemployment, marginalisation of social
groups and environment protection, or they are aimed at boosting entrepreneurship among certain
social groups. Thinking about the future is also important. Due to this current approach to cultural
animation, they are often realised as projects—initiatives with strictly defined objectives, timeframes,
budget, and assumed results to achieve [20]. This specific form of animation, often stemming from
the available forms of financing (basically very transparent and precise), often seems unwilling and
uncomfortable with the cultural and artistic activities that form the project. This is because indicators
such as time, budget, results, or precise objectives are more limiting than liberating in the area of arts and
emancipation. The shape of these indicators often results not from the real needs of local communities,
but the provisions of public policies, or expectations of sponsors or funders [21]. Researchers emphasise
that project, as a form of task realisation, tends to enable more flexibility in action, promising the
realisation of new, non-standard objectives and making it possible to easily verify their effectiveness.
On the other hand, its formula is sometimes regarded as oppressive [22]. Researchers even express
their accusations that the anticipation of results typical for projects is contradictory to the process of
discovery [23], and similar assumptions are possible for animation projects. Therefore, the specifics of
project activities in the area of cultural animation provoke reflection on their impact on the sustainable
development of the communities they refer to. This is because—at the first glance—the assumptions
of time-limited project work seem incompatible with the logic of sustainable development, defined
as “development that meets the needs of the present without compromising the ability of future
generations to meet their own needs” [7]. The definition broadly refers to global and intragenerational
equity, and fairness in the distribution of welfare, utilities, and resources between generations [24].
One of the most important features of sustainable development is the realisation of long-term goals
towards the satisfaction of the complex needs of the community it refers to. However, the practice
of managing local development has made numerous attempts to achieve sustainable development
through projects, as proved by public policies and the tools used for their realisation, such as the
implemented financial and project-based mechanisms. Simultaneously, practitioners and theoreticians
of management see the necessity of taking interest in sustainable development [25–28]. Moreover,
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the process-based approach to projects is becoming more popular, which may indicate the necessity
of looking at project management as a managerial practice aimed at development irrespective of the
project framework defined [29].

For this very reason, considering the wide interest in sustainable development, both among
scientists and politicians or practitioners of local development, and also taking into account the growing
role of cultural activities in stimulating this development, we decided to verify how project-based
practices in the area of cultural animation influence the endeavour to realise the assumptions of
sustainable development at the local level. Therefore, we analysed two case studies of organisations
involved in cultural animation activities.

By examining the implementation of the concept of sustainable development through cultural
animation at the local level, the overall aim of the paper is to increase the understanding of the role of
cultural animation in sustainable development.

We would like to begin with clarification of the theoretical background of the research in order to
explain how we see the role of culture in sustainable development and cultural animation, as well
as its current specifics and contexts, and discuss how it is being implemented in local communities,
paying special attention to the project-based work in the field of culture, and the relation between
project management and sustainable development. We will then describe the method and the data.
In the main part of the article, we will present two case studies and discuss the implications of the
results for research and sustainable development at the local level.

2. Theoretical Background

2.1. Cultural Animation Aimed at Sustainable Development

The notion of sustainable development is now established and significant in the scientific discourses
of both management and local development studies. As emphasised by Swanson and DeVereaux [30],
its foundations are based on four pillars: economy, society, environment and culture. It should also be
noticed that the role of culture in sustainable development was the last to be acknowledged. Early
pioneers of the so called ‘cultural sustainability’ paradigm in the 1990s defined the need to strengthen
the interrelationship between culture and development as crucial for local sustainability [24,31,32].
Loach, Rowley and Griffiths [14] write that “culture is essential for a sustainable society to be possible”.
Soini and Dessein [33] regard culture as an “overarching dimension of sustainability”, which encloses
the other three pillars of sustainability and leads to development as a cultural process. This stems
from the conviction that in order to co-create the space around us in a conscious and responsible way,
one has to share certain beliefs, values, practices and visions of the future of the society one is part
of [34]. The notion of cultural sustainability was first defined, by the World Commission on Culture
and Development, as inter- and intra-generational access to cultural resources [24]. Pop, Borza, Buiga,
Ighian and Toader [16], following Mpofu [35], emphasise that “cultural sustainability also implies
that development takes place in a way that respects the cultural capital and values of society”. In this
particular manner, the researchers emphasised the role of culture in local planning. The cultural
dimension of sustainability was also discussed by Chiu [36], who linked it to development of housing,
Nurse [1] or Asikainen et al. [37], who studied the culture of sustainable development, Birkeland [10],
who in her research studied the role of cultural resources in the regeneration of postindustrial
areas, and Hristova, Dragisevic-Sesic and Duxbury [38] who focused on various cultural models of
sustainable development implemented by European cities. The considerations of both the researchers
and practitioners of sustainable development concerning the role of culture in sustainable development
emphasise also such issues as intergenerational solidarity [35], caring about common values [39], and the
role of emancipation in building sustainable development [40]. The above-mentioned researchers
explored particularly the subject of cultural sustainability from a social point of view. The topic
from a cultural economy point of view was discussed by Throsby [3,41], and also from a community
development perspective, as by Duxbury and Gillette [42]. However, Throsby [41], as well as Soini and
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Birkeland, note that “the role and meanings of culture in sustainable development, and culture in the
framework of sustainable development has remained under-emphasised and under-theorised” [24].
As recently noted by Pop, Borza, Buiga, Ighian and Toader [16], as the concept of cultural sustainability
began to develop, the general attention focused on identifying and analysing the practical tools and
ways through which culture could be preserved, controlled and modelled in such a way that the
general objectives of sustainable development are fulfilled. The characteristics of culture combined
with sustainable development can be found in numerous bottom-up initiatives realised at the local
level by and for local communities [43] as part of the so-called cultural animation.

Animation as a specific social and cultural phenomenon received its name and developed in
the first half of the 20th century, gradually gaining substantive popularity with practitioners of local
development, mainly in culture [44]. Its roots can be found in the development of the processes of
the democratisation of societies and the intention to actively involve citizens in the development of
the space they co-create [45]. As emphasised by researchers, defining cultural animation has been
a challenge for many theoreticians and practitioners [43,46,47]. Montez underlined that cultural
animation (or as he calls it, sociocultural animation) is a broad scope of social practices, and definitions
of its concept stem from multiple experiences and visions [48]. Gillet claims that cultural animation is
one of the “unfindable definitions” as, depending on the angle taken, the researchers define it in many
different ways [49]. The definition of cultural animation is often used to categorise a whole group
of practices and activities delivered by people to and performed with other people. One of the first,
proposed by the Council of Europe, explains animation as a methodology used to provoke changes in
the behaviours of people and their collectives, which can be used towards a diverse range of goals [50].
Other researchers writing about cultural animation often take different perspectives and discuss the
ideas of cultural animation as an action, a social practice, method, technique, tool, process, programme,
social function or factor [51,52]. James [45] draws attention to the fact that animation, regardless
of the adjective that specifies it, is a way of navigating through the social reality. Morawska and
Latoc-Zielińska [53] show in their research that cultural animation is simultaneously an idea, a number
of specific initiatives and actions, a method and a strategy of acting, a particular way of participating
in culture, and even a kind of a social movement. For the sake of an introductory representation of
those approaches, it is worthwhile to claim that cultural animation is firstly a “direction of action
among people and with people”; secondly, “a method of action based on stimulation”; and thirdly,
“a process of self-discovery” [46]. For the sake of the deliberations that constitute the basis of this text,
and hence in order to understand the phenomenon of animation and its role in the development of
local communities, it was important as the starting point to use the constructivist perspective to look to
what the vision of the human being in the society undergoing cultural animation is. This perspective
of the animation-oriented approach casts the man as both a creator and receiver of social and cultural
action, who, in spite of their (symbolic and real) anchoring in the community, remains autonomic.
It implies the need to be open to and accept otherness and difference. As Barbara Fatyga underlines,
“cultural animation (...) refers to a specific way of acting by the animator within the living culture
of certain groups or communities. The animation-oriented way of influencing the cultural reality
is primarily linked to the animator spotting various types of deficits in the life of these groups or
communities (...) Based on the joint decision of the animator and the people among whom the former
works, the deficits found become deemed possible to remove with the use of various cultural tools.
For this reason, cultural animation does NOT equal publicising culture, much less popularisation
there of or cultural education, (although animation may include such elements). Cultural animation
in a group or community requires a reliable diagnosis of deficits, deliberate methods of acting based
on the idea of releasing and supporting local resources and—most often—long-term involvement
aimed at triggering and consolidating change” [54]. The vision of the man in the animation approach
assumes active, yet fully consensual and all-available, participation not possible outside of the other
important ideological context of animation activities in culture, that is, the democratic system. The most
important component here is civil society. While explaining the idea of civil society, the unprompted,
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voluntary networks of relationships and actions between people who express their ideas, passions and
interests, or realise common objectives, are emphasised [55,56]. Andrzej Sicinski [57] also described it
through three basic dimensions: a horizontal (in opposition to vertical) organisation of the society;
a participatory society in opposition to a “reclusive” one; an open society in opposition to a closed one.
Furthermore, the pro-animation qualities of a civil society include the following: being anchored in a
community, readiness to take action for the sake of the common good, and the ability to self-organise
independently of an external (especially state-level and institutional) formal impulse. In a democratic
system, self-organisation is understood not as an activity that happens against the state, but rather on
the level of partnership, or alongside it [58]. Animation activities help to establish contacts and social
relations, to understand and get to know the world (also the world of artistic activity), often through
bringing them down to the context of the closest surroundings of a person. The above considerations on
the ideological background of cultural animation can be best summed up following Andrzej Mencwel,
who stated that “we are guided by the idea of cultural personality realising itself actively in the
immediate, human surroundings.” [59].

To sum up, we can say that among the key characteristic features of cultural animation, researchers
emphasise its pro-social character given it relation to the actions directed at shaping the community and
fighting isolation and exclusions, which are often taken in disintegrated communities (e.g., artificially
created in a new place, or immigrant-based) [45], which focus on participation and self-expression
through calling on the democratic ideals of culture and enhancing civic consciousness, which have
as their aim cooperation between individuals, which is to lead to, among others, creating places of
informal meetings and the more complete use of institutional infrastructure, which becomes somewhat
“socialised” in this process [60]. Simultaneously, researchers underline that animation activities are
based on direct intervention (often by the exertion of external forces) directed towards liberation and
emancipation, and gaining (or regaining) the sense of agency, self-determination and control over
one’s own fate. Actions taken in this direction often have a political context, and are treated as a
danger to the extant status quo [47]. Such an approach to animation enables the linking of it to the idea
of sustainable development, especially in its cultural dimension, treating it as a tool supporting its
implementation at the local level [19,53], as by reaching to local cultural resources and engaging the
local community in the process of change and the solving of its problems, animation activities have an
influence on shaping group awareness and understanding of the idea of sustainable development and
care for the space that this community co-creates. This is important since the more widely known and
used tools for sustainable development, such as life cycle assessment (LCA), ecological footprint (EF)
and Factor X, are incomprehensible for local communities, who thus disregard them in their everyday
activity [61].

2.2. Project Management and Sustainable Development

Project management has accompanied humanity since the ancient times. As an organisational
practice it occurred in the 1930s, and was systematised in the 1950s [62]. The original context of
the codified procedures was formed by activities related to the space and arms industry, including
the Polaris project, the projects at NASA [63] and the Marshall plan. In the next decades, project
management was gaining popularity, and projects started to be realised in various areas, first in
organising large construction enterprises, then also in the IT industry and manufacturing, and since the
1990s, it has been present in all kinds of organisations, including non-profit ones [64]. Understanding
enterprises through project logic, both in operations and the language used, became a common solution
(currently the word “project” is not a technical term, but an element of the universal language).
The basis of project management is to precisely define objectives, the demand for resources and the
range and criterion of quality, as well as to follow certain steps (definition, planning, realisation,
control and the final evaluation). Projects can also be regarded as opposed to improvisation [62], which
does not diminish their creative and exploratory character. As a result of projects gaining popularity,
methodologies of conduct were developed. These include PERT (1958), Scrum (1986), PMBOK (1996)
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and PRINCE2 (1996), which today form guidelines in project management. There are also alternative
views, in the area of critical studies, in which projects are supposed to serve not only as a tool to generate
profit, but also as frameworks for empathic studies and solidarity [22]. Projects currently play an
important role on many levels of the functioning of societies, shaping not only day-to-day organisation,
but also public policies and the fate of individuals. Moreover, project management is an important
subdiscipline of management science, developed intensively from the mid-1990s [62]. The cases
described in the literature on this subject document the significance of projects in practical reality,
underlining the anchoring thereof in the contemporary social and economic conditions. For example,
Turner with co-authors calculated that one third of the global GDP is generated by projects [65], Lundin
and co-authors prove that after agricultural and industrial societies came the project society, which
can be understood as a synonym for “Information,” “Knowledge,” or “Network” Society [66]. In this
way, they introduced the discussion of projects into the current scientific debate about contemporary
society, and the changes that affect us all. Jensen and co-authors in turn write about “projectification
of everything”, including individual behaviours of a non-professional nature [67]. Hence, project
management currently forms a significant context for the other studies undertaken by organisations in
order to react to the surrounding requirements. Recognising this, and considering the popularity of
projects, it is worth highlighting their original meaning. In terms of etymology, the word project comes
from Latin and means “something thrown forward” [68]. Thus, it is a tool of change and the creation
of new conditions in the future. Simultaneously, it symbolises the ability to create plans, identify
problems and search for ways to solve them, the willingness to improve existing living conditions and
familiarise with the unknown, which is only hidden in what is to come, and not experienced in the past.
Project is simultaneously a process of transforming an idea into an object or a solution of a non-material
nature. The aspect of changing the current conditions and creating solutions which are supposed to
function in the future is linked to sustainable development. As stated in the above-mentioned popular
definition of sustainable development, it is development that meets the needs of the present without
compromising the ability of future generations to meet their own needs [7]. Therefore, both project
management and sustainable development concern something that is yet to come. The former refers,
to a larger extent, to reaction to the current demand, whereas the latter wants to prevent this reaction
from becoming a burden for the next generations. It is not difficult to observe that the history of thought
on sustainable development coincided with projects becoming more common in management in the
second half of the 20th century. After the establishment of the World Commission on Environment and
Development in 1983, the above-mentioned concept of “Our Common Future” was published, and in
1992 the Earth Summit took place in Rio, during which the principles setting the direction for social
and economic activities were prepared, with environmental protection taken into account. In 2001,
the first sustainable development strategy at the European Union level was devised. Together with
new member states, the project mechanism of the EU was developing towards building structural
funds, which offers an important insight concerning the two phenomena discussed herein, as it can be
assumed that at the European Union level it is projects that should form the tools for implementing the
assumptions related to sustainable development. Further, as noticed by researchers, the mechanisms
of the EU essentially come down to project management [69].

For particular organisations, the idea of sustainable development influenced the development
of organisational strategies, prompting companies to prepare their own concepts of Corporate Social
Responsibility and Corporate Sustainability, some of which are also of project nature, occasionally
related to shaping the image of businesses, and to marketing. At the moment, sustainable development
is regarded as one of the paradigms of project management, including economic, ecologic and
social threads [70]. Another important criterion is to recognise the difference between sustainable
development as a process extended over some time, and the temporariness of projects which do not
last long as a rule. For this reason, for a long time a lack of consistency between project management
and sustainable development was observed, as mentioned in the introduction. This can be solved
by regarding every project as an element building the strategy of sustainable development, which
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means taking responsibility even for micro-actions, and locating them in a wider context, particularly
in the attempts to design the future. The already mentioned question of responsibility requires a
critical vigilance in observing the popularity of projects, their unclear meaning, and the influence of
large-scale project work on organisations and individuals. Their ubiquity can disturb sustainable
development due to visible excessive activities limited in time, and lacking continuation or care for
achieving results [67]. This poses the risk of missing harmony between “needs” and “limitations”,
so important for the idea of sustainable development. Hence, it is crucial to follow the development of
the subdiscipline of project management with the project’s reality in practical activity. In a holistic
approach that is key to the contemporary understanding of projects [71], it is important to recognise
the potential of conscious deprojectification [72], as well as the concept of “degrowth” [73] and the
creation of value through projects [74]. However, at the project level, it is important to remember the
perspective of stakeholders as long-term beneficiaries of project activities [75], and initiate discussions
related to project ecology understood in two ways: as a network of interrelated activities, and the
actual influence of projects on the environment, including a rational use of resources.

3. Materials and Methods

3.1. Research Questions

In order to give answers to the research problem (how project practices in the area of cultural
animation influence the quest for the realisation of the assumptions of sustainable development at the
local level), we have formulated three main research questions:

RQ1: How is cultural animation aimed at sustainable development carried out in
local communities?

RQ2: What is the influence of project-based animation activities on sustainable development,
and how do they contribute to building a sustainable ecosystem at the local level?

RQ3: How does project-based cultural animation, aimed at sustainable development,
look in practice?

For the subject of our research we have chosen organisational practices in the projects realised,
undertaken by organisations in the area of cultural animation with the aim of following the idea of
sustainable development at the local level. For our research we have selected two types of organisations
and practices—non-government and public—where the realisation of animation activities is most
visible and has funds obtained from various programmes [76,77].

3.2. Research Methods

We selected the method of comparative case study [78,79], with the research area comprising two
organisations (public and non-government) concerned with realising cultural animation projects in the
area of sustainable development in two Polish towns. The cases have been selected as follows:

1. We chose two organisations conducting cultural animation projects in the area of sustainable
development in two small towns. Animation activity in small towns is usually run by one or
two organisations and can be studied thoroughly, simultaneously getting to know the social and
cultural context. In other words, they constitute a certain lens for animation activities which can
easily be observed, as opposed to large cities where animation activities, projects and practices
are multidimensional and versatile.

2. We selected organisations with the first being a public one realising social and cultural animation
objectives determined by the state, and the other being a non-government organisation with
autonomous (regardless of the state) animation objectives set by the founders of the organisation.
Both NGOs and public organisations undertake cultural animation activities in Poland, though
usually using different methods.

3. Simultaneously, despite the contrasting forms and organisational aims and methods of the selected
cases, both were similar to each other in terms of how they approached cultural animation as an
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activity benefiting sustainable development. Thus, they were selected as both contrasting and to
some extent similar.

4. The selection was also due to the research experience of the authors—the research material
previously collected during the many years of observing cultural animation and project realisation.
Between 2010 and 2020 we realised in-depth studies, in 20 local/community organisations in
Poland, of projects and social and cultural animation. Therefore, the fact that these two have
been selected did not stem from a mere reading of project names, but from noticing in both
of them particular features that bring their cultural project activities into a wider context of
sustainable development.

5. Last but not least, we selected two cases with one finishing with a failure and the other with success.

A comparative case study is a variant of a multiple case study. During its realisation, researchers
focus on getting to know the studied phenomenon and the influence of the social, political, economic
and cultural context on its character and shape [80]. An instrumental case study was chosen and
can be understood as the study of a case (e.g., person, specific group, occupation, department,
organisation) in order to provide insight into a particular issue, redraw generalisations, or build
theory [80]. The instrumental case study also allows one to examine both the case and its context, while
interest in case is not the purpose of the study, but is to be “supportive and facilitates understanding of
something else” [78]. Therefore, we expected to extend knowledge and to clarify some generalisations
about project practices in the area of cultural animation, where sustainable development concepts are
realised in practice.

For each case study a qualitative procedure was applied. The following research methods were
selected: interviews with representatives of the organisations, analysis of the documents of a given
organisation, and observation [81,82].

3.3. Research Process

The research process was conducted as follows. The cases were studied sequentially [83]. After
realisation of the studies for case 1 (Animation 1—public organisation) and analysis of the results,
we began to study case 2 (Animation 2—NGO). For case 1 (Animation 1) the range of the data collected
was much larger; the two case studies were conducted in a different time and a different context of
their functioning. These time and context differences were intended to extend our understanding and
the interpretation of projects and cultural animation towards sustainable development. It also needs to
be emphasised that case 1 finished with a failure, and so case 2 was supposed to enable the collection
of data from a successful case of cultural animation activities. The stages of the research process and
the selection of the methods remained the same, while the organisational situations of the cases during
our study were different.

For each case the first stage of the research process was to gain a deep understanding of the
historical, cultural, economic and social context, as a given case constitutes “a composite whole situated
in a certain surrounding, environment, and rooted in many contexts” [80]. This stage comprised a
study of external documents (related to the context of the case study, the organisation/community),
an analysis of the websites (of the animation projects) and a study visit and observation of animation
practices. The second stage consisted of interviews in the studied organisations/communities; individual
interviews in the first case, and group and individual interviews with representatives of organisations
and participants of animation projects in the second. In this phase observation of animation practices
was also carried out. The third phase involved a study of the documents of the organisation and those
concerning the projects realised by the organisation, as well as more observation of animation practices.

Table 1 presents in detail the research techniques, the number of the conducted observations,
interviews, and analysed documents, as well as the time of research realisation.
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Table 1. Research techniques used during the studies.

Animation 1–Social Service
Centre Animation 2–Association

Date of the study 2010–2013, 2017 2017–2019

Observation of animation
practices—study visits

3 study visits in the studied
community/organisation realising
animation (approx. every
3–4 months). Duration of each
visit—around 3 days

2 study visits in the studied
community/organisation realising
animation (approx. every 4 months).
Duration of each visit—1 day

Analysis of the organisation
documents

- documents of the
organisation (e.g.,
regulations, strategies, work
plans), and concerning the
projects realised by
the organisation,

- external documents
important for project
realisation: documents of
self-government authorities
(e.g., strategies of resolving
social issues), etc.

- documents of the organisation
(e.g., the charter) and concerning
the projects realised by
the organisation,

- external documents important
for project realisation:
documents of self-government
authorities (e.g., strategies of
resolving social issues), etc.

- websites and social media

In-depth interviews

- 8 individual open interviews
with people from the
organisation and its
surroundings who are key
for the project

3 interviews with representatives of
the organisation,
2 focus interviews with participants of
animation projects

Source: Own work.

3.4. Data Analysis, Interpretation and Presentation

We performed analysis and interpretation during the whole study period, separately for the
first case and then comparatively for the second. The process of data collection and analysis was
tedious for each case (3 years), and was used for systematically collecting and organising the data,
then for carrying out initial interpretation thereof in order to search for further useful information.
As written by Holstein and Gubrium [84], “interpretative practice engages both the hows and the
whats of social reality; it is centred in both how people methodically construct their experiences and
their worlds, and in the configurations of meaning and institutional life that inform and shape their
reality-constituting activity”.

The interpretive paradigm [85] and social constructivism [86,87] together constitute an approach
close to ours that attempts to show how we understand the world and the meanings given by
people in an organisation. This means that we perceive the organisation “from the angle of social
processes related to giving and reading meanings” [88], and these meanings are “socially or historically
conditioned” [89].

Data analysis procedure:

• For each case, separate compilations of all the empirical data collected were prepared with the use
of particular research techniques. Transcription of all interviews was performed, and all notes
from observations during study visits, as well as both organisational and external documents,
were compiled;

• The whole research material collected was preliminarily ordered for each case according to
the following analytical criteria: (a) approach to sustainable development, (b) approach to
animation, (c) comparison of the two animation projects to other activities of the organisations,
(d) sustainability of animation activities constituting part of the project;
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• Tables with the above criteria were prepared. For each analytical criterion descriptive categories
(main codes) were created, consisting of quotations from the interviews, comments from the
observations and quotations from the documents. They were created based on many readings of
the collected research material. For each descriptive category it was assumed that it has to be based
on data stemming from at least two research techniques. Additionally, descriptive categories
were prepared independently by two researchers. Thus, for the descriptive categories prepared,
data triangulation and researcher triangulation were secured. This was aimed at increasing the
interpretative possibilities of the research material acquired. The triangulations applied allowed
us to increase the reliability of the ensuing descriptive categories, and provided the possibility to
extend interpretation. Accordingly, we did not search for a picture of one reality, but for better
understanding thereof [90,91]. The process of combining data within descriptive categories is
presented in Graph 1 (Graph 1: The process of combining data within descriptive categories).

The interpretation of the data consisted of the following steps:

• After putting order to and understanding the research material in the form of criteria and descriptive
categories, for each case studied we performed a synthetisation of the whole, and depicted project
practices in the field of cultural animation and their influence on the realisation of sustainable
development assumptions at the local level, in each case studied. This depiction facilitated
all analytical criteria, immersed in various contexts, considering also the passing of time and
theoretical threads.

• The final element of the interpretation was to prepare and write a coherent narration for each
case studied.

• At the end we secured the anonymity of the organisations and the interviewees, and also
anonymised the organisations’ documents and interviewees’ contributions. The first research
case was marked as Animation 1, and the second as Animation 2. Therefore, the cited interview
quotes are marked in the text as: A1-I/interview number, A2-I/interview number or A2-F/focus
group interview number, from documents A1-D/document number or A2-D/document number,
and notes from observation A1-O or A2-O.

3.5. Limitations of the Study

The first limitation was the need to select the research approach and the method of comparative
case study, as drawing conclusions can be influenced by certain (though paradigmatically assumed)
factors. First of all, the way of collecting data, including selection of the time and place, as well as the
decision to focus on a specific aspect of a case, holds us as researchers responsible for the reliability
of the way the results are presented. By adopting the interpretative–symbolic paradigm, we need
to assume that all the collected and analysed data is part of someone’s experience and a theoretical
reflection of a researcher. The second limitation is of a geographical nature, as we studied cultural
animation in Poland only. Simultaneously, it needs to be noticed that animation activities take place in
many countries around the world, and there are many common features in this sort of activity, although
in each country there are specific legal, social and organisational conditions limiting such comparison.

4. Results

In this part of the text, the explored cases will be presented. The analysis shall start with a short
introduction of each case study. The description of each case consists of a few parts, i.e., the approach
to sustainable development, the approach to animation, a description of the animation project studied,
and the location of the project studied in the activities of the organisation.



Sustainability 2020, 12, 6519 11 of 24

4.1. “Animation 1” Case Study

4.1.1. Description of the Organisation

The organisation performing social and cultural animation was the Municipal Social Service
Centre (Polish: Miejski Ośrodek Pomocy Społecznej (MOPS)) in a small town in the north of Poland.
The centre is a public organisation, and realises the tasks which were defined in detail in the legal
provisions regulating the functioning of such organisations. Municipal Social Service Centres constitute
a basic link in the social service system in Poland, with the tasks comprising inter alia support for
individuals and families in surmounting a difficult life situation, integration with the socially excluded,
creating social networks adequate to the needs in this area, and reducing cultural exclusion through
activities aimed at increasing the accessibility of culture and arts. During the study the social service
workers of the centre realised a project aimed at testing the model of Local Community Organisation,
that is, activation of the project community and an attempt to reintegrate them with the society.

The animation project constituted part of the wider strategy of the studied organisation, and was
directly related to its main objectives. Its realisation, thanks to the funds acquired for this purpose,
allowed the strengthening of the activities realised by the organisation so far, and the enriching of their
offer. The project made it possible for the organisation to achieve faster the objectives set in the area
comprised of the project.

4.1.2. Approach to Sustainable Development

The way in which the studied organisation thinks about sustainable development is strictly related
to the development strategy of the town it is located in. It is connected with the current development
directions and the social-economic enterprises undertaken in the environment of the organisation.
The aim of the organisation is to endeavour to support the community in which it is active, facing the
changes happening in its surroundings and counteracting exclusion of the members of this community.
Hence, sustainable development is a constant, long-term objective of the organisation. The activities
undertaken were compliant with the idea of living culture, understood as the “multidimensional living
environment of individuals and social groups and the functioning of social institutions, with dynamic
processes taking place, cultural practices developing, and more or less sustainable results of the
practices occurring (material and non-material creations)” [92]. Such an approach corresponds well
with the idea of sustainable development, and activities aimed at increasing the quality of life of the
disadvantaged communities are an important part of the cultural development of their members.

4.1.3. Approach to Animation

Cultural animation consisted here of the actions of animators in the area of the living culture of a
specific community. In their activity in a given community, animators used the definition by which
cultural animation is a notion of strong axiological markedness. It refers to the animator’s specific
way of acting in the area of the living culture of certain groups or communities. The animating way
of influencing cultural reality is linked primarily to the animator noticing various types of deficits
in the life of these groups or communities, and here is where valuating occurs in the form of certain
ideals or even ideologies, concerning beliefs about man, desirable means of enabling the functioning
of the society and the realisation of its objectives, etc. By the joint decision of the animator and the
people among whom he acts, the deficits identified become considered possible to remove with the use
of various cultural tools. For this reason, cultural animation is not identical to the universalisation
of culture, let alone its popularisation or cultural education, although animation may include such
elements [54,92].

Due to the definition adopted, the animating way of influencing cultural reality was primarily
linked to animators identifying various deficits in the life of this municipal community. Hence,
animation was understood as a social component of cultural phenomena, and as a category of change
aimed at limiting the identified deficits of a certain community. Importantly, such an (mostly utilitarian)
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approach to culture (treated as an obvious surrounding for social practices and not an idealised
theoretical construct) also made it possible to introduce in local communities important changes
leading to their sustainable development.

The basic analytical category of the animation project studied was social change evoked by the
intervention that was realised by the centre and was following a certain plan. It was understood not
as a specific, clearly defined and possible-to-observe moment, but a long-term and complex social
process. The project studied was part of a wider, long-term venture realised by the centre, aimed at
supporting the local community and counteracting its exclusion, as the animation project was supposed
to strengthen the interventions already conducted by the organisation. The social service workers knew
that this could not be a single action, that they need to include their activities in the logic of the institution,
and the institution needs to adjust as well [A1-I1].

4.1.4. Animation Project

The activities of the project studied were dedicated to a small community living in two old
buildings—social housing barracks with electric heating, which generated very high costs for the
users. The buildings were situated on the outskirts of the town, forming a kind of an island among
fenced houses and blocks of flats. The occupants of the barracks formed a ghetto of the poor in the
middle of an area of the wealthy; and they were an isolated group in their environment, making no
external contacts and expecting no such contact from their neighbours. The community living in the
barracks consisted of six usually large families—altogether over 30 people, including children. All of
them were placed there for not paying the rent before. The families living there were usually affected
by a complex combination of various pathologies and deficits—alcoholism, unemployment, health
problems, sometimes violence. The occupants of the buildings did not form an integrated community;
on a day-to-day basis, each family lived their own life.

Social workers realised the project in cooperation with many local institutions, both social care
ones and self-government ones. The actions were managed by the organisers of local communities,
and were dedicated to the project community, aimed at building a coalition of institutions to support
the community. The activities started with meetings of potential partners, due to which a group of
institutional entities and people eager to really get involved emerged: Many municipal institutions
saw a chance to really change this “difficult place” [A1-I2]. It turned out to be possible to work out
sustainable relations between institutions, and build a network consisting of many different entities
able to cooperate as partners both formally and informally. A public meeting was organised for
the project community, and finished with the priority need defined, i.e., insulation of the buildings.
The acceptance of the votes of the inhabitants and respecting them, as one of the main assumptions
of the personal animation approach, turned out to be apparently crucial for the success of the whole
project. The animators simply realised that nothing concerning them should be discussed without them” [A1-I2].
Almost all inhabitants became involved in the work, which changed their attitude to each other, and
gave them the feeling of agency and responsibility for their environment.

In the following months the inhabitants started to take actions themselves, without external
instigation: they organised a Christmas Eve meeting, an Easter meeting, and plastered and painted
the barracks on their own. Alongside the renovation works, actions were taken to organise, for two
weeks during the summer school break, a summer play centre in the form of a thematic village in
the area between the barracks, for all children from this settlement. This initiative can be considered
especially important in the context of cultural animation. Together with the inhabitants (thus fully
respecting their involvement and decision making), the activities of the summer play centre were
co-organised by external partners: by instructors of arts (dance, singing, fine arts), organisers of
sightseeing tours, and by visits from cultural institutions. The most important idea of such a location
for these activities concerned the occupants of the barracks playing the role of hosts in the project
(cleaning the area, preparing meals, watching over the children during trips, etc.), the aim of which
was to change the way they look at this place—from “doomed” to “attractive”. All activities were
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financed via self-government funds, including the budget from the Social Service Centre (a local
activity programme), and at the cost of the urban property board.

4.1.5. Continuity of Actions

The main results of the project analysed include the improvement of the living conditions of
the occupants of the barracks, the reduction of the costs of living, and the raising of the standard
and improving the aesthetics of the apartments—the barracks now do not differ so much from their
surroundings, and hence their appearance is not so stigmatising. This was symbolic for how the community
started to be perceived in the whole town, as it suddenly turned out that this place can be safe and friendly too
[A1-I1]. Another important thing was the changes in the whole “social tissue”, and the quality of the
relationships between the community and its direct vicinity. A framework of a new social order was
created based on acting, responsibility for one’s environment, and reciprocity. The apathy and passive
waiting for help were overcome, and a new faith in their own (community) possibilities occurred,
together with a growing feeling of agency. The success in running errands and organising various
activities showed the inhabitants that co-action brings benefits, and that external institutions are not
always hostile towards them. The third project result concerned the relationships with the immediate
surroundings improving, mostly with the settlement of detached houses, as the inhabitants of the
blocks of flats still keep aloof from the activities of the project community [A1-O4]. The relationships
between the settlement and the barracks became more direct and open, and the occupants of the latter
became more accountable for their environment, showing themselves from another side, meaning
their social image changed: Joint activities brought people together, as it turned out that they need each other,
that they are not so far from each other, also in cultural terms [A1-I4].

In the end, as proven by the last study visit, the project was not successful in the long run.
This, though, was not due to a wrong method of cultural animation, but due to the ill ambitions of the
local authorities that started to feel endangered by the growing position and authority of the person
managing the Social Service Centre among the inhabitants. As a result, under the false pretences of a
non-culpable mistake, this person was ousted. As a consequence, the whole work performed by the
social care workers was wasted, and the project community was scattered in many random locations.
However, it has to be added that they have realised the animation ideas in other communities.

4.2. “Animation 2” Case Study

4.2.1. Description of the Organisation

The second organisation studied was an association established in 2016, a local non-government
organisation in a small town in the centre of Poland. The aim of the organisation is to initiate, support and
organise various projects towards sustainable development of the local community, including in the following
areas: civil society, culture, art, protection of cultural and national heritage and tradition, local identity and
environment protection [A2-D1].

The association brings together a group of inhabitants and friends of the town that want to make
the town more liveable. All actions of the association are driven by the conviction that people are the
largest resource of the local community, while the activity and involvement of inhabitants are the main
driving force of local development. Development is about change, and change is a process, which
means many small and interrelated actions. By chasing change, we often run against the grain: We come
back to the origins, we search for the roots, we rebuild the local community and do not allow discouragement or
passiveness to win. We initiate, inspire, support, organise, change and act . . . development is what individuals
and social groups do, and not something that is done for them [A2-D2].

4.2.2. Approach to Sustainable Development

The approach of the organisation to sustainable development is built on the current lack of ideas
for change or new directions of social or economic development in the town, together with years



Sustainability 2020, 12, 6519 14 of 24

of relatively high unemployment and the difficult economic situation of the town and its residents.
The association endeavours to initiate, support and organise various sustainable development projects in the
following areas: civil society, entrepreneurship, including social entrepreneurship, culture, art, protection of
cultural heritage and tradition, local identity, science, education, ecology and animal protection, and protection
of the natural heritage, health protection and prevention, tourism and sightseeing, revitalisation [A2-D3].

The approach of the organisation to the sustainable development of the local town is also based
on two pillars: providing support for development of the areas regarded as underdeveloped, as well
as supporting the efforts of public organisations (the town hall and subordinate offices) aimed at
modernising the town. The establishment of the organisation was supposed to extend the possibilities
of launching new activities, actions and projects, which—due to their objectives—cannot be realised
by the public sector. Moreover, it is also crucial that the association is regarded primarily as a social
activity of the town dwellers and their involvement in social issues, though this requires some drive,
support and facilitation.

4.2.3. Approach to Animation—Motivations, Objectives, Building Relationships with the Surrounding

One year after the association was founded in 2016, the identified deficits in sustainable
development made the association set the following as a priority of its activity: increasing the
civil activity of the town dwellers. However, looking at the diagnosis of the association members,
animation should be prioritised in the deprived areas, but should simultaneously focus on those
aspects where dwellers’ expectations are clearly visible, comprising the history and tradition of the
town and the region, as well as maintaining and fostering cultural heritage, including memory about
ancestors and genealogy.

The approach to animation is also visible in the attitude of the association leaders: their continual
work, discovering talents of particular individuals and social groups, as well as fulfilling the function
named by one of the leaders as a herder and a shepherd dog [A2-I1]. Additionally, it is important for the
animation activities of the association to remain convinced that development is what people do and not
what is done for them [A2-I1].

The most important of the animation processes for the association were the relationships and
networks, which made it possible to co-create the additional values for the town community. Building
networks started from the interpersonal relationships of the association members derived from their
professional activities, as the main leaders of the organisation work at the town hall and in the
town culture centre. Another important aspect was communication and cooperation with the town
authorities, particularly the mayor and the councilmen. Initially, they dismissed some of the animation
ideas or reacted unwillingly, but over time this gradually changed. This was similar for cooperation
with the artists in the animation projects, which also followed slowly and arduously.

The association was established for better cooperation with the local community. Its two leaders
also work at the town hall, but they perform animation activities within NGOs: I combine the two roles.
And even with a friend who is a culture animator . . . we talked about organising some workshops as he can see in
the whole Poland that there are more such people who work in a public office, and—by playing such a double
role—go beyond this role of an officer [A2-I1].

Building both individual and institutional networks, creating cooperation, putting emphasis on
joint values, and undertaking activities important for the whole community forms the essence of how
the association operates. It happens through projects (including the animating ones) and constant
organisational activity.

4.2.4. Animation Projects

The association’s activity is based on two pillars: the project-oriented and the permanent one.
Projects are prepared regularly: We do not search for ideas how to do something that would help us meet the
guidelines of a competition. No, we simply search for a competition that would match what we are planning
to do [A2-I1]. According to the leaders, they enable panache in activities, going from makeshift to
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professional actions. The ongoing activity of the association includes two complementary ventures
realised in cycles from 2016, aimed at discovering and preserving the local heritage. As such, they are
related to the popularisation of culture and cultural education. The projects in turn are supposed to
concentrate on cultural and social animation: Only in 2017 did we process 100 thousand zloty and this
was really a lot. All projects were realised in bulk, it was an enormous workload—projects concerning history,
those for seniors, those aimed at boosting civil activity, or artistic ones [A2-F1].

The association realised the following animation tasks as part of consecutive projects: the Senior
Council was established as part of the “60+ Council Milestone”, wherein a number of actions were
realised in the form of intersectoral and intergenerational cooperation, aimed at increasing civil
activities and awareness among people over 60 years old living in the town, increasing their potential
and social competencies, and strengthening their role in the local community. Next, under the aegis of
the Senior Council, the artistic and social activities of the seniors living in this county and the town
were initiated and supported. Thereafter, as part of the project, a pilot programme comprising various
activities free of charge was prepared in order to support seniors in treatment/rehabilitation, help them
improve their physical condition and wellbeing, and gain new interests, skills or contacts, for example
at ceramics workshops or trips aimed at learning more about nature or film [A2-O2].

4.2.5. Continuity of Actions

The leaders of the association draw attention to the fact that the projects of the association should
be consistent, while project objectives should be frequently evaluated, in order to help set the new ones
for the areas identified as deprived in the town.

It is claimed by the association that this continuity can be regarded as strategic. Despite the short
duration of the organisation (less than five years from the original initiative, and four years from
the formal registration), the association has already realised six animation projects dedicated to the
dwellers of this town: I can in all honesty say that they are strategic as they are thoughtful, supposed to serve
some purpose, and continued, without being random. It is not about someone launching some competition so
we decide to do something because we are looking for an idea to meet the requirements of the competition. No,
we simply search for a competition that would match what we are planning to do [A2-I2].

According to the leaders of the association, the results of their activities are already visible.
First and foremost, new activities occurred which are not directly related to the association, but are
part of the social landscape of the town. New local leaders, and new activities and ideas for the town’s
development related to the activities of the association, but not linked to them in terms of organisation,
have emerged. The animation projects of the association “woke people up”, and encouraged those
who were not actively involved as yet, but had a keen interest in the development of their local
community: That’s really a lot and these are all bottom-up initiatives. These things are organised by the
inhabitants. New associations are established. [ . . . .] more and more off-stream things are happening that do not
attract masses of people but activate groups. [A2-F2]. It is also visible how strongly involved and activated
women are: Incredible, wise, active and eager, simply involved; in general, it is obvious that there are different
stories here but as a rule it is an unbelievable force. [A2-F1].

Moreover, professionally realised projects emerged in the town. Whenever an idea occurs, external
funds are acquired for its realisation and it is then managed according to the adopted methodologies:
And we managed to do it properly, from the blueprint to settlement, with all this project cycle, not randomly, it
was all planned, there were schedules, invitations, notifications, everything as if there was some standard [A2-I1].

5. Discussion

Having described individual case studies, we would like to go on to present and discuss the results
of the analysis carried out. We would like to show the dependencies between the specifics of project
work and cultural animation. This way of looking at the problem stems from the future-oriented idea
of sustainable development, and hence requires also a new look at the projects and their limitations,
as well as the unobvious assets.
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5.1. Animating for Change and Conscious Community

In the introduction it was emphasised that social and cultural animation is a reaction to the
current problems. This is due to the original meaning of animation, from the Latin animatio, that is,
stimulation to activity in a given domain, giving impulse to action and simultaneously endeavouring
to make the activity more sustainable. Such a way of thinking about animation was visible in both
cases we studied. Performing animation activities at a given moment constitutes the initial stage of
designing the future, and hence, sustainable development. It is about aiming at agency, which in the
long run means encouraging individuals to take over responsibility and building a community in
which the productive effects of synergy occur. The Animation 1 case showed that at the local level,
animation efforts can be part of a wider strategy of activities for communities, and constitute one
element of a political, administrative and social patchwork. According to us, this approach is of
“inductive character”—various activities are realised and some of them take the form of animation.
It is of paramount value to implement certain solutions top-down, which does not need to involve
the organisation managing a given animation project. The Animation 2 case can be regarded as a
“deductive” example—the project animation activities constitute a basis for the functioning of the
organisation, so they are important not only for the external environment (the recipients of the projects),
but also for the internal one (the employees involved in the animation of the organisation).

Dependencies between numerous projects organised in the past or currently, or only planned,
affect the dynamics of the development of the organisation. In both cases, projects constitute a
reason to build a network that would form the foundation of the sustainable development of both the
organisation and the social groups that are linked by a given problem that the animation activity is
supposed to make evident or solve. This network, which could also be understood as a community
aware of the need for change and the necessity to undertake actions aimed at designing a better future,
consists of various people and subjects, including the organisations co-creating and cooperating in
consecutive projects, members of the local community involved, sponsors, funders, and politicians
creating the local development strategies. At the local level, activities of inductive and deductive
character are important, and bring the impulse for change. However, according to the sense of
animation, they do not have to lead to measurable effects. Animation oriented towards the process
rather than the effects of cultural activities (the meeting itself, during which someone will reach for a
brush or scissors) is the most important, more so than whether something will come out of it. Dorota
Reksnis adds that “in animation it is the unfinished, the ugly, the nondurable, the unmeaningful that
is the most important” [93]. What matters is boosting curiosity, creating conditions for developing
creative imagination. Animation understood this way is an investment in the future, and hence an
illustration of the assumptions of public policies. Nevertheless, it is not always possible to maintain
the integrated positive effect of the projects undertaken. The example of Animation 1 showed that
experiences collected from the project do not always bring the development of a given place, which
sometimes gets lost due to a lack of continuity between decision-makers. Still, it was the network
of the people participating in the project that contributed to building more projects. In this way,
Animation 1 showed that sustainable development attempted as a result of animation projects may
have a heterogeneous nature, and may surprise even those who designed the projects before they were
implemented. It constitutes an interface with the idea of sustainable development. Despite its symbolic
meaning, it also has a rational aspect: the future cannot be predicted, but we can encourage someone
to feel responsible for it and see their driving force, even without the organisation’s continuation.

5.2. Organisational Paradox: The Short Duration of Projects as Foundation of Sustainable Development

The problem selected for analysis herein should be perceived in an affirmative way, and focus on
the positive features of projects, rather than on criticism arising mostly from massification and the
short duration of projects [21,94]. The example of Animation 1 has shown that the project realised
opened new possibilities with additional participants. The original activity aimed at destigmatisation
developed over time, as well as fighting with social exclusion, and the integration of children and
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youth through culture. On the other hand, the example of Animation 2 showed that sustainable
development realised through projects is mainly possible owing to orientation towards individuals and
the acquisition thereof. Based on the assumptions of the association activity (Animation 2), projects
make sense if they concentrate on what people do and not what is imposed on them. This means
that projects are processes initiating a symbolic opening up of communities to new impulses and
perspectives. Hence, the formal features of projects, comprising the moments of starting and finishing,
and the evaluation of the results achieved are only conventional, and do not constitute the essence of
the activity—both for their organisers and recipients.

A different trend can be observed, whereby projects create a particular ecosystem which helps in
developing the awareness of their participant, which is difficult to measure. Their educational value
does not need to be translated into concrete results, as animators are much more interested in acquisition.
Therefore, many small projects, which obviously dominate in the example of Animation 2, contribute
to the gradual but consistent and permanent creation of conditions for sustainable development.
The example of Animation 1 showed, in turn, the value of experience in project management gained
by the individuals creating the network of project participants and local stakeholders. Projects may be
“impulses”, or short incentives, while the network built of their results is in this sense of a permanent
nature. Thus, projects are an example of animation towards sustainable development through the
creation of appropriate organisational structures, as well as the collecting of experiences. Additionally,
projects are an interesting form of animation at the local level, often not only conducted by well-educated
animators but also co-created by the communities themselves. Although according to contemporary
project practices the range of projects is wide, sometimes taking the form of megaprojects [95], at the
micro-level their meaning can easily be followed to implement certain ideas and create changes
important for a community, not because of their prestige or panache, but because of their meaning.
Simultaneously, the projectification of culture and its funding makes it necessary to adapt project
formats, but does not exclude a flexible and creative approach to them, which is visible in the examples
analysed. Animation projects can be regarded as an adaptation strategy on the formal level, yet in
terms of content they do not have to be limiting, as is often presented as an argument in criticism
thereof. We see in it an organisational paradox: an affirmative use of projects to create sustainability
through their ephemeral character.

5.3. Cultural Animation in Organisations Versus the Process of Projectification

In order to make it possible to create added value in the context of sustainable development,
it is necessary to learn about the features of projects and animation which might at first glance seem
mutually exclusive, but that contain many common features, particularly those related to designing
the future through action. The most important features are included in Table 2 below.

Table 2. Features characteristic of projects and cultural animation.

Projects Animation

Defining at the beginning the parameters and
resources: schedule, objectives, budget, involvement

of certain people and resources

No preliminary assumptions, including defined
objectives.

Clearly defined objectives The objective beyond the animator’s decision and
dependent on the reaction of recipients

Attempts to design the effect Deferred effect

Of institutional origin Dedicated to a specific community

Future-oriented Future-oriented
Pursuing realisation of new projects after finishing

one
Concentration on a given activity irrespective of its

duration

Source: own work.
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The basic common feature combining animation and projects is orientation towards activity,
as well as taking actions and change, which all influence the future. As already indicated, this interface
is important for sustainable development. However, one needs to be aware of essential differences:
the aiming at organisational precision and order, the defining of activities and results for projects,
as well as the degree of spontaneity and openness to the unplanned effects of animation. Based on
our research, we assume that combining these two factors creates an interesting framework for the
achievement of sustainable development, where the elements of organisational order and methodical
activity meet originality and creativeness. Projects could be understood as practical tools of animation,
used to initiate changes with a sustainable result, and animation could be understood as an idea
realised with the use of the project methodology. Simultaneously, it is crucial for this idea to last after
the formal finalisation of the project, which draws attention to the phenomena resulting from the
popularity of project-based work. In our opinion, the most important phenomenon is projectification,
the currently ongoing process of increasing quality and quantity. On one hand, there are more and
more projects, and on the other, their significance in work management and the understanding of
the ways of defining work in modern society is growing [96,97]. In the area of culture, including
social and cultural animation, many factors are conducive to project work. This concerns the need for
change in the modern society [98], employment uncertainty, difficulties in planning [99], insufficient
financing, and the necessity of searching for various sources of support [21]. Projects are often regarded
as a remedy to organisational difficulties. However, they only serve a temporary intervention, after
which problems come back, the reaction to which is usually another project. This is visible in the
example of Animation 2, in which attempts are made to make the effects durable. In Poland, but also
in other countries of the European Union, organising cultural activity is based on a strong project
foundation, which stems from the numerous possibilities of financing projects from grants. There
are currently no alternatives to projects, and contesting them as the form of resistance to external
pressure and expectations regarding adjustments might only mean professional oblivion [21]. It is also
worth noticing that the public funding of cultural institutions often gives them only the possibility to
“last” and cover the current expenses, including remuneration of its employees, rather than realise
their artistic programme. It should also be emphasised that projectification of culture not only
cements the existence of NGOs as complementary to the institutional landscape, but also leads to new
organisation formats. Employees of the cultural sector cooperate for a certain time in teams, which
are usually added to the permanent structures of the institutions officially responsible for a given
project, or they change the organisations for every new project (as shown in the example of Animation
1). Various types of temporary organisations are established within projects: creative communities,
strategic partnerships with sponsors, networks, groups of specialists in writing project applications,
etc. This boosts projectification processes and “project automatism”, for example in the entities like
the one described in Animation 2. Simultaneously, as stated in the previous point, aiming at the
durability of results can paradoxically be regarded as the first signal of conscious functioning in the
external environment of the organisation. This is because, following the assumptions of sustainable
development, it is not about reproducing one after another project, but creating a social value expressed
in the feeling of agency, which will secure long-term development aimed at co-shaping a good future
(Animation 1). This idea can be treated as a gap in project research. In this context, the examples
described herein constitute a pioneering approach: animation, based on project foundations, aimed
at sustainable development and the developing of management models on a local level, which are
future-oriented even beyond the borders of one certain organisation that is initiating, for various
reasons, a given action.

6. Conclusions

In answering the first of the research questions (How is cultural animation aimed at sustainable
development carried out in local communities?), we suggest the following: for the organisations,
the studied animation is about providing initial organisational conditions for the creation of a new
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social reality, while simultaneously imparting on the participants the tools to maintain the new state of
affairs. Based the accessibility of funds and the specific expectations of the financing institutions related
to the supervision of public funds, who exhibit control and an eagerness to monitor results, the form of
the project, which brings a framework to the animation activities, is usually selected. The approaches
to cultural animation aiming at sustainable development are different in the studied cases. A public
organisation realises activities based on the formally defined strategic objectives of a town or city.
In other words, animation fits in with the previously determined frameworks and objectives stemming
from the policy of municipal authorities towards sustainable development. An NGO in turn directs
its animating activity towards gaps identified in the activity of public organisations, and constitutes
alternative activities for the sustainable development strategy of a town or city.

In answering the second of the research questions (What is the influence of project-based animation
activities on sustainable development, and how do they contribute to building a sustainable ecosystem
at the local level?), it needs to be emphasised that the examples described show that achieving durable
results and creating foundations of sustainable development depends on what relationships, during
the realisation of particular projects, are possible, and whether networks linking various stakeholders
(public and non-government entities, individuals, communities and groups) will be established.
One needs to also regard the community built around a given activity as an ecosystem, which can
have a more symbolic character than the network emerging and maintained in order to conduct the
organisational activities, and as something that remains after the activity’s completion. Simultaneously,
it needs to be emphasised that in this type of organisational ecosystem, all parties involved influence
each other. Both project frameworks and animating activities contain an encoded element of each
participant’s activity. The sum of these activities is based on interactions between individuals and
groups. Moreover, it needs to be emphasised that when realising projects, one needs to be aware of the
negative and positive aspects. Although projects are based on parameters agreed on at the beginning
(duration, results, resources engaged), they guarantee flexibility of action if they are perceived as
processes related to a change in the future that exceeds the formal finalisation of a project. When
answering the third research question (How does the relation between project and cultural animation
aimed at sustainable development look in practice?), we focused on the relationships between projects
and cultural animation. Both cases analysed showed that, despite organisational differences and a
different level of identification in the recipients of the actions (higher for Animation 2 than for Animation
1, stemming from the bottom-up initiatives of the association, instead of a public organisation providing
its own solutions), the form of the project fits animation understood as an initiation of the process of
change. An important aspect constituting part of both projects and animations is the topic of changing
and designing the future, which can in turn lead to sustainable development.

By examining the implementation of the concept of sustainable development through cultural
animation at the local level, the overall aim of the paper is to increase the understanding of the role
of cultural animation in sustainable development. The project practices undertaken by the studied
organisations in the area of cultural animation showed that the means and the scope of the realisation
of cultural animation activities at the local level are determined by many factors, including the
specifics of the local environment, its needs, as well as resources available for the organisations and the
networks they co-create. Of particular importance, as proven in practice, are the financial resources
that organisations have at their disposal or are able to acquire for particular ventures. Organisations
responsible for public policies, and the funds allocated within these policies, set concrete objectives,
for which the financial means must be assessed. This often makes organisations realise cultural
animation ventures in order to maintain continuity of the activities dedicated to local communities, and
therefore they fall into the trap of projectification [21,100]. Project becomes a remedy to local problems.
This stems from haste, and a lack of understanding of projects as organisational formats not only of
qualitative but also quantitative character. Therefore, in order to create the future of cultural initiatives,
including animations according to the idea of sustainable development, one needs to search for the
more subtle elements of project work, exceeding the traditional understandings of these as time-limited
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one-off actions aimed at a certain objective. Animation is an open-ended action, with ephemeral results
which may occur years after projects are finished. Thus, sustainable development based on cultural
activities cannot be designed but triggered, which means that an impulse is given and processes are
set into motion, bringing unique experiences for the people involved in different roles. This is of
particular importance for non-government organisations, as opposed to public organisations, which
have to search for sources of finance for their activities. Additionally, projects allow organisations
(particularly from the public sector) to go beyond their regular scheme of activities, and extend the
existing offer. Such an approach to projects makes them a tool used to realise activities in the area of
cultural animation, and also, more broadly in sustainable development.

Answering the question of which approach is worth pursuing in further in-depth research
concerns the durability of the changes and processes initiated by the studied projects. As shown
by the experience of the cases described, and wider considerations concerning managing social
problems [101], the implementation and popularisation of ventures realised via animation methods
depends on many conditions which are not separable but complementary to each other, and sometimes
overlap, strengthening their impact. The most important are the institutional environment (including
the institutions realising the activities), the approach of the local authorities, and the building of a
community around the results of the actions taken. Last but not least, a conscious approach to project
work is important, bringing value to every single activity rather than a project mass in which the need
for future-oriented thinking gets lost.
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Działań Kulturalnych—Wyzwanie Współczesności; Białkowski, A., Ed.; Fundacja Muzyka jest dla Wszystkich:
Warszawa, Poland, 2010; pp. 11–29.

54. Fatyga, B. Poza instytucjonalne i nieformalne uczestnictwo w kulturze. Trzeci Sektor 2009, 19, 14–19.
55. Diamond, L. Rethinking Civil Society: Toward Democratic Consolidation. J. Democr. 1994, 5, 4–17. [CrossRef]
56. Warkentin, C.; Mingst, K. International Institutions, the State, and Global Civil Society in the Age of the

World Wide Web. Glob. Gov. 2000, 6, 237–257. [CrossRef]
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63. Trocki, M.; Grucza, B.; Ogonek, K. Zarządzanie Projektami; Wydawnictwo Ekonomiczne: Warszawa,

Poland, 2003.

http://dx.doi.org/10.1080/13504622.2012.709822
http://dx.doi.org/10.18848/1447-9532/CGP/v08i01/39529
http://dx.doi.org/10.15547/tjs.2016.03.002
https://www.keele.ac.uk/media/keeleuniversity/ri/risocsci/thelegacyofconnectedcommunities/FINAL%20EVALUATING%20LEGACY%20REPORT%20NCVO%20300915%20(1).pdf
https://www.keele.ac.uk/media/keeleuniversity/ri/risocsci/thelegacyofconnectedcommunities/FINAL%20EVALUATING%20LEGACY%20REPORT%20NCVO%20300915%20(1).pdf
https://www.keele.ac.uk/media/keeleuniversity/ri/risocsci/thelegacyofconnectedcommunities/FINAL%20EVALUATING%20LEGACY%20REPORT%20NCVO%20300915%20(1).pdf
https://www.researchgate.net/publication/332470056_Sociocultural_Animation_and_Community_Development_-contributions_for_social_work
https://www.researchgate.net/publication/332470056_Sociocultural_Animation_and_Community_Development_-contributions_for_social_work
http://dx.doi.org/10.1353/jod.1994.0041
http://dx.doi.org/10.1163/19426720-00602005
http://dx.doi.org/10.1016/S0959-6526(00)00011-1
http://dx.doi.org/10.1016/j.ijproman.2012.12.011


Sustainability 2020, 12, 6519 23 of 24

64. Golini, R.; Kalchschmidt, M.; Landoni, P. Adoption of project management practices: The impact on
international development projects of non-governmental organizations. Int. J. Proj. Manag. 2015, 33, 650–663.
[CrossRef]

65. Turner, J.R.; Huemann, M.; Anbari, F.; Bredillet, C. Perspectives on Projects; Routledge: London, UK, 2010.
66. Lundin, R.; Arvidsson, N.; Brady, T.; Ekstedt, E.; Midler, C.; Sydow, J. Managing and Working in Project Society:

Institutional Challenges of Temporary Organizations; Cambridge University Press: Cambridge, UK, 2015.
67. Jensen, A.; Thuesen, C.; Geraldi, J. The projectification of everything: Projects as a human condition. Proj.

Manag. J. 2016, 47, 21–34. [CrossRef]
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