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FOREWORD

This report, on the Living Heritage programme in Bosnia Herzegovina (BiH), is the
fourth and last national review to be undertaken on behalf of the King Baudouin Foundation, the initiator and sponsor of the programme across South East Europe. A report
on Macedonia was completed in 2003, on Bulgaria in 2004, and a Romanian report is
being finalised.
The report is based on documentary material associated with the development and operation of the Living Heritage programme in Bosnia Herzegovina, meetings with those
involved, over a period of three years, and field visits undertaken in November 2004 and
May-June 2005 (details will be found in the appendix). It describes the impact of the
programme in Bosnia Herzegovina to date. In doing so, it is unable fully to include the
experience of the third phase of projects, which are still in progress. However, it was
necessary to review experience in sufficient time to consider the options that may exist
for the future of the programme and its ideas, following the completion of its KBF mandate in 2005. The report comprises four main sections.
• The institutional framework of Living Heritage in Bosnia Herzegovina.
• Brief accounts of each project, the progress made and the main outcomes to date.
• The human, social, economic and cultural impact of projects on the communities
involved, alongside any identified problems and negative outcomes.
• The key factors in producing the outcomes described, and lessons to be drawn.
This is a report on Living Heritage, rather than a fully independent evaluation. Since I
have been involved as advisor and trainer in the programme from its inception, my view
of its development is necessarily subjective. However, with no participation in project
selection or support, I have drawn on my research experience to approach the work and
its results independently. The result is a balanced assessment of the programme that, if
anything, underestimates its impact.
I have found it fascinating to meet the project teams in Bosnia Herzegovina, as in the
other countries in the Living Heritage programme. I remain consistently impressed by
what people have done, with few resources and limited technical assistance, and by the
results they have achieved. Above all, I am moved by the courage, vision and commitment of people who believe in their communities and are prepared to take risks and
work tirelessly towards a better future for all those who live there. Such engagement is
the foundation of stable and prosperous civil society. It cannot be taken for granted, and
deserves to be matched by a similar commitment from local and national government
and from independent foundations.
François Matarasso
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LIVING HERITAGE IN BOSNIA HERZEGOVINA

2.1.1

The origins of the Living Heritage programme
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The Living Heritage programme is an initiative of the King Baudouin Foundation
(KBF).1 It was developed between 1998 and 2000 through research into heritage and
community development practice in several European countries, including Belgium,
Sweden, Poland and the United Kingdom, and therefore draws on wide experience. Following its launch in Macedonia in March 2001, the programme was developed in Bulgaria later the same year, and then in Romania and Bosnia Herzegovina.
Living Heritage2 aims to support community development by building human and social
capital. It does this by helping people develop projects using local heritage and cultural
resources to address identified community needs or aspirations. Help is not just financial, but includes training, consultancy, advice and access to networking. It is based on a
clear but flexible methodology encapsulated in 10 operational principles. The programme is concerned with heritage because people care about it, and because, in situations that are often thought of only in terms of their problems, local culture can be a
positive place to work. Above all, however, the Living Heritage programme is about investing in people – their capacities and confidence – so that communities are better able
to manage their own futures.
2.1.2

The institutional framework of Living Heritage in Bosnia Herzegovina
Based in Brussels, the King Baudouin Foundation operates its grants programmes in
South East Europe with local partners. In Bosnia Herzegovina, the Living Heritage programme is a partnership with the Fund for an Open Society (FOS)3, part of the Soros
Foundation’s network in Central and Eastern Europe, and the Mozaik Foundation.4 The
FOS contributes financially, alongside the King Baudouin Foundation. Mozaik manages
the grants and training programme, working with local project teams and providing
regular support and guidance, directly through its staff, and through a team of independent community facilitators and advisors. Major decisions about programme development are made jointly between the partners.
A senior programme officer, Fabrice de Kerchove, manages Living Heritage for KBF. In
BiH itself, the Programme Manager, Renato Zrnić, and the Training Manager, Eni
Kurtović, manage the work within Mozaik, together with other colleagues. An Advisory
Group, with members drawn from the heritage, academic, NGO and media sectors,
makes recommendations on project applications and wider strategy to the partners.5
The programme is also supported by the KBF regional team: Vera Dakova, a Bulgarian
expert in community development, and François Matarasso, a British specialist in community cultural development.
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The project selection process
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During the planning stages of the Living Heritage programme, the King Baudouin
Foundation determined not to adopt an open application process. Launching a call for
proposals would inevitably favour established organisations with experience of conceiving projects and writing applications rather than grass-roots development and, where
possible, to people without previous project experience. It also ran the risk of attracting
organisations in search of funds, rather than those with a commitment to the ideas,
methods and values of Living Heritage. In general, therefore, projects have been identified through fieldwork, followed by supportive training in project development. Although more demanding of management, this has proved ∏effective because:
• It has identified good potential projects, often from communities outside the usual
range of donor interest;
• It has reached well beyond the established NGO sector to involve people who would
not spontaneously have responded to an open call for proposals;
• It has helped projects develop their thinking in advance of the formal application
process, giving them the best chance of success in that, and in project delivery;
• It has made good use of people’s time, effort and resources, since, overall, about two
thirds of projects contacted went on to gain a grant and complete a project.
There are evident drawbacks to the approach, particularly in terms of openness, but trials with an advertised application procedure in Romania have demonstrated its intrinsic
importance to the programme’s methodology, and its effectiveness. In Bosnia Herzegovina, Mozaik has refined the Living Heritage methodology by working through open
facilitated community meetings, and the quality of local partnerships reflects the value
of the approach.
2.2.2

Project development and support
Whether projects enter the programme through open application, or through fieldwork,
Living Heritage is a demanding programme. Its central aim is capacity-building and so it
depends on a high level of investment in people through project development workshops run by Mozaik staff and freelance consultants, and the continuing support of
Foundation staff. Through the workshops, project teams are introduced to the concept,
values and processes of Living Heritage, and to wider understanding of community development practice and project planning. This training, tailored flexibly to meet the
needs of the individuals concerned, formed the basis of successful project implementation.
Once applications, based on detailed project plans, have been approved, the programme
continues to offer close support to project teams. This is normal, since they are often
beginning a development process of which they have little or no direct experience, and it
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is essential to provide technical assistance and guidance throughout. The human contact, with Mozaik staff and with other project teams, is also an essential part of the package, helping people to build confidence and share experience. In all the countries where
the Living Heritage programme operates, this support has been very demanding on staff,
local partners and community facilitators.

2.3

Living Heritage project development

2.3.1

The phases of project development
In 2002, the King Baudouin Foundation launched the Living Heritage programme in
Bosnia Herzegovina at an introductory seminar in Sarajevo, attended by invited representatives of the country’s heritage, cultural and development sectors. Following agreement of support from the Soros Foundation, the

NGO

foundation, as it was then called,

was contracted as operational partner, charged with grant management and delivery.
The first projects were developed in 2003, following extensive field research and community facilitation meeting in different communities. A commitment to equal access to
the programme by the different nationalities was established at the start and maintained
throughout, although, after the first year, all the granted projects have taken place in the
Federation rather than Republika Srpska (RS).
2.3.2

Living Heritage Projects in Bosnia Herzegovina August 2002 – July 2005
Projects begun in 2003
1

Bugojno

Development of the Living Heritage Centre

2

Donji Vakuf

Renovation of the Old Clock Tower

3

Guča Gora

Renovation of space for folklore group

4

Mrkonjić Grad

The soul of the people

5

Novi Travnik (Rankovići)

Reconstruction of the old school

6

Ribnik (Sitnica)

Building the Zmijanje House

7

Šipovo

Handicrafts workshop

8

Travnik

Park Restoration in the Old Town

9

Visnjevo

Reconstruction of Cultural House
Projects begun in 2004

1

Bosansko Grahovo

Library Cultural Centre

2

Ćatići

Traditional Costume Workshop

3

Fojnica

Kozice waterfall

4

Ilijaš

Roma Theatre Project

5

Jablanica

Ethno-House

6

Jablanica

Community fountain

7

Kakanj

Small street renewal

8

Konjic

Zuko Džumhur Cultural Centre

9

Kupres

Town Park renewal

10

Mramor-Tuzla

Restoration of the town park

11

Prozor-Rama

‘Days of plums picking’

12

Visoko

Installation of leather tanning mill outside the museum
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Projects begun in 2005

2.3.3

1

Kraljeva Sutjeska

‘Experience Medieval Bosnia’

2

Prusac

‘Descend upon the white city’

3

Vranduk

‘Revitalization of the old city of Vranduk’

4

Visoko

‘Reaffirmation of traditions of medieval royal city of Visoki’

5

Kraljeva Sutjeska

‘Handcrafted objects of Kraljeva Sutjeska’

6

Prusac

‘Tradecrafts and Handcrafted Objects of Prusac’

7

Travnik

‘Authentic Travnik souvenir’

8

Vranduk

‘Preservation of traditional handicrafts of Vranduk’

9

Visoko

‘Handcrafted objects of Goduša area

Nature of the projects
Bosnia Herzegovina was the last country in which the Living Heritage programme was
implemented, and it was possible to build on lessons learned in Macedonia, Bulgaria,
and Romania. It was not therefore considered necessary to implement a pilot phase, and
the work began rapidly with fieldwork and community facilitation meetings in potential
communities. These led to the identification of possible project ideas and the election of
working groups: to this extent, the development process was exceptionally transparent
and democratic at community level, and this certainly helped build local confidence in
the projects.
Compared to other countries, the projects have included a high proportion of building
reconstruction, and several designated historical monuments. The success of projects in
these tow fields has been surprising, given the difficulties experienced in similar projects
in other areas. The reasons are complex and are considered at different points in the
report, but two points may be made at the outset.
• The post-conflict situation has made reconstruction more crucial and common, and
people have been willing and able to contribute voluntary work to rebuild community resources;
• The willingness of museums to become involved in the programme, despite the culture shift required, has been essential to the development of some monuments, particularly in the provisional weakness of legislative and administrative structures to
protect heritage.
These are very specific and time-limited circumstances, which relate to Bosnia Herzegovina today. It would be unwise to expect similar conditions to operate elsewhere, and the
lessons of the other three countries are probably more widely relevant in respect of major building and historic site projects.

2.3.4

Grants to Living Heritage projects
Living Heritage grants in Bosnia Herzegovina were kept at a lower level than in some
other countries, as experience showed that money, while essential, was less crucial to
success than effective training and support.
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Average size of Living Heritage Grant in Bosnia Herzegovina (in euro), 2003-2005

The next section of the report outlines the projects begun in 2003 and 2004, with brief
accounts of the third round of projects, which are only just getting under way.
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LIVING HERITAGE IN BOSNIA HERZEGOVINA

3.1

Projects begun in 2003

3.1.1

Bugojno: Living Heritage Centre

(Completed 2004)

Bugojno is a large and ethnically mixed town with a large number of significant heritage
assets, including sites associated with the Christian, Muslim and Jewish faiths and various secular monuments. A working group involving a large number of individuals and
organisations concerned to promote understanding and appreciation of the town’s heritage developed the Living Heritage project. Their focus was wide and their ambitions
large, and only part of the group’s aims were fulfilled during the year. However they
were able to establish a small Living Heritage room in the town’s cultural centre, begin
recording and photographing the key sites and publish some promotional literature. The
project outcomes include:
• Creation of the Living Heritage centre as a base for activities;
• Publication of posters, leaflets, a calendar and a short booklet on local heritage.
3.1.2

Donji Vakuf: Renovation of the Old Clock Tower

(Completed 2004)

Donji Vakuf is a small town in Central
Bosnia Canton, which possesses one of
the country’s distinctive 19th century
clock towers. On a spur above the town,
this is visible from afar and has become
a much-loved symbol of the town.
However, it has suffered damage and its
clock was no longer working. The Living
Heritage project was undertaken by a
coalition of people and organisations led
by Anima, a women’s issues

NGO

whose aim is to stimulate community action. It was

intended to restore the tower and install a new clock, and revive traditional spring celebrations to take place on the site. The project outcomes include:
• Renovation of the clock tower, and installation of a satellite-controlled clock;
• Installation of a small stone amphitheatre on the slope below the tower;
• Revival of an annual event to mark the arrival of spring.
3.1.3

Guča Gora: Renovation of space for folklore group

(Completed 2004)

Guča Gora is a Croat village of about 400 people in the mountains south of Travnik; it
was devastated during the war and it now has less than a quarter of its former population, most of them returnees. It is home to an old Franciscan monastery and has long
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cultural and educational traditions, with a highly regarded folklore group first established in 1922. In 1996, the returning inhabitants determined to revive this group, and
the presence among them of a few of the former members allowed for a certain continuity. However, their efforts, though substantial, produced only gradual progress, with a
relatively small number of participants.
They developed a Living Heritage project that aimed to convert a former police station
into a community centre whose use would be shared by the ‘Sloga’ folklore group and
the local football team. The ruin was roofed, its walls repaired, and windows and doors
fitted; plastering, plumbing and electrical installation followed, with the whole work,
except for the skilled job of the ceilings, undertaken voluntarily by local people. The
process helped build confidence and interest in the group itself, which saw a strong
growth in participation over the past three years, so that the adult and youth groups between them are now approaching the number of members in its 1970s heyday. The
group have continued to develop strongly since the completion of the project, using its
new premises as a base for rehearsals and social events, and accepting invitations to perform in Linz, Zagreb and across the region. The project outcomes include:
• Refurbishment of a ruined police house as a new community centre;
• Revived development of the Croat folkloric groups.
3.1.4

Mrkonjić Grad: The soul of the people

(Completed 2004)

Mrkonjić Grad is a town of some 20,000 inhabitants in Republika Srpska (RS), between
Banja Luka and Jajce. The project was developed as a partnership between a local development

NGO,

the Artistic Souls Club (KUD) and a folklore group, Petar I Karađorđević.

The folklore group had been re-founded in 1996, but had presented generalised work
from across former Yugoslavia, and the project aimed to refocus its work on the specific
heritage of Mrkonjić, and develop both membership and programme.
Through research among the older generation, in the town and the surrounding villages,
the project group were able to identify authentic dances, songs and rituals with which
they have gradually changed their programme. As a result, they are now able to take part
in official folklore festivals and contests, and they have accepted invitations to Greece,
Austria, Croatia as well as numerous places within Bosnia Herzegovina and former
Yugoslavia. Authentic costumes have been commissioned, based on examples borrowed
from elderly residents. The membership of the group has nearly doubled to 256 people,
and there are twice-weekly rehearsals, with performances at least monthly in the neighbouring villages as well as trips further afield. The project outcomes include:
• Renewal of the folklore group’s programme and presentation;
• An increase in membership and activities.
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Novi Travnik (Rankovići): Reconstruction of the old school

(Completed 2004)

Rankovići is a village within the municipality of Novi Travnik, a new town dating
from the 1950s. On a spur overlooking its
larger

and

more

recent

neighbour,

Rankovići is home to the area’s oldest
building, a disaffected school dating from
1909. Although architecturally undistinguished, the former school is viewed with
affection by local people for its associations, and as the site of an ancient oak lost
only in 2002. The project, which was led by an ecological NGO, in partnership with local
people, aimed to restore the building and establish it as a museum and youth and community centre.
The building has been made watertight with a new roof, doors and windows, and the
ground floor rooms refurbished. Work remains to be done on the upper floor, which will
become the museum, while the youth and social centre will move downstairs. The building has been leased rent-free for five years to a newly form NGO, Heritage, and the municipality has agreed to contribute to running costs. The project have many further ambitions, from installation of a regional studies library to creation of a botanic garden on
the site, but the first stage has been successfully achieved. The project outcomes include:
• Restoration of the old school of Radovici;
• Collection of archaeological and ethnographic artefacts from the local community;
• Creation of a new NGO to manage the future development of the project.
3.1.6

Ribnik (Sitnica): Building the Zmijanje House

(Completed 2004)

Ribnik is a municipality in Republika Srpska (RS), some 40km from Banja Luka. The
project aimed to build a traditional Bosnian house as a visitor and educational centre in
the Serb village of Sitnica. It was promoted by a small local NGO, Eko-etno Pokret Dimitor, based in the neighbouring town of Previja. The municipality provided the land,
which is intended to become an ecological park; other partners included the Museum of
Republic of Srpska, the local forestry company and the primary school. Local people
worked voluntarily on improving vehicle access, building work and site clearance, and
donated objects, which have been placed in the house to give an authentic presentation
of how people lived in the past. The house itself was built on contract.
The project encountered serious difficulties in the relationships between the Eko-etno
Pokret Dimitor

NGO

and the local community. Personalities clashed and mistrust was

fuelled by the fact the

NGO

was not based in the village itself. Though these problems

have left their trace, the house has now been handed over to the Local Community Of-
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fice of Sitnica. The aim to develop the site fully is being pursued by local people. The
project outcomes include:
• Construction of a traditional Bosnian house, and installation of the interior;
• Clearing of the site in preparation for development of a park.
3.1.7

Šipovo: Handicrafts workshop

(Completed 2004)

Šipovo is a town of about 13,000 people in
Republika Srpska; it has high unemployment, and the population has fallen
sharply as people have migrated to Banja
Luka, Novi Sad and further afield in
search of work. The Living Heritage project was developed by three local NGOs,
one of which has a predominantly environmental focus, and had the support of
the municipality. It aimed to revive interest in traditional woodwork, pottery and weaving through training for young people, and
to establish a workshop with sales area. Initial progress was good, with strong interest
from local people, especially in woodwork. The project faltered when the only space that
could be found proved to be unsuitable, despite being in a good location beside the town
market. With insufficient experience, the project team had not understood that its
planned activities could not all be delivered in the same small room. Although it
achieved its planned outcomes, the project has struggled to sustain and develop its activities, and is looking for alternative premises in which to expand, in order to resume
workshop activities.
The project outcomes include:
• Conversion of a former garage into a small Living Heritage workshop space;
• Workshops and training held for young people in traditional crafts.
3.1.8

Travnik: Park Restoration in the Old Town

(Completed 2004)

Travnik is a historic town in central Bosnia, once an Ottoman administrative centre.
Among other monuments, it has a large citadel, Stari Grad, on a precipitous hill overlooking the valley. The fortress, which is in the care of the local museum, has suffered
greatly in the past twenty years, principally from neglect, but efforts have begun to clear
and stabilise the site. The Living Heritage project was a partnership between the museum and local NGOs, and it aimed to restore part of the outer ward as the first stage of
this programme. The cleared space would then become a venue for a programme of
summertime cultural activities.
The heavy work had been undertaken with the help of

SFOR

troops, so the project fo-

cused on landscaping, and then the construction of a stone seating on the bank, facing
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the outer wall. A small building was constructed behind this, to accommodate technical
services and as a cinema projection booth; a toilet was installed a little further away. In
summer of 2003, an initial programme of cultural events was held, with more substantial
events the following year, including twice weekly film screenings, orchestral concerts
and folklore events. In 2005, this programme will run from 3 June to 30 September, providing unique opportunities for residents and tourists alike. The project outcomes include:
• Clearance and refurbishment of the outer ward of Travnik fortress;
• Installation of technical facilities, lighting, seats and staging;
• Development of a regular summer arts programme in Stari Grad.
3.1.9

Visnjevo: Reconstruction of Cultural House

(Completed 2004)

Visnjevo is a remote Bosniac village
high in the mountains between Travnik
and Zenica. In 1997, efforts began to
revive the local heritage of dance, song
and plays that had been interrupted by
the war, but with only a 6m by 7m room
in the school basement in which to
meet, the nascent group progressed
slowly. The project intended to build an
extension to the school building as a
base for the folklore group. In the event, it proved better to construct a new building as a
cultural centre on a site adjacent to the school, but separate from it.
Work progressed well, entirely through the voluntary labour of local people, and a new
hall 8m wide by 16m deep was dug into the hillside. Although still unfinished – plaster,
electrics and the upper floor remain to be completed – the hall has already been pressed
into regular use. The new room can accommodate up to 200 people and is established
not only as a rehearsal and meeting place, but a venue for weekly social nights and concerts which earn the group about 75€ each time. The funds are being set aside for completion of the roof and upper floor rooms. The success of the new centre has also raised
interest in the group, and its membership has grown as a result from 30 to 80 people,
aged between 7 and over 70. For the first time, Visnjevo has a real social centre bringing
together people not only from the scattered mountainside village, but from neighbouring communities as well. The project outcomes include:
• Creation of a new community cultural centre in Visnjevo;
• Enlargement of the village folklore group, and regular social and cultural events.
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Following the successful development of Living Heritage in 2003, a more ambitious programme was planned for the following year. This was divided, for administrative convenience, into two cycles with 8 projects granted in the first and 4 in the second.
3.2.2

Bosansko Grahovo: Library Cultural Centre

(in progress)

Bosansko Grahovo is a city in Central Bosnia that suffered badly during the war. The
project, which is undertaken by the Šator Youth Organisation with the support of the
municipality, aims to restore the town library as a cultural centre. (This project was not
visited during the fieldwork in May-June 2005)
3.2.3

Ćatići: Traditional Costume Workshop

(Completed 2005)

Ćatići is a rural community in central Bosnia. Before the war it had a large Croat population, but only about 4,000 Croat people live there today, including returnees: most belong to the older generation. A folklore group was established in 1996, to revive interest
in and knowledge of traditional dances, songs and customs that had fallen into desuetude over many years. Without resources or official support, the group struggled to
make progress for some years. The Living Heritage programme was seen as an opportunity to help the group bring its work onto a much more secure footing, engage more of
the younger generation, and begin to perform at festivals.
The project involved several elements
leading to the celebration of a festival
commemorating the medieval Queen Katarina, whose death is still mourned in the
black headdress worn by Croat women in
traditional costume. Regular workshops
were established to make the complex
costumes required for performance, and
rehearsals renewed; the number of young
people participating increased to 10 and the group now has over 35 active members.
Film, photographic and other documentary material about Croatian folkloric traditions
was collected and presented in a brochure and a video. The festival was held at the Franciscan monastery of Kraljeva Sutjeska, and in all 11 folklore groups from different cultural traditions participated: and estimated 3,000 people attended the festival. Since the
festival, the group has been invited to perform at festivals in Croatia, Hungary and several places in Bosnia Herzegovina, although lack of funds has sometimes prevented their
attendance. The project outcomes include:
• Strengthening the dance and singing group;
• ‘Queen Katarina Days’ festival, attended by about 3,000 people;
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• Invitations to perform in festivals and on television.
3.2.4

Fojnica: Kozice waterfall
Fojnica is a spa town some 50km east of Sarajevo. A local ecological association, with the
support of the municipality and the local media, promoted the project. It aimed to repair
the area around the Kozice waterfall to increase its accessibility and make it a cultural
centrepiece of the community. Cultural events are planned and an old watermill will be
used for presentation of traditional techniques.

3.2.5

Ilijaš: Roma Theatre Project
Ilijaš is a suburb of Sarajevo with a large Roma population. The Romi I Prijatelji Roma
Association promoted the project to develop the creative life of local people, empower
the community and protect traditional customs. The ‘Traveling Roma Theatre’ created
through this project, informs the public about Roma traditions, customs and culture.
The partners include the Performing Arts Academy, a puppet theatre and two local
NGOs.

3.2.6

Jablanica: Ethno-House

(Completed 2005)

Jablanica is a town of some 10,000 inhabitants in Herzegovina, on the road from
Sarajevo to Mostar; it is renowned today
as the site of an important partisan victory
in 1943, known as the Battle of the
Neretva River. The project aimed to preserve and raise awareness of the area’s
traditional culture, which was seen to be
fast disappearing. The working group involved the War Museum, a Bosniak Cultural Association, the town’s tourism association, a primary school, and the Pod Istim Suncem Youth Club, which administered the
project.
The project’s aim was to install a folkloric exhibition in the museum, and research was
undertaken in the town and with surrounding villages, to identify interest and resources.
Young people were central to these visits and other activities, as the project aimed to
develop their understanding of their own past. In the event, far more material was gathered, and it was decided to construct a typical model house inside the museum, which
had far more space than it could easily use. A two-room house was built, using original
salvaged materials, and filled with objects donated or bought in the villages. The project
outcomes include:
• Extensive research and collection of traditional artefacts of everyday life;
• Construction of a traditional house in the War Museum overlooking the Neretva.

Living Heritage in Bosnia Herzegovina

3.2.7

Jablanica: Community fountain

17

(Completed 2005)

The success of the ethno-house project encouraged the Pod Istim Suncem Youth Club
to develop a follow up idea in the second cycle of 2004 projects. Working with people
from the housing estate where they are based, they restored a derelict fountain, which
had been filled with soil following the drowning of a child many years earlier. Local people undertook the work voluntarily, to a new safer design incorporating a piece of locally
quarried granite as a symbol of the town. The Fire Brigade, the public sanitation company, and the Neretva ecological association advised on the work. The project outcomes
include:
• Reconstruction of a derelict fountain in a residential neighbourhood of Jablanica.
3.2.8

Kakanj: Small street renewal

(Completed 2005)

Kakanj is a mining and industrial town of about 50,000 people in the Central Bosnia canton; it is today primarily inhabited by Bosniaks, and suffers from high unemployment. In
the 1960s, the town had a tradition of evening promenading along pedestrian streets
that ran beside the main road, but this had decline, and the pathway had been taken over
by motor traffic. There was a wish to revive the tradition however, and the council had
proposed closing the main street between 18h and 24h on Sunday evenings. A local NGO,
Alternative, proposed a more radical solution: to renew the original ‘small street’, permanently banning traffic, and install benches and other facilities.
The project proceeded rapidly following a
change of political control after elections
in October 2004, with the new mayor
committed to the idea. Substantial building work, including renovation of 800m of
the street, new benches and lighting and
replanting was undertaken and the street
was pedestrianised. At the same time, Alternative began a programme of animation designed to get people using the street again. This included open-air cinema evenings, bicycle and scooter races for children, a chess tournament on a newly installed
open-air chess piazza, and May Day celebrations with an orchestral concert. The cost of
the capital works were met by the municipality, with the Living Heritage programme
supporting the various activities to involve local people in the project. The outcomes
include:
• Renovation of an 800m by 4m stretch of street as an urban promenade;
• An animation programme to revive the street as a public, social space.
3.2.9

Konjic: Džumhur House Cultural Centre

(in progress)

Konjic is a town in a valley on the Sarajevo-Mostar road, and once home to the wellknown journalist, artist and writer Zuko Džumhur. The project aimed to restore his
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former house as a cultural centre with exhibitions and art workshops. The project is
managed by a cultural association, and involves the municipality, local schools and
Narodni Univerzitet.
3.2.10

Kupres: Town Park renewal

(in progress)

The project aimed to restore the local park and to revive it as a public space through
cultural and sports activities aimed. Kupreški Gorštak Youth Organisation leads the project, in partnership with the municipality and three public companies. Volunteers undertook most of the work.
3.2.11

Mramor-Tuzla

(in progress)

Mramor is a small mining community near Tuzla, whose central park was once the most
popular place for people to gather and socialize. The Mramor Youth Association aimed
to restore the park and develop social and cultural events so that it should once more
take its proper place within the community. They also planned to mark the local mining
heritage, through the installation of a mine wagon in the park. The lignite mining company and a few local shops support the project.
3.2.12

Prozor-Rama: ‘Days of plums picking’

(Completed 2004)

Prozor is a small and ancient town in Herzegovina, renowned for its unique plums and
the brandy that is made from them. The Fenix Association led the Living Heritage project, with a working group that included the municipality, Radio Rama and the House of
Peace NGO. It aimed to revive interest in local heritage, among a community that includes Bosniaks and Croats: the plum was a symbol of shared traditions and common
cultures. Members of the working group, working with the wider community, undertook
extensive research for six 30-minute radio programmes, a documentary video and a
promotional booklet. Workshops were held to reintroduce the skills needed for the production of wooden barrels, during a two-day plum festival, which also included an artists’ colony, folklore performances, exhibitions and a concert. The project outcomes
include:
• Production of monthly radio programmes about the culture of the district;
• Documentary film, photographic exhibition and a heritage brochure;
• Two-day local heritage festival held in Prozor.
3.2.13

Visoko: Traditional leather

(Completed 2004)

Visoko is a small historic town in the Central Bosnia Canton, with a long-established
tradition of leather production. Its naturally processed hides were famed during the Ottoman and Austro-Hungarian periods, and Visoko leather products are sold throughout
the region. However, as a craft production it has almost ceased, with most work being
produced in a local factory. Young people do not have the skills involved, and yet there is
high unemployment in the town.
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The project aimed to revive local interest in leatherwork, and enrich the local tourist
offer. It centred on the installation of a half-scale replica of a wooden tanning mill, in a
riverside site opposite the town’s museum. These structures had once lined the river, but
the last three were dismantled in the 1950s, and none survives; the replica was donated
to the project by the leather factory, and the land gifted by the local council. At the same
time, workshops were held in local schools to introduce young people to the craft, with
the long-term aim of adding the craft to the curriculum. Among various events designed
to raise awareness of the leather traditions, there was an artists’ colony, an exhibition in
the town’s youth centre, a historical lecture and a fashion show. The project outcomes
include:
• Installation of a traditional tanning water mill near the museum;
• Various cultural events around the theme of leather craft.

3.3

Projects begun in 2005

3.3.1

Introduction
A third round of projects was developed in spring 2005, with the intention of encouraging more networking and mutual support than in the past. The Living Heritage programme was grouped around two broad themes: a heritage trail and craft production.
Crucially, these were seen as mutually supportive, with the development of facilities for
tourists providing an outlet for local handicrafts. The initiative was an ambitious development for the programme, particularly given the fragile state of tourism in Bosnia Herzegovina, and its results remain to be seen. Mozaik was however successful in securing
further funds for this initiative from the European Union. The following projects were at
a quite early stage of development during the fieldwork, although some were visited.

3.3.2

Central Bosnia Heritage Trail

(In progress)

The Heritage Trail aimed to strengthen the offer to visitors at five sites in central Bosnia,
focusing on those that are not currently well known, but have potential. Travnik, Kraljeva Sutjeska and Prusac all attract a certain amount of visitors, the latter two during
religious festivals. The sub-programme includes the following projects:
• Kraljeva Sutjeska: a group of local
young people have formed an association and opened a tourism information centre in a disused building
in the village, and begun a campaign
to clean the area and put up direction signs; among other important
sites, the village has a Franciscan
monastery, an ancient mosque and a
restored traditional house.
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• Prusac: the ‘Hasan Kjafija Pruščak’ Association is converting a former post-office for
use as a visitor centre and sales outlet for local crafts, and undertaking a programme
of site cleaning, information and safety measures on the ruined castle in the village.
• Visoko: the site of a medieval castle is being cleaned and made accessible, and
visitors’ maps and road signs will be posted.
• Vranduk: Zenica museum is responsible for the castle, in a picturesque village a few
kilometres away; the project aims to improve facilities for visitors, including the installation of a café and seating area.
In addition to these four sites, the old town at Travnik is included, but has received only
a nominal grant for promotion, as it currently has a €52,000 grant from EU sources.
3.3.3

Handicrafts Development Initiative

(In progress)

The craft initiative aims to encourage local people to revive traditional craft production
skills, for sale through retail outlets at the sites on the heritage trail. The sub-programme
includes the following projects:
• Kraljeva Sutjeska: the Alternative
NGO from nearby Kakanj is working
with local women to develop handicrafts, particularly embroidery, for sale
in the new tourism centre established
by young people;
• Prusac: the ‘Hasan Kjafija Pruščak’ Association is working with local people
to adapt a former post-office for use as
a visitor centre where traditional carved
work will be for sale.
• Travnik: the museum is developing the next stage of its programme for the old town,
with the construction of a traditional shop for sale of locally-made craft work and
souvenirs;
• Visoko: Training programmes are being developed to teach young people traditional
leatherwork and other traditional craft skills, with the aim of producing work for sale
in the ethno-house.
• Vranduk: the Zenica museum is working with local inhabitants to assist in the production of traditional craftwork in textiles, copper and wood.

3.4

A summary of programme inputs and outputs

3.4.1

Inputs
The Living Heritage programme has involved a major investment in local development
by the King Baudouin Foundation and its partners in Bosnia Herzegovina. The total
budget over three years was €470,000, of which €210,000 (45%) was contributed by KBF,
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€175,750 (37%) by the Open Society Institute, and €84,500 (18%) by the European Union
(as a one-off grant in the third year, also used partly for research and promotion). Grants
of €66,407 were made during the first year (2003), €63,241 in 2004 and €71,255 in 2005,
with a further €10,577 in continuing support. Thus a total of €201,000 (45% of the total)
was assigned directly to local communities in Bosnia Herzegovina in the form of Living
Heritage grants.
Programme support costs, including training seminars, consultancy work with communities and local management costs, were met from the remainder of the budget. In addition, the King Baudouin Foundation contributed substantial staff time to the programme, as well as resources for regional consultants. The support offered to grantees,
by foundation staff and external consultants, has been a critical factor in the programme’s success. Without this intensive and individually tailored support, it would
have been impossible to work with the often-inexperienced project teams, or to reach
the communities who were involved, and the character of the programme would have
been very different.
This investment from KBF, the Open Society Institute and the European Union helped
raise substantial matching funds. As the following chart shows, the Living Heritage
grants were used by the project teams to attract substantial match funding from other
sources; the result was that, in the 14 projects reviewed for this report, other funding
made up more than half the total project costs. 6 This level of additionality is exceptional
within the Living Heritage programme regionally, and demonstrates the effectiveness of
its operation in Bosnia Herzegovina.

Proportion of LH grant to match funding in 14 projects, BiH 2003-20047

Although more match funding was raised in Bosnia Herzegovina than in the other countries, the reasons for this success are not clear. The principal sources of this funding
were municipal government and business sponsorship, rather than grants from international foundations or NGOs; this local connection is promising for the projects’ future
fundraising activities.
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Source of match funding (excluding capital) in 14 projects, BiH 2003-2004

3.4.2

Project outputs
Fourteen projects from the first and second years were visited during fieldwork for this
report: Bugojno, Čatići, Donji Vakuf, Guča Gora, Jablanica, Kakanj, Mrkonjić Grad, Novi
Travnik, Prozor-Rama, Ribnik, Šipovo, Travnik, Višnjevo and Visoko. Accurate record
keeping of work and participation is always difficult in small community projects, and
the problems are increased in the difficult circumstances of many of the Bosnian Living
Heritage projects. As a result, the following summary of the main outputs of these projects is certainly an underestimate of the work undertaken and the resulting activities.
However, it gives a sense of the scale and outputs of the Living Heritage projects.
• 14 public meetings undertaken in communities, leading to election of working
groups and further consultation processes;
• 2 residential training courses in project management, community development,
marketing and public relations attended by about 50 people;
• At least 10,500 hours of voluntary work contributed by over 900 project volunteers;
• Over 500 school children involved in creative and heritage workshops;
• 30 festivals, fairs, exhibitions and other cultural manifestations held, attracting audiences of at least 6,000 people in all;
• Over 700 people participating in traditional dance, music and craft activities; 10 new
dance, music and crafts groups established; at least 15 trips to perform outside the
community, including several international visits;
• 4 new permanent museum exhibitions created (Jablanica, Novi Travnik, Ribnik and
Visoko);
• 2 summer stages created (Travnik and Donji Vakuf), and extensive environmental
improvements undertaken (Kupres, Mramor-Tuzla);

Living Heritage in Bosnia Herzegovina

23

• 4 buildings restored for use as community cultural centres (Guča Gora, Novi Travnik, Ribnik and Visnjevo);
• Two historic monuments cleared and partly restored (Travnik Stari Grad and Donji
Vakuf);
• 0.8 km. of public footpath created (Kakanj); one public fountain restored (Jablanica);
• One new NGO registered (Heritage in Novi Travnik);
• Numerous press articles published and about 20 radio and TV items broadcast.
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THE IMPACT OF THE PROJECTS

4.1

Introduction
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The broad aim of the Living Heritage programme is ‘community development through
cultural resources’. It is against this goal, therefore, that any assessment of the project
outcomes must be made. The following section begins with the individual, where the
impact is likely to be greatest and most evident, before considering community development, which itself is closely linked to participants’ experiences. It then looks at economic, cultural and environmental impacts, and the programme’s effect on partners and
other institutions. Finally, recognising both that projects can fail and that change can
bring its own problems, the report reports on identified problems and negative results,
before considering sustainability.
This account cannot be complete, since the fieldwork and interviews were undertaken
before the completion of all the projects. Even so, limitations of space make it impossible
to do justice to the rich experiences and outcomes evident in most of the projects visited: the following account represents the tip of a large iceberg.
Ribnik

4.2

Human development

4.2.1

Learning and skills
The Living Heritage places its main emphasis on human development, seeing heritage as
a route to and expression of human growth. It therefore values training, support and
technical assistance, so that people not only achieve their goals, but do so in ways that
builds their capacity. The primary beneficiaries of this work are the members of the project teams, and the impact on them has been substantial. In every case, the people interviewed reported having gained new skills in project planning, management, budgeting,
marketing and basic organisation. They also substantially improved their understanding
of the values and processes of community development, as well as gaining insight into
issues such as tourism and sales.
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For some of those involved, this has been a significant development. Some older or less
experienced team members, used to working in a command economy with limited scope
for personal initiative, changed their thinking substantially in learning how to cost activities or understand their market. People spoke enthusiastically about the training
seminars and the community facilitation workshops in which they had participated,
considering them to have been very valuable: they described the specific ideas and tools
which they had learnt and spoke of how they had been applied to their projects.
People learned as much, if not more, from the practical experience of trying to achieve
their project goals. On the ground, the complex issues of teamwork, building local partnerships, involving stakeholders and similar activities, added to the technical skills of
project planning and management gained through workshops. Project teams have had to
learn quickly from experience in order to overcome obstacles, and gained confidence
from finding their own solutions.
Mramor

In addition to the teams themselves, the projects involved hundreds of volunteers. They
worked on a wide variety of activities, from traditional crafts and arts to cleaning and
construction work. Some were using skills they were very familiar with, but others took
part for the first time, especially where traditional culture was concerned. Likewise, a
number of the projects, such as Jablanica, worked with local schools providing valuable
new opportunities for young people. The inevitable constraints on the fieldwork visits
prevented discussions with these wider groups, but to judge by the experience of the
Living Heritage programme elsewhere, the projects can be expected to have helped participants widen their skills and experience.
4.2.2

Extending social life
Some of the results of the Living Heritage projects are not obvious to outsiders but, to
those involved, they may be the most significant change resulting from participation.
Among these is a growth in social networks and opportunities. Folklore groups, such as
those in Catiči, Mrkonjić Grad and Visnjevo, offer opportunities for people to meet
friends and socialise: in dispersed communities, where everyday pressures may severely
limit such openings, such social networks can be very important. The growth in the
numbers of people taking part in all these groups during the Living Heritage projects
demonstrates the value they place on such opportunities. In Visnjevo, for instance, the
new cultural centre is used not only for rehearsals by the expanding folklore group, but
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for weekly social and cultural events that attract up to 200 people each Sunday, and
bring valuable income into the project.
Donji Vakuf

The projects have also enabled people to visit other communities, near and far, and to
broaden their horizons in every sense. In Mrkonjić Grad, for example, members of the
folklore group have given 19 public performances since the beginning of the project,
several of them abroad in Serbia, Greece and Austria. When they are not travelling to a
festival, they perform in different local villages, once a month, helping to foster social
links between communities. Those involved feel that the educational and social value of
these trips is huge, particularly for young people who are often living in extreme rural
poverty and isolation: the folklore group gives them some of the opportunities to socialise and travel that people in less deprived places consider normal.
4.2.3

Confidence and empowerment
As people gain new skills, and achieve the often ambitious goals they set themselves,
there is a natural growth in confidence, strengthened when friends and neighbours recognise the value of their work. All those interviewed expressed confidence that, though
they might do some things differently next time, they would also do them better. Organisations involved in projects have also seen their local position change and
strengthen. Thus, in Kakanj, the Alternative

NGO

has become an increasingly credible

partner for the local council, while in Visoko, the museum is similarly recognised as an
organisation capable of delivering projects that can make a difference to local people.
It is not just new skills that build people’s confidence. It can be finding that old ones,
long-neglected knowledge and stories, are valued once more. This was the case for a
number of older people, who found themselves in demand once again for information
about cultural traditions and for their rare skills in weaving, embroidery, making costumes and other crafts. Old fingers have been busy once more in places like Catiči and
Guča Gora, though without yet being able to supply the demand; some have earned income, as people have wanted to purchase traditional costumes for their children who are
not even in folklore groups. The rebuilding of confidence in cultural traditions that have
been a marker of difference in recent conflict is one of the intangible, but certainly not
the least significant outcomes of Living Heritage in Bosnia Herzegovina.
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4.3.1

Community cooperation
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Living Heritage projects depend absolutely on teamwork: those that have encountered
problems have often done so because of the different partners’ inability, for different
reasons, to form strong, cooperative teams. Teamwork does not always come naturally,
and the recent and current problems of many Bosnian communities militate against it
further. However, recognition of shared goals and values, with the training and support
of Mozaik, has been an effective catalyst for change, and the project teams were generally very positive about how they had learned to work together. Crucially, many of the
teams formed for the first projects, as in Donji Vakuf or Travnik, had continued to work
together on subsequent development. Some of the working groups have gone on to become formally registered as community organisations. In Novi Travnik, for example, a
new NGO has been registered to manage and develop the rebuilt school as a community
cultural centre. In Kakanj, the project has led to the formation of a Citizens Board with
responsibility for overseeing the environmental maintenance of the small street and with
the participation of local residents, the police and the council.
4.3.2

Strengthening community organisations
Many of the project teams had never had dealings with a foundation before, still less
received money to support their activities. Through Mozaik, they accessed a varied programme of community development workshops and, residential training courses, as well
as much informal support and guidance. The result was that groups with no experience
of project management, such as Visnjevo, or who had previously approached donors
only to give up in despair at the obstacles involved, like Guča Gora, were able to secure
support and deliver exemplary projects.
Donji Vakuf

As a result of these successes, and the skills and confidence gained in the process, most
project teams felt confident of their ability to work effectively with donors in future, and
several had already secured additional funds (often from the municipality) after the end
of the Living Heritage project. In Travnik, the museum has been awarded a grant of
€52,000 by the European Commission towards the second phase of the site development, as well as funds from the municipality: this success is due to the skills, knowledge
and track record gained through the Living Heritage programme. Even experienced
groups, such as the Alternative NGO in Kakanj or Anima in Donji Vakuf, found that the
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project had built their capacity and confidence; as a result, they envisage developing
more ambitious partnerships, including with Cantonal government.
In most cases, the Living Heritage project has resulted in the establishment or strengthening of community organisations. This is one of the programme’s central aims, since
the presence of locally owned, community-interest organisations, with resources and
legitimacy, is critical to the development of civil society. Such structures cannot be
commanded, or engineered into existence: their value lies in being self-starting and serving local needs. But by working on shared problems, and by using common assets (in
this case heritage), it is possible to create the conditions in which such community development organisations can emerge and flourish. The experience in Mrkonjić Grad,
Visnjevo, Travnik, and many other places demonstrates this: even projects that have had
difficulties, such as Ribnik or Šipovo, confirm the potential and value of such organisations. One of the questions that arise in the third cycle of projects is the extent to which
they will lead to equally strong community organisations, as opposed to economic development of primarily individual benefit.
4.3.3

Strengthening social networks and social capital

The concept of social capital
The World Bank describes social capital as ‘the institutions, the relationships, the attitudes and values that govern interactions among people and contribute to economic and
social development. […] It includes the shared values and rules for social conduct expressed in personal relationships, trust, and a common sense of “civic” responsibility,
that makes society more than a collection of individuals.’8
Social capital is increasingly used in understanding how societies and groups within
them interact and support each other, and the values of trust and cooperation that underpin sustainable development. It is seen as a kind of virtuous circle, where action
builds recognition of shared interests and so paves the way for further action. One of its
central ideas is the development of networks through which individuals can access information, assistance and resources, and thus be more empowered. Three kinds of networks are usually recognised:
• Bonding networks, which bring together people with a shared identity or status;
• Bridging networks, which connect people with different backgrounds or interests;
• Linking networks, which connect people across social and other hierarchies.
The following sections consider the impact of the Living Heritage programme in respect
of each of these networks.

Bonding networks
One of the consequences of the war was the dispersal of communities that had lived cohesively for generations. The gradual return process, still far from complete, is difficult
for all those involved, even within the different ethnic groups. Re-establishing norms of
neighbourliness and community cooperation is a slow process, but one that Living Heri-
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tage projects have been instrumental in supporting. A space for cultural and social
events, as in the case of Guča Gora, Visnjevo or Novi Travnik is a basis for nurturing
such elements of normality. It becomes symbolically powerful when it is itself the result
of joint effort and renewing confidence. Through festivals, local history research, training workshops, radio programmes, folklore rehearsals, cleaning campaigns and, not
least, all the planning and preparation on which they depend, people have been able to
renew contacts and re-establish social networks.
Guča Gora

Bridging networks
The question of contact and cooperation between the different ethnic and national
groups within the population of Bosnia Herzegovina remains fraught with obvious problems. It would be unrealistic, at best, to expect a programme like Living Heritage to
overcome the scars of recent trauma, but in fact the outcomes of several projects have
been unexpectedly positive. In Guča Gora, Mrkonjić-Grad, Visnjevo and Catiči the postwar period has witnessed a strong revival of interest in traditional cultural activities, and
thriving folklore groups have emerged. These have proved routes for dialogue and cooperation between different traditions, so that, for example, Catiči’s Queen Katarina festival included performers from Bosniak and Serbian communities. The Guča Gora group,
‘Sloga’ has renewed pre-war contacts with Bosniak performers in nearby villages, and
fostered links between Croats and Bosniacs. Similar experiences are evident in Visnjevo,
where the new cultural space has allowed an enlargement of activities and the inclusion
of people from other areas and backgrounds.
In Prozor-Rama, people from Bosniak and Croat communities worked together on the
project, which celebrated the distinctive cultural traditions of each communities as well
as their shared heritage in the region’s unique plums. Some of the projects have seen
their heritage open links to other parts of former Yugoslavia and even further afield. The
Croat folklore groups of Guča Gora and Catiči have been invited to perform in Austria
and Hungary as well as Croatia itself, while the Serbian group from Mrkonjić-Grad have
performed similarly widely: significantly, links between these and other groups are also
now developing.
The relatively small distances between some Living Heritage projects in Bosnia Herzegovina, at least compared with other countries, encouraged useful connections between
them. As elsewhere, teams found it valuable to meet people working on other projects,
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and to contrast ideas and approaches: there was in several cases a good level of knowledge of what others were doing. In some cases, they had visited one another, attended
events or even cooperated on further development. There was a positive sense of mutuality on which it would be possible to build in future.
Jablanice

Linking networks
Living Heritage projects have proved effective in developing links between community
groups and local government. In some places, including Ribnik, responsibility for the
Living Heritage project began or has passed to the Local Community Office, the first
level of administration, embedding the work into the fabric of local development. As a
result of other projects, such as Donji Vakuf or Kakanj, trust and cooperation has grown
so that community groups have become credible partners for the local administration.
In Novi Travnik, Visoko and elsewhere, the success of the project, and the contacts
made, have led to the municipality providing financial support for running costs. In a
few cases, links have been made with cantonal government, but this remains rare. Other
links have been developed with

NGOs,

the media, foundations, foreign institutions and

even (in the case of Travnik) with the European Union. These can be expected to help
local communities to access support in future.

4.4

Cultural development

4.4.1

The importance of culture
The recent history, and huge economic, social and political problems of Bosnia Herzegovina might lead to the conclusion that cultural projects are not a high priority. In fact,
the experience of the Living Heritage programme has been the reverse, with the passion
for cultural development at least the equal of anything found in the four participating
countries. Those involved in projects felt strongly that development should not be
ranked in this way, with culture coming last in a kind of simplistic application of
Maslow’s hierarchy of needs. Rather it was necessary to work on all needs simultaneously, because they are interdependent. Culture shapes how other needs are perceived
and may be met, and effective development depends on a balanced approach to a community’s complex problems.
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The place of culture varies with the history and situation of different places, but the experience of Guča Gora is representative. The importance to local people of reviving cultural activity cannot be doubted: more than 20 volunteers worked on the cultural centre,
donating labour, building materials and transport – even though their own houses were
often far from rebuilt or even watertight. None of these people, or their families, felt that
culture could wait until other problems were solved: why? According to those involved,
it was important to re-establish the folklore group (whose roots date back to the 1920s)
and provide a space for its activities because so many villagers saw this as a vital sign of a
return to normal life. The new building was a symbol not only of the community’s
commitment to helping itself through mutuality and cooperation, but also of the continuity of its identity, history and life.

‘Spiritual reconstruction must be part of physical
reconstruction; it is about creating a healthy relationship with others and with ourselves.’
It was also argued that the traditional heritage of Bosnia Herzegovina is under exceptional threat because of its recent history. The policies of industrialisation and urbanisation pursued under the communist regime, the massive destruction and displacement
caused by the war in the 1990s, and people’s needs and expectations during reconstruction have combined to put unique pressures on material heritage.9 This partly explains
the high number of projects concerned with buildings and with ‘ethno-houses’, compared to the experience in the other countries where Living Heritage operates. Whatever the cause, there is little doubt of people’s enthusiasm for and commitment to developing heritage initiatives in Bosnia Herzegovina.
Ribnik

4.4.2

Raising awareness of culture and heritage
The Living Heritage projects have all, and often to a significant degree, raised the profile
of local cultural assets, whether buildings, sites or the traditional intangible heritage of
folklore. In Travnik, the old fortress is not only being cleaned and repaired, with consequent benefits for the town’s tourism industry; it is also becoming a valued social space
for cultural activities for the resident population. This pattern is evident elsewhere,
where projects have made people more aware of what they have: in Visnjevo, the building of a cultural space has encouraged many people to join the folklore group and to
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attend the weekly social events that now take place. In Bugojno, the project succeeded in
highlighting to the town’s varied heritage monuments, while the restored clock tower of
Donji Vakuf, always the town’s symbol, is now also a symbol of renewal.
Most projects have been very successful in getting coverage in print, radio and television, at local and national level. Groups, including Catiči, have performed on satellite
TV, while the work of others has been profiled in documentaries like the six 30 minute
radio documentaries about local culture in Prozor-Rama. Locally, this attention has
helped strengthen people’s pride and confidence in what they are doing, and project
teams have received good feedback as a result. The wider effect of this media coverage is
impossible to assess, but it can only have a positive impact on the recognition of heritage
and culture as part of the country’s everyday life.
Višoko

4.4.3

Strengthening cultural resources
The Living Heritage projects have not only raised local awareness of heritage resources,
as in Jablanica, for example, or Bugojno; they have often left them in a much stronger
position to sustain themselves in future. The confidence, experience and memberships
of traditional dance and music groups has been transformed, helping them to become
much more secure within and beyond their own communities. New resources, for rehearsal work and production, established in Visnjevo, Šipovo and elsewhere, will support work in years to come. Sites such as Travnik Stari Grad, Vranduk Castle and
Jablanica War Museum have not only seen physical improvements, but also development of their offer to locals and visitors alike.
The potential risks of linking culture and identity with community development are obvious from the recent history of Bosnia Herzegovina. These matters are complex and
demand great sensitivity, however, it is clear from several projects that ignoring this resource is not necessarily the wisest response. In Ćatići, there was little interest in traditional Croat heritage before the war, though the community then numbered 18,000,
compared to 4,000 today. But it is evident that the development of the folklore group,
through the Living Heritage project, has helped build the confidence of those Croats still
living in the region, and it has been said that they are the village’s best ambassadors. The
community events that the group has put on, which have included other ethnic groups
both as performers and in the audience, have been a demonstration of the legitimacy of
different cultures and the possibility of cooperation. Though it is impossible to assess
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such intangible questions, those involved in the folklore group, at least, see their activity
as contributing to the reconciliation process.
Visnjevo

4.5

Local economic development

4.5.1

Introduction
The aim of the Living Heritage programme is community rather than economic development, but it is important to consider the projects’ impact on the local economy. Although the grants are small in West European terms, they are relatively more significant:
the average grant of €6,500 is roughly equivalent to a teacher’s annual salary. Since almost all the project funds are spent locally, whether on wages, services or materials, they
can make a contribution to small communities.

4.5.2

Employment and micro-business
Given the very strong emphasis on voluntary work described below, there has been a
correspondingly lesser impact on even temporary job creation. Some of the construction
projects did employ local builders and artisans where key skills were needed – as in the
timberwork for the traditional house in Ribnik, or the roof of the former police station at
Guča Gora – and thus provided work for local people. In some cases, such as Bugojno
and Prozor-Rama, a project coordinator was employed for a period. Though pay rates
are not high, and the work is not permanent, they reflect local norms and help rural
economies where unemployment is very high and contributing to urban migration. In
the third cycle of projects, it is anticipated that the traditional handicrafts project will
help develop a source of income for makers, and especially for women; at the present
stage of development, this remains speculative.

4.5.3

Tourism development
Tourism in Bosnia Herzegovina, both internal and external, is at an early stage of development, and is shaped by distinctive characteristics such as the large number of Bosnians living abroad, and the substantial local presence of military, diplomatic, technical
and humanitarian staff from other countries. A number of the earlier projects, notably
Travnik, had ambitions in relation to tourism; in the third year, the programme has focused more directly on this slowly changing market. It is evident that the Living Heri-
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tage programme can improve the tourism offer, and this can be seen in Travnik itself, as
well as Vranduk Castle, Visoko, Jablanica and elsewhere. In doing so, it is helping to lay a
crucial foundation for tourism development, but developing that market, and the support service it requires (to a standard it now expects) is another matter, and beyond both
the remit and the capacity of Living Heritage.
Travnik

4.5.4

Additional investment
The Living Heritage programme requires project applicants to raise a proportion of the
costs (typically 25%) from other sources, including help in kind, voluntary work and
money from other donors. This is both evidence of commitment on the part of the project teams, and a way of helping them identify other sources of longer-term support.

Financial assistance and donations
As already mentioned, the Living Heritage programme in Bosnia Herzegovina has been
especially successful in raising additional funds, with a total of over €130,000 raised in
matching funds by 14 projects: the total for the programme is likely to be double this.10
In some cases, this has been very substantial: Kakanj municipality invested about
€50,000 in the renovation and paving of the small street. In Visoko, the council has
awarded the museum a monthly grant of 150KM (€88) towards the cost of maintaining
the tanning mill, in addition to its gift of the site with tax-free status. In all, 12 of the 14
projects reviewed received cash awards from the local municipality: excluding the large
grants in Ribnik and Visoko, the average contribution from local government was about
€1,150 to each project. Private sector commitment was also strong, with 12 of the 14
projects securing contributions of cash, materials or other assistance from local businesses, at an average level of about €1,850 per project. In some projects money was also
raised from the diaspora, or from foreign sources: the Croatian government donated
€4,000 to re-roof the former school at Novi Travnik and a major grant was provided by
the EU for the next stage of the Travnik fortress restoration. Other sources included
local and national NGOs, the church and small foundations.

Help in kind
Help in kind was most common from the business community, and included timber and
building materials, printing services, transport, excavation work and similar resources;
in Šipovo, Travnik and Jablanica local hydroelectric companies provided free connections and power. Local government was also a significant donor, especially in donating
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land (as in Ribnik, where the property given for the house was valued at about €18,000),
or buildings (Novi Travnik, where the former school was given to the new Heritage NGO
on a five year, rent-free lease). Local people also contributed materials, artefacts for museums and unquantifiable resources in the form of transport, food and hospitality.

Voluntary work
The project teams, which each included between 6 and 15 people, worked for months on
the planning, preparation and delivery of their ideas. A much larger group of people became involved in cleaning and construction work, in research, in making costumes and
collecting historical material, in rehearsals and performances and in much other work. It
is impossible to calculate even the extent of this time, still less its value, but it is evident
that none of Living Heritage projects could have been achieved without the generous
voluntary commitment of hundreds of people.
Bugojno

4.6

Environmental outcomes
Compared to the other countries in the Living Heritage programme, there has been relatively little work on natural heritage, and few of the projects have focused on this as a
primary goal: Fojnica is a notable exception. This is largely the result of the comparatively high priority placed on historic buildings, sites and reconstruction, which have
been more ambitious than elsewhere. There has been local environmental improvement
at sites such as Travnik Stari Grad or Prusac castle, as a result of ground clearing and
maintenance work. At Ribnik and Novi Travnik, among other sites, it is planned that
future developments will develop the ecological value of the surrounding grounds.

4.7

Impact on institutional practice and policy

4.7.1

Municipal authorities, museums and NGOs
Municipal authorities have been formal partners in several Living Heritage projects,
such as Ribnik and Donji Vakuf, and the experience has led to permanent changes in
their way of working. In Kakanj, as a result of working on the small street project, the
local council has now adopted the practice of involving community representatives in
event planning committees, and there is similar evidence of opening up elsewhere.
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Museums have been active partners in several Living Heritage projects, including
Jablanica, Travnik and Visoko, and they have not always found the experience easy. The
programme’s approach demands teamwork, and recognises technical expertise as a central, but not necessarily a dominant, element in that process; it also requires people to
think about the need for an initiative and the market that can ensure its sustainability.
These and other values of the programme were often challenging to assumptions and
established practice, but the results have been outstanding, with all the museums using
the experience as a way to refresh and modernise their thinking. As a result, museums in
Travnik and Visoko, among others have changed local perceptions of their role in the
city, becoming de facto local development organisations working in partnership with the
municipality, business, the community and others to improve the wider social, economic
and cultural situation. They have, in short, opened themselves up to the world.
Advisory Group

4.7.2

Impact on the national partners
Involvement in the Living Heritage programme has had a transformational impact on
Mozaik (formerly called the NGO Development Foundation), leading to a comprehensive
rethinking of the purpose and methodology of the organisation. Central to this has been
recognition of the value of a principle-based approach to community development. During the first year of the programme, as the foundation was implementing the Living
Heritage methodology, they simultaneous began to look at its implications for their own
practice. In the light of this, more conventional approaches such as simple grant-giving
on the one hand and direct intervention on the other, have been replaced with a methodology modelled on the Living Heritage’s own. One consequence has been to contribute to the development of Mozaik itself, and its growth as a major actor in its field
within Bosnia Herzegovina. The experience and track record it has established over the
past three years have been crucial in securing the support of other partners, including
the European Union for the third year of the programme.

4.8

Problems and negative outcomes

4.8.1

Introduction
Any new programme such as Living Heritage is likely to encounter various difficulties in
its implementation, as well as to encounter problems on the ground. It is also likely that,
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in a programme that aims to bring about change at community and institutional level,
challenges will arise: even positive change can produce tensions and entail costs. In fact,
thanks to the lessons learned in the other countries where the programme has been operational, such difficulties have been few in Bosnia Herzegovina. None the less, it is important to record and understand them where they have occurred, so this section describes problems, disappointments and negative outcomes in turn.
4.8.2

Problems
The programme did not encounter any general or structural problems in its implementation at national or local level: the methodology, well tried by now, proved effective and
durable. There were problems in individual projects, but they were not new in community development practice, nor, except in one or two cases, serious. They included unexpected needs, technical problems, cash flow and fundraising difficulties, changes in project teams and similar difficulties. Sometimes difficulties arose from the limited experience of those involved: the unrealism of doing woodwork, pottery and weaving in the
same small room at Šipovo might have been identified sooner with more knowledge of
these techniques. Personality clashes were significant only in one project, and might
have been foreseen with experience. However, such problems are the norm in community development work, and overcoming them is one of the principal ways in which
people build their skills, experience and confidence. There is no evidence that they were
related to the programme’s management, or could have been avoided.
Projects based in towns had to adopt more complex, and sometimes more formal, working processes than those in villages, where communication and cooperation tended to be
more straightforward. In places such as Novi Travnik or Bugojno, this resulted in the
creation of working groups with quite large numbers of members. The multiplication of
partners and the differences in their expectations were, in one or two cases, a cause of
serious difficulties in the partnerships themselves. The management of complex coalitions is not easy, and less experienced project teams found this difficult. In Ribnik, these
problems became serious enough to threaten the viability of the project itself, as the relationship between the leading

NGO

and members of the local community effectively

broke down. That the project itself did not collapse in these circumstances is a tribute to
the Living Heritage methodology (which puts important checks into the system) and the
close and sensitive support of the Mozaik Foundation staff.
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Mozaik staff identified a lack of focus, or a confused vision, as one cause of problems.
This was certainly correct in Šipovo and Bugojno, to cite two examples, but it is perhaps
better understood as the sign of a deeper difficulty – the lack of a clearly identified problem. In other words, the Bugojno team struggled to find the focus of their project because they did not know what problem it was intended to solve: they were trying to
shape an answer without knowing what the question was. This issue is of wider importance in the Living Heritage programme, and will be considered further in the final section of this report.
4.8.3

Disappointments
A recurring problem, though one which caused more frustration than failure, was the
readiness of some institutions (such as municipal authorities) to give fulsome expressions of support that were not followed by concrete action. More rarely, partners within
the project working group failed to deliver on their commitments in the same way. This
may be partly a result of the way in which Mozaik approached project initiation through
open planning meetings at which working group members were elected or nominated.
While this had important strengths, including transparency, it ran the risk that people’s
enthusiasm would lead them to make commitments they did not yet have the experience
to understand fully, or that they did not have the capacity to meet without substantial
support.
For one or two projects, including Šipovo, some disappointment resulted from a mismatch between the ambitions and capacities of the project teams, or the realism with
which they envisaged their goals. Sometimes, despite what is set out in the project plan,
or the assurances of understanding, people retain other ideas of what they can achieve:
there is, ultimately, so substitute for experience.

‘Another time, I wouldn’t measure the enthusiasm of
the community by my own; I wouldn’t assume certain
things…’
4.9

Sustainability
Living Heritage projects are intended to be time-limited, in the sense that they are set up
to achieve a specific goal of intrinsic value and not dependent on continuing support.
Each has a clear end point, when those involved and the wider community can see that
the task has been completed. At the same time, however, the concept of sustainable development is intrinsic to the programme and expressed or implied in several of its guiding principles. The aim of each project, therefore, is not only to attain its goal, but also to
bring about a change in the situation that leaves a permanent improvement. Sustainability does not necessarily mean that a project should continue indefinitely, but rather that
people are better equipped to work towards their long-term ambitions. The test of a
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project’s success is not whether it continues in the original form, but whether it leads to
lasting benefits and further developments, whether or not they follow the form of the
original project. The following table provides a summary of these points in relation to
the fourteen projects visited in 2005.
Project

Continuing work

Continuing team

New work

Sustainable

Bugojno

?

?

-

N

Donji Vakuf

Y

Y

?

Y

Guča Gora

Y

Y

Y

Y

Mrkonjić Grad

Y

Y

Y

Y

Novi Travnik

Y

Y

Y

Y

Prozor-Rama

Y

Y

Y

?

Ribnik

Y

?

-

?

Šipovo

Y

?

-

?

Travnik

Y

Y

Y

Y

Visnjevo

Y

Y

Y

Y

Ćatići

Y

Y

-

Y

Jablanica

Y

?

-

Y

Kakanj

Y

Y

Y

Y

Visoko

Y

?

Y

Y

It will be seen that in almost every case, work has continued after the project’s conclusion, often with the same team of people (in some cases, only part of the team). About
half the projects have not only continued to develop the original project, but have undertaken new work as a result of the success of the first. At the time of writing ten out of
the 14 projects look to be sustainable in the medium term.
Kraljeva Sutjeska
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5.1

Assessing the Living Heritage Programme

5.1.1

Introduction
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This section of the report considers the experience of developing the Living Heritage
programme in Bosnia Herzegovina, as the end of the three-year period approaches. It
looks at how the original concept, and the principles through which it is expressed, have
stood up to experience, and it considers some of the practical issues relating to implementation. But before turning to details of the programme itself, it is worth observing
that, as the total number of Living Heritage projects approaches 150 in 4 countries, the
outright failures may be counted in single figures. But the general experience, here as in
the other countries in the programme, has been of consistently exceeding the expectations of those who proposed and undertook them. It is, in short, a remarkable record of
achievement, in which Bosnia Herzegovina has played a distinguished part.
5.1.2

The original concept
The Living Heritage programme sees culture as an asset rather than a liability: it is a resource people can use in addressing community problems and development needs. In
this respect, it has two key advantages. First, people generally regard it positively, even
when they do not feel they have a strong personal interest in it; secondly, with obvious
exceptions, such as designated historic monuments, it is generally within people’s control, capacities and expertise.
As a result, heritage projects tend to focus on potential rather than the problems often
implicit in other programmes. They celebrate or draw attention to an object of local
confidence, rather than defining a situation or, even worse, a group as problematic. This
cultural aspect of the programme attracted many participants who would not otherwise
have taken part (e.g. Guča Gora, Mrkonjić Grad, Visnjevo). Most of them had not previously done a project at all. Although some schemes, such as the museum developments
in Novi Travnik or Visoko, were relatively conventional as concepts, the way in which
work developed was much less so, because of the wide community involvement. The
extent of participation in Ćatići, Kakanj and elsewhere shows that everyone can find
their place in a cultural project, whatever their perceived abilities or social status.
The Living Heritage principles have been an effective underpinning for the programme,
and where problems have occurred they can often be seen to relate to failure to observe
one of the principles effectively. However, they have perhaps not been as central to practice as they might be, and it is doubtful how far they can be expected to guide the future
thinking and work of the project teams.
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Programme implementation

Project identification and development
Mozaik undertook project identification through fieldwork, based on the model developed in Macedonia and Bulgaria. This was further developed in Bosnia Herzegovina,
with a more formalised approach to community facilitation and the election of project
teams at the end of full day public meetings. The democratic value of such an approach
is self-evident, and it helped to ensure a high degree of legitimacy for the team in all
cases but one.
The project development process, through workshops and the application procedure,
was very effective, and confirmed the experience elsewhere of the value of investing time
to support the project teams from the start. The concrete, project-centred approach to
training proved itself once again, with those taking part being very positive about the
practical nature and applicability of the workshops and other support from Mozaik staff
and consultants.
Mozaik itself was on a steep learning curve in delivering the Living Heritage programme,
and it is arguable that more specialist support should have been offered by KBF. While
the organisation shows the highest expertise in its work, and specifically in community
development, it began with less experience of the specific issues that can arise from heritage work. Some of the problems encountered – for instance in relation to the compatibility of different craft activities in the small space available at Šipovo – might have been
foreseen and avoided if such experience had been available. There is no criticism of the
Mozaik staff and freelance facilitators, who have gained knowledge of the issues quickly
over the period: rather, it should signal to the King Baudouin Foundation the importance of ensuring specialist support to its operation partners wherever necessary.

Grants
Living Heritage grants in Bosnia Herzegovina were small: a maximum of €7,000 in the
first year, reduced to €6,000 in subsequent years. This reflects a general trend to reducing the size of grants across the programme, from awards comfortably in five figures to a
standard similar to that established in BiH: thus in Romania, average grant size has
fallen from €8,800 in 2002 to €5,100 in 2004. Experience has shown that, keeping grants
to a minimum, but ensuring high levels of human support from community facilitators
and advisors, and through training, is much more effective.
Most of the grantees, in any case, had not previously received any grant, and found the
award of €6,000 immensely valuable, both in itself and as an expression of confidence.
Good planning meant that it was sufficient to allow them to achieve their aims, while
challenging them to get as much matching support as possible from other sources, and
making the most of voluntary commitment. One or two of the larger project managers,
including NGOs and museums, were more used to handling substantial budgets (though
not necessarily in the form of donor grants), and questioned the expectations that Mo-
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zaik had in relation to the size of the investment. This was not problematic, however,
and may be seen as symptom of their changing understanding of partnership working.

Project support
The support given to projects by Mozaik has been exemplary throughout. The identification process, with its distinctive local aspects, was an effective way of initiating projects, though it risked people making unrealistic commitments in their enthusiasm. The
training equipped people with useful and appropriate skills whose application is evident
not only the projects, but in the ease with which teams handle the basic community development concepts involved. The principle-based approach has helped underpin the
work, and people involved in projects showed a notably clear sense of the core values of
community work as well as the more usual sense of the importance of culture.
It is also important that Mozaik were prepared to extend their support to those projects,
such as Ribnik, that did experience more difficulties. Although this sometimes put substantial pressure on a small staff team, and the time invested did not always seem to
show much return, the effort was justified both in itself and through the improvements
secured in a number of the projects.
Only two or three projects should be considered real failures, and it is not evident that
even these could have been avoided. In each case, there were solid reasons for initiating
the work, and for considering that those involved would be able to achieve their aims.
There are some key areas where problems arose, most of them recognised by Mosaik’s
own analysis of the programme. They include:
• Insufficient clarity about aims, lack of focus, or overambitious programmes;
• Insufficient clarity about ownership, particularly where property is concerned;
• Limited experience of the particular issues of heritage and cultural projects.

The advisory group
As in other countries, an advisory group was set up to guide decisions about the grant
making process. The membership was varied, including people with heritage, museum,
academic and media backgrounds.11 Their skills and contacts proved to be very important not only in the project selection stage, but also in subsequent development.

5.2

The future of Living Heritage in Bosnia Herzegovina

5.2.1

Introduction
The Living Heritage programme is now in its third year in Bosnia Herzegovina, and has
already completed its period of work in the other three countries. The future sustainability of the work, or at least its values and methods, must therefore be a primary concern. This final section of the report considers some of these aspects.
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Helping existing projects to build on their achievements
With a few exceptions, the Living Heritage projects in Bosnia Herzegovina have been
very successful. It is also notable that most have continued developing, albeit at a different pace, since the project itself came to a formal end. However, it is always difficult to
move from a period in which financial and technical support is available to one of independence. In the case of some projects (including Šipovo and Bugojno), the teams have
struggled to make the transition and have suffered a loss of confidence and direction as a
result.
It would therefore be wise to plan some post-completion support for every Living Heritage project. The most effective way to do this would be to make available a day of
community facilitator’s time for a debriefing and to help with planning the next steps. In
exceptional cases, this might be increased to two or three days which might be drawn on
over the course of the following year, when a project could benefit from continuing
technical support to fulfil its potential. Such a commitment would be a cost-effective
way of ensuring that projects successfully negotiate the sensitive process of becoming
fully independent of the programme.

5.2.3

Developing new projects using the Living Heritage model
The changes in Mozaik’s structure and methods associated with experience of the Living
Heritage programme have been very significant, and suggest that there is a good future
in Bosnia Herzegovina for a principle-based approach to community development.
There is every reason for confidence in Mozaik’s future work in this field, and their existing programmes could accommodate Living Heritage type projects.
One question that might be considered is whether to maintain ‘Living Heritage’ as a title
within the programme: it is a strong brand and maintaining it might help develop good
new projects that would not otherwise come forward. It is also possible that new resources could be secured through other foundations for this approach to community
development on the basis of success to date.
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APPENDIX

The evaluation process
The evaluation was prepared through analysis of documentary records and background
information, with fieldwork undertaken between 28 May and 5 June 2005. Fourteen projects were visited during this period, from all three years. Although it was not possible to
visit all the Living Heritage projects in Bosnia Herzegovina during the period, those chosen were a representative cross-section of the programme’s work.
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