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Abstract

The aim of this study was to explore and describe how a recent public health emergency
affected the management of community sport organisations (CSOs) in favelas and how
the crisis management strategy shaped community resilience. We relied upon the stake-
holder theory of crisis management, which posits that during crises, organisations should
adopt management practices that address the needs of multiple stakeholders rather than
merely focusing on organisational survival. We conducted 13 interviews with sport man-
agers of CSOs located in favelas in four different regions of the city of Rio de Janeiro,
Brazil. Findings show that managers respond to the crisis by focusing on community sup-
port and resilience. Three factors informed the relationship between management prac-
tices and community resilience: sense of leadership and responsibility, filling the gaps of
the public sector, and equality, diversity, and inclusion practices. Our study extends the
application of stakeholder theory of crisis management to suggest the importance of con-
sidering the inclusion of stakeholders (e.g., government, sport managers) who have been
ignored in the proposition of the theory and in the sport management literature. Theoret-
ical and practical implications are discussed.

Keywords: crisis management, disadvantaged communities, extreme events, public
health, resilience, social impact.

1. Introduction

Community sport organisations (CSOs) are locally based, non-profit or voluntary
associations that provide sport and physical activity opportunities to community mem-
bers. They play a crucial role in promoting health, social cohesion, and youth develop-
ment. While the sport management literature includes numerous studies on CSO man-
agement practices (e.g., Doherty & Cuskelly, 2020; Hoeber et al., 2015; Jones et al., 2018;
Wicker & Breuer, 2011), scholars have not investigated how CSOs manage crises and the
impacts of their practices on local communities. In a volatile world where extreme events

and crises are increasingly frequent, we argue that this represents an important gap in the
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literature, as CSOs play a crucial role in supporting the social development of the commu-
nities in which they operate (Edwards, 2015; Skinner et al., 2008).

While extreme events can affect CSOs in any context, organisations in low- and
medium-income countries! (World Bank, 2024) are disproportionately impacted com-
pared to those in high-income countries due to structural vulnerabilities and limited fund-
ing alternatives (Hallegatte et al., 2016). Therefore, exploring the impacts of extreme events
on CSOs in low- and medium-income countries has additional humanitarian importance.
Depending on how CSOs manage crises generated by such events, they can have positive
impacts on the local communities where they are located, leading to desirable social out-
comes, such as community resilience and recovery. Considering the importance of the con-
text, we investigate CSOs in Brazilian favelas, which are highly vulnerable communities
that typically lack government support (Cardin, 2024). Therefore, in this study, we aimed
to explore and describe how a recent public health emergency affected the management of
CSOs in favelas and how the crisis management strategy adopted affected community re-
silience. Public health emergency has been defined as an occurrence or imminent threat of
a disease or health condition that creates a high risk of significant numbers of fatalities
and/or long-term disabilities in human beings (Sharma et al., 2024).

We used the case of COVID-19, a public health emergency, to investigate how
CSO managers in favelas managed the crisis it generated. While the pandemic was the
trigger that created the emergency, the crisis had significant organisational consequences
for the CSOs. Regarding crisis management strategies, prior to our study, we did not
know whether these organisations would simply cease operations — given that they
were prohibited from conducting their primary activities (in-person sport and physical
activity classes) — or whether they would adapt and find ways to continue. If adaptation
did occur, we were uncertain about which strategies and management practices they
would employ to build resilience and survive the crisis. Assuming positive adaptive ca-
pabilities among the CSOs (sufficient to survive the crisis), we expected that these im-
proved capabilities would also benefit the wider community, supporting its path toward
greater resilience. That was an opportunity to study the relationship between CSO man-
agement and community resilience, which is one of the desirable social outcomes of crisis

management (Pfefferbaum et al., 2015).

For this study, we apply the following definition of community resilience: “the
collective ability of a neighbourhood or geographically defined area to deal with stressors
and efficiently resume the rhythms of daily life through cooperation following shocks”
(Aldrich & Meyer, 2015, p. 255). Then, we build upon Norris et al.'s (2008) conceptual
framework, which portrays community resilience as an emergent ability arising from the
dynamic interaction of four capacities: community competence, information and commu-
nication, social capital, and economic power. This is arguably the best framework to ex-
plain the role of local organisations. For instance, their concept of community competence
directly addresses how local organisations contribute to collective action, decision-making,
and problem-solving during crisis. The four adaptive capacities they identify all implicitly

or explicitly depend on local organisational structures. Therefore, supported by this
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framework, strategies that CSO managers used to manage the crisis would be related to 83
the community resilience (either in a positive or negative way). 84
The scarcity of research on CSO management and their relationship with commu- 85
nity resilience can be partially attributed to the socioeconomic contexts of previous studies, 86
which have been predominantly conducted in high-income countries such as Australia, 87
the United States, and Canada (Anderson-Butcher et al., 2014; Doherty & Cuskelly, 2020; 88
Hoeber et al., 2015; Sotiriadou & Wicker, 2013). These studies have focused primarily on 89
exploring how effective management can provide better opportunities for participationin 90
sport, dance, recreation, and other physical activities (Misener & Doherty, 2009), but they 91
have not addressed either crisis management or the impact of management on community 92
resilience. 93
To design the study, we drew on the stakeholder theory of crisis management 94
(Alpaslan et al., 2009), which posits that during external crises, organisations should ad- 95
dress stakeholders' needs — in line with the principles of stakeholder theory (Freeman, 96
1984) — rather than merely focusing on organisational survival. The theory proposes that, 97
beyond contractual obligations, organisations must uphold their social and ethical respon- 98
sibilities toward multiple stakeholders during crises (Alpaslan et al.,, 2009). This tenet 99
aligns with community resilience, where the capacity to withstand and recover from ad- 100
versity is fundamentally dependent on the strength of relationships among organisations, 101
individuals, and institutions within a community. Organisations that fulfil their ethical 102
responsibilities to stakeholders during times of crisis are therefore expected to generate 103
social impacts that support a more resilient community. In the sport management litera- 104
ture, we identified only a few studies exploring crisis management in CSOs (Parnell et al., 105
2019; Wicker et al., 2013). However, these studies did not examine the relationship between 106
CSO management and community resilience. To address our aim, we seek to answer the 107
following research questions (RQs): 108
RQ1: How did managers of favela CSOs respond to a public health emergency? 109

RQ2: What factors affected the relationship between management practices and 110

community resilience? If any, how? 111
Literature Review 112
Stakeholder Theory of Crisis Management 113

A limitation of the stakeholder theory when applied to situations of crisis is that 114
the theory tends to define the stakeholders that matter based on the salience framework. 115
Mitchell et al. (1997) defined salience based on three stakeholder attributes — power, legit- 116
imacy, and urgency. The problem is that applying this principle during crises would ex- 117
clude those who need the most the support from organisations. Therefore, to understand 118
how CSO managers in favelas support residents during a public health emergency, we 119
draw upon the stakeholder theory of crisis management. The relationship between the 120
stakeholder theory of crisis management (Alpaslan et al., 2009) and the broader stake- 121
holder theory (Freeman, 1984) is that the former applies and extends the latter's funda- 122
mental principles to the context of crisis. Specifically, the stakeholder theory of crisis man- 123
agement emphasises that, during crises, organisations benefit from responding to stake- 124
holders’ needs, acknowledging their intrinsic value, rather than adopting either a narrower 125

salience framework or an economic (shareholder) approach. The stakeholder theory of 126
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crisis management does not prescribe a specific hierarchy or priority of stakeholders; in- 127
stead, it emphasises that the inclusion and attention to stakeholders should be based on 128
their potential or actual risk of harm, caused by the organisation's actions or inactions dur- 129
ing crises. Managers are encouraged to identify stakeholders through their exposure to 130
potential or actual threats, rather than solely based on their influence or salience. This ap- 131
proach ensures that stakeholders at greatest risk or experiencing potential harm receive 132
attention during crises. The crisis-specific model thus operationalises Freeman’s stake- 133
holder theory by highlighting its relevance in complex situations of crisis. 134

While the stakeholder theory of crisis management has been influential to discuss 135
crisis in mainstream management (e.g. Meintjes & Botha, 2024; Ng et al., 2022), its direct 136
application in sport management remains limited. An explanation for this gap is that most 137
sport organisations operate in the non-profit sector (Winand & Anagnostopoulos, 2019) 138
and the theory was proposed for corporations. Nevertheless, the principles outlined by 139
Alpaslan et al. (2009) resonate with existing sport management studies that emphasise the 140
importance of stakeholder engagement during crises. For instance, Friedman et al. (2004) 141
discuss the utility of stakeholder theory to manage “issues” within sport organisations. 142
They define both sport organisations and issues (anything that affects organisational per- 143
formance) in a broad sense. To a certain extant agreeing with Alpaslan et al. (2009), Fried- 144
man et al. presuppose that to manage issues, sport managers need to address the needs of 145
different stakeholders, including those who might not bring an immediate financial benefit 146
for the organisation. Leopkey and Parent (2009) analysed the risks (e.g. security threats, 147
financial crisis) that sport mega-event managers may face. Risks can be considered ante- 148
cedents of foreseeable crisis in the management of a sport event. According to the authors, 149
sport managers manage stakeholders' expectations when they see an imminent risk pri- 150
marily through strategic prioritisation of stakeholder needs. For instance, a strategic deci- 151
sion to manage risk (and potentially crisis) is to anticipate stakeholders” expectations about 152
how their needs will be addressed. Then, managers can act accordingly. Leopkey and Par- 153
ent’s study supports Alpaslan et al.’s (2009) theory when they argue for proactive rather 154
than reactive strategies in handling crises/risks. 155

Alpaslan et al. (2009) propose that the model is associated with higher frequencies 156
of proactive behaviours from managers to face crises, implying that such behaviours may 157
have a vital role to play in organisational resilience and survival. Organisational resilience 158
has been defined as a combination of cognitive, behavioural, and contextual properties 159
that increase an organisation’s ability to understand its situation and develop customised 160
responses that will allow it to survive emergencies and to prosper in the face of it (Leng- 161
nick-Hall et al., 2011). The rationale is that the organisation needs to survive not only to 162
attain corporate aims but also to assist stakeholders in a moment of crisis. Alpaslan et al. 163
(2009) argue that “developing trusting and cooperative relationships with stakeholders 164
enable the organisation and its stakeholders to prepare and respond to crises more effi- 165
ciently, effectively, and ethically” (p. 39). The theory supports the existence of a mutually 166
beneficial process, where focusing on stakeholders’ needs has positive effects on both the 167
organisation and stakeholders. Therefore, the theory supports the argument that a rela- 168
tionship between specific management practices and community resilience is likely to ex- 169

ist. 170
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Community Resilience 171

Norris et al. (2008) conceptual framework was used in this study because of the 172
usefulness of the model to explain the role of local organisations to support community 173
resilience after emergency and disasters. It defines community resilience through four 174

adaptive capacities: community competence, information and communication, social cap- 175

ital, and economic power. The model also understands community resilience as a dy- 176
namic process linking those adaptive capacities with dynamic attributes such as robust- 177
ness, redundancy, and rapidity —to successful community adaptation following emer- 178
gencies and disasters. The robustness, redundancy, and rapidity of the capacities allow 179
them to buffer or counteract the effects of stressors either individually or through substi- 180

tution when one capacity is weak or compromised. For example, strong social capital can 181

compensate for some economic shortfalls by facilitating mutual aid, while effective infor- 182

mation systems enhance community competence by improving coordination and re- 183
sponse flexibility. This is particular important in marginalised communities like favelas 184
where economic struggles are very frequent, but the social network and the communica- 185
tion system tend to be strong. 186

Some studies have highlighted the importance of local organisations, particularly 187

NGOs, in the development of community resilience (e.g., Aldrich & Meyer, 2015; Magis, 188

2010). They argue that these organisations play a crucial role in providing support and 189
resources to communities in times of crisis, as well as in building the capacity of commu- 190
nities to prepare for and respond to disasters. One key aspect of community resilience is 191
the ability of a community to mobilise resources and coordinate efforts in response to a 192

crisis. Local NGOs often play a central role in this process, as they are well-positioned to 193

understand the needs and priorities of the communities they serve (Aldrich & Meyer, 194
2015). For example, analysing the Swedish context, Linnell (2014) found that voluntary 195
organisations play an important role to respond to emergencies and disasters; those or- 196
ganisations rely mainly on traditional forms of information and communication (one of 197
the capacities in Norris et al.’s model) to provide relief for emergencies and disasters. 198

In addition to their role in emergency response, local NGOs also contribute to the 199
long-term development of community resilience by building the capacity of communities 200
to prepare for and mitigate the impacts of disasters. For instance, relying on social capital 201

and community competence, Mutch (2023) found that schools take responsibility to miti- 202

gate the impacts of extreme events (e.g., earthquake, pandemics) and support their com- 203
munities before, during and after emergencies and disasters. In the current study, we 204
want to advance the knowledge by investigating not only if or when, but mainly how 205
NGOs provide support for community resilience. 206
Management Practices in CSOs 207

We were not able to find articles in the sport management literature discussing 208
how crises affect management practices of CSOs and how such practices could lead to 209
community resilience. However, the literature has a few articles discussing how crises af- 210
fect management practices in CSOs and how such practices could lead to organisational 211
resilience. It is relevant to review such articles for two reasons. First, they explore manage- 212

ment practices in the context of CSOs during crisis, as we do in the current study. Second, 213
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there is a relationship between organisational resilience and community resilience, as re- 214
silient organisations provide critical resources (e.g., services, infrastructure) during crises 215
to boost and support community resilience (Norris et al., 2008; Weick & Sutcliffe, 2007). 216

Analysing a sample of CSOs in Australia, Wicker et al. (2013) provided some sug- 217
gestions on how such organisations could change their management practices to become 218
more resilient and alleviate the consequences of disasters. They propose that external 219
stakeholders are crucial in providing financial aid and access to facilities during recovery = 220
efforts. Specifically, the study asserts that CSOs should proactively pursue support from 221
government agencies (and other external stakeholders) and consider forming interorgani- 222
sational networks to enhance resource acquisition, which has a direct impact on daily man- 223
agement practices. Their approach matches the basic tenets of the stakeholder theory of 224
crisis management, which advocates for a stakeholder-based approach in moments of cri- 225
sis. As their focus was on organisational resilience, and not on community resilience, they 226
suggested that other stakeholders, such as the local community and volunteers could help 227
CSOs to recover from extreme events. In the current study, focusing on community resili- 228
ence, we investigate the other direction of this relationship: how CSOs can help communi- 229
ties to recover from extreme events. 230

Parnell et al. (2019) explored the impact of austerity (a type of crisis) on English 231
CSOs, which do vary in size, structure and governance, but primarily have the aim of 232
providing sport and physical activity opportunities to people in low-income communities. 233
Similar to Wicker et al. (2013), they argue that external stakeholders, mainly governmental 234
agencies, are crucial in providing financial aid in times of austerity. Then, they discuss 235
management practices (e.g., fundraising) which may make CSOs more resilient during cri- 236
sis. They do not discuss community resilience, but they do emphasise how stakeholders 237
are involved in forming networks, securing resources, and adapting to tackle austerity- 238
induced crisis. Once more the principles of the stakeholder management theory of crisis 239
management are present in the analysis, where the authors highlight the important of var- 240
ious stakeholders not only those with financial power to help the organisations to over- 241
come austerity. 242

Defining and understanding effective management practices is essential for re- 243
sponding to crises and for shaping proactive strategies when crises come (Comfort et al., 244
2010). Therefore, we believe it is also important to review the sport management literature 245
related to management practices that define the effectiveness of CSOs, even when studies 246
do not approach crisis directly. To understand organisational effectiveness, previous stud- 247
ies in sport management have investigated organisational capacity, which forms the foun- 248
dations of management practices (Light, 2004). Wicker and Breuer (2011) define organisa- 249
tional capacity as the organisation’s potential (structure plus behaviours) that can be used 250
to carry on management practices and then achieve organisational goals. Investigating 251
German sport clubs, they found that acquiring resources — mainly infrastructure and hu- 252
man resources — is a fundamental practice to facilitate operations and create organisational 253
capacity. Similarly, Doherty and Cuskelly (2020), studying organisational capacity of CSOs 254
in Canada, found that the ability to acquire human resources (particularly volunteers) rep- 255
resents the most critical dimension of capacity for such organisations to perform well on 256

their daily activities. Misener and Doherty (2013) explored how CSOs engage with external 257
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partners. They found that partnerships often lead to enhanced organisational capacity by 258
providing necessary resources such as facilities, equipment, and funding, which directly 259
impact day-to-day operations. There is limited literature on CSOs in low- and medium- 260
income countries. The few exceptions (e.g., Marshall & Barry, 2015) do not investigate ei- 261
ther management practices or effectiveness of the CSOs, rather they focus on how sport 262
can contribute to social development in the region, frequently adopting a sport for devel- 263
opment approach. 264

The lack of studies examining how crises affect the management practices of CSOs 265
and how such practices contribute to community resilience represents an important re- 266
search gap. Local organisations serve as frontline responders in extreme events (e.g., nat- 267
ural disasters, pandemics), yet their crisis management practices are understudied during 268
these critical periods (Kapucu et al., 2022). While the sport management literature has pro- 269
duced valuable information on CSO management, the impact of management practiceson 270
community resilience still needs to be investigated. 271

There is also a lack of studies on CSOs in developing countries. While the literature 272
on sport for development has provide valuable investigations whose contexts are devel- 273
oping countries (Gadais et al., 2023; Lindsey & Grattan, 2012), previous studies have not 274
focused on the role of CSOs and their managers. Rather, they have focused on sport itself 275
and how it can promote social development. 276
The Context: CSOs in Communities Deprived of Resources in Brazil 277

To understand management of CSOs in favelas, we need to understand the socio- 278
economic context where these organisations are located. At the macro level, favelas are 279
located in Brazil, a medium-income country according to the World Bank (2024). Despite 280
its middle-income status, Brazil has one of the highest levels of income inequality in the 281
world. It has had a Gini coefficient consistently above 0.50 in recent decades, mainly be- 282
cause the richest 10% of Brazilians capture approximately 55% of the national income (Car- 283
din, 2025). In 2023, the percentage of Brazil’s population with a per capita household in- 284
come below the poverty line was 27.4% and the proportion of the population living below 285
the extreme poverty line was 4.4% — indicating serious concerns with poverty (IBGE, 2024). 286
Brazil's inequality ranks among the most severe in Latin America and worldwide (Cardin, 287
2025). 288

According to the 2022 Census conducted by the “Instituto Brasileiro de Geografia 289
e Estatistica” (IBGE, 2024), approximately 16.4 million people — representing 8.1% of 290
Brazil's total population — reside in favelas, marking a significant increase from the 2010 291
Census, which reported that 6% of the population lived in such areas (Carneiro & Saraiva, 292
2024). These figures underscore the significant role that favelas play in Brazil's urban land- 293
scape and highlight the ongoing challenges related to housing, infrastructure, and social 294
services in these communities. Favelas represent the micro socioeconomic context of the 295
current study. 296

Favelas are informal settlements that have become the main form of affordable 297
housing in large Brazilian cities like Rio de Janeiro and Sao Paulo (Williamson, 2017). Fa- 298
velas have been mistranslated to English as slums, shantytowns, or ghettos, yet none of 299
these terms adequately captures what favelas represent in Brazil. They are neighbour- 300

hoods that emerge from unmet housing needs, developed without governmental 301
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regulation and based on the culture and available resources of their residents (Williamson, 302
2019). Favelas are resource-deprived communities because they receive limited govern- 303
ment assistance (Williamson, 2019). In this context, residents become more vulnerable to 304
impacts of crises, disasters and extreme events (Béné et al., 2012). Considering this context, 305
we applied the stakeholder dynamics used in the stakeholder theory of crisis management 306
(i.e. considering the salience of stakeholders based on the principle of need and not on their 307
economic value or power) to investigate how CSOs change their practices to respond toa 308

crisis. 309

2. Materials and Methods 310

We follow Denscombe (2014) to analyse the current case of CSOs in favelas. The 311
case offered a rare opportunity to investigate processes and relationships between man- 312
agement practices and community resilience in favelas during an extreme event. If a rela- 313
tionship between CSO management practices and community resilience exists, then the 314
application of some of the practices in similar contexts can have a humanitarian im- 315
portance. The purpose of the case study was theory-led, as we use it as an illustration of 316
how a particular theory — stakeholder theory of crisis management — applies in a real-life 317
setting. By analysing the case, we aim to provide examples of which management practices 318
supported the development of community resilience. Therefore, the case study has poten- 319
tial for analytic generalisation, which aims to test and expand the application of the theory 320
in different contexts (Yin, 2013). Findings from the case may be transferable to other CSOs 321
and can help to inform their crisis management strategies when seeking to support com- 322
munity resilience. 323
Procedures and Participants 324

The ethics committee of the first author’s university approved the project. Anin- 325
formation sheet was provided to the interviewees, explaining the aims of the research and 326
their rights, and asking their permission to record the interview. Considering the very spe- 327
cific population of interest (CSO mangers in Brazilian favelas), limited budget, and access 328
constraints to the site, we used a convenience sampling strategy (Bryman, 2016). Literature 329
supports that convenience sampling is common and acceptable in qualitative inquiry, 330
where the aim is rich description of a phenomenon rather than statistical generalisation 331
(Creswell & Poth, 2024). Two of the authors who live in favelas were responsible for se- 332
lecting the participants because they knew the aim of the study, had access to CSOs and 333
had discernment to choose participants with different characteristics. To define the num- 334
ber of interviews, we applied the principle of theoretical saturation (Guest et al., 2006). We 335
ended up conducting 13 interviews with sport managers of CSOs located in favelas in Rio 336
de Janeiro during the first semester of 2022. The main criterion that informed our strategy 337
to select CSOs was geographic location, to avoid hearing voices from only one region of 338
the city. Therefore, the selected CSOs were in favelas were located in four different regions 339
of the city: (1) Morro do Alemao, (2) Baixada Fluminense, (3) Rocinha, and (4) Regido Met- 340
ropolitana. We also tried to select male and female manager. Despite our efforts, we had 341
difficulty to recruit female managers. Ten of the managers were males. The two authors of 342
this study who live in favelas confirmed through anecdotal observations that only one out 343

of four sport leaders in favelas are female (Table 1). Although not ideal, our sample 344
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represents this proportionality. We conducted face-to-face semi-structured interviews, 345
where we had broad questions/guided topics to ensure that we were covering the key areas 346
while allowing conversation to flow naturally (Brinkmann & Kvale, 2015). Examples of 347
broad questions included: please, tell us how your sport organisation responded to the 348

crisis generated by the COVID-19 pandemic, and how your organisation supported the 349

community during that crisis. 350
351
352
353
Table 1 — Characteristics of participants and sport programmes 354
Manager Gender  Sport Location
A Male Boxing Morro do Aleméo
B Female  Dance Morro do Alemao
C Male Swimming  Morro do Alemao
D Female  Gymnastics Morro do Alemao
E Male Basketball =~ Baixada Fluminense
F Male Football Baixada Fluminense
G Male Football Baixada Fluminense
H Male Futsal Rocinha
I Male Muay Thai  Rocinha
J Male Tennis Rocinha
K Male Cycling Regiao Metropolitana
L Male Karate Regido Metropolitana
M Female  Boxing Regido Metropolitana
355
Data Analysis 356
All interviews were conducted and recorded in Portuguese by two members of 357

the research team who are native speakers. Then, the interviews were fully transcribed in 358

Portuguese and translated to English by the first author who is also bilingual Portuguese 359

English. A third person fluent in both languages back translated a sample of the inter- 360
views. No major differences were found between the versions. Interviews lasted from 25 361
to 40 minutes. We used NVivo 12 to undertake an iterative coding exercise and to iden- 362
tify key themes. The software helped us to organise the codes and explore areas of com- 363
monality. Based on this exercise, we identified and named the key themes described be- 364
low. We followed the six steps of reflexive thematic analysis proposed by Braun et al. 365

(2018). The themes that we present in the results section are meaning-based patterns that 366

were constructed through our analysis of the interviews in semantic ways. The first au- 367
thor coded the interviews; codes were then discussed with the second author, meeting 368
multiple times to discuss discrepancies. After agreeing about the codes, we developed 369

the themes. Braun et al.'s (2018) reflexive thematic analysis considers theme development 370
as fundamentally interpretive, and researcher driven. Our themes were constructed or 371
developed, not found, and we considered researchers' subjectivity a resource, not a bias 372
to be eliminated. Examples of codes that informed the first theme (shift to online engage- 373

ment) included sudden/forced change, gradual adoption of digital tools, no choice butto 374
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go online, and transition from in-person to online. After coding the interviews, the first 375
author visited some of the participants and their programmes in favelas to collect field 376
notes. We also gathered information from local mainstream media on how the pandemic 377
affected communities in favelas and how they responded to the crisis. Field notes and 378
media reports allowed us to triangulate the interview data, although the media data were 379

not collected systematically enough to constitute a full document analysis. 380

3. Results and Discussion 381

The aim of this study was to explore and describe how a recent public health emer- 382
gency affected the management of CSOs in favelas and how the crisis management strat- 383
egy affected community resilience. Before analysing codes and themes to answer our re- 384
search questions, we learned from the interviews that the context of favelas created a spe- 385
cial case study, with unique characteristics. Understanding such context was fundamental 386
for us to explore management practices and their impact on resilience. Many positive char- 387
acteristics of the context were mentioned in different interviews. For instance, managers 388
were proud to say that the local community had people with many talents and that their 389
sporting programmes existed to serve the local community. Manager K (cycling) said, “We 390
have been promoting cycling as a tool for social transformation. We focus on strategies to 391
reduce inequalities, promote citizenship, and facilitate income generation”. However, 392
some challenging characteristics were also mentioned. Violence was one of these. To illus- 393
trate the violence that surrounds some favelas, Manager A (boxing) said, “I have never 394
seen a male relative in my family dying of natural causes. All died by gun”. Opportunities 395
and talents but also violence have somehow shaped the objectives of CSOs in favelas. 396
Many managers expressed in their interviews that the mission of CSOs are related to “keep 397
kids safe” when their parents go work or after school hours. For example, Manager J (ten- 398
nis) said: “The main objective of our organisation is taking the children off the streets, to 399
prevent them spending their idle time in the streets. We try to guide them to use their idle 400
time in sport”. There is an implicit message in quotations like this that kids can be target 401
by crime or violence if they stay in the streets. 402

Another characteristic of the context is the challenge they face to have suitable fa- 403
cilities. Most programmes share facilities with other organisations. As Manager L (karate) 404
explained, they need to use the building of a local church to run the karate programme: 405
“The church is us, based on our faith; this needs to be separate from the building. We need 406
to use the building for the benefit of the whole community, to teach karate classes”. The 407
lack of adequate infrastructure affects the number of kids that each programme can re- 408
ceive. Running a very popular programme, Manager F (football) said: 409
Recently, during the activities, I witnessed a similar number of kids outside the sporting 410
pitch, replicating the activities that I was proposing to the kids who are on the pitch. Then, 411
I said to A [his co-manager], we need to do something, the demand is too high. We need 412
to expand our offer. I get emotional because I've seen kids doing the activities without 413
equipment, without support, outside the pitch... 414

Wicker and Breuer (2011) found that CSO managers in Germany rely on different 415
types of resources to create organisational capacity; however, these managers perceive in- 416

frastructure resources, such as sports facilities, as less difficult to acquire compared to 417
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human and financial resources. In a similar way, in Doherty and Cuskelly's (2020) study, 418
Canadian managers do not seem to be concerned about either the quality or the availability =~ 419
of facilities. In our findings, sport managers frequently mentioned infrastructure and fi- 420
nancial resources as barriers for them to operate in their full capacity, while human re- 421
sources were not mentioned. The context affects management practices of CSOs in favelas, 422
making them different from those in high-income country organisations. Understanding 423
these contextual differences is fundamental to keep our following analysis in perspective. 424
We focus now on presenting and discussing the results related to manager’s responses to 425
the crisis, to respond to RQ1. 426
RQ1: How did managers of favela CSOs respond to a public health emergency? 427

The interviews revealed that the pandemic imposed significant challenges for 428
CSOs in favelas, compelling managers to adapt their management practices in several 429
ways. While the managers provided a wide variety of examples on how their management 430
practices changed to address the crisis, the analytical work through our codes informed 431
two main themes: shift to online engagement and focus on community support. 432
Shift to online engagement 433

With the onset of lockdowns, managers quickly tried to transition to online classes 434
to continue engaging with students and families. They express in their interviews a genu- 435
ine concern about their students’ physical and mental health. In the meantime, they faced 436
challenges due to technological poverty, as many students lacked access to mobile devices 437
and/or stable internet connections. Manager A (boxing) said: “Online sessions were such 438
an ‘experience’, a forced ‘experience’. Some students engaged [with online training ses- 439
sions], but many did not engage. The biggest challenge was access to mobile phones, tech- 440
nology, and internet connection”. Technology poverty (or digital exclusion) in Brazil's fa- 441
velas remains a pressing issue, exacerbating existing socio-economic disparities (Mari, 442
2023). The academic literature has just started to explore the problem mostly because of 443
the pandemic (Nemer, 2022). However, in the context of CSOs, before the pandemic, this 444
was never a topic, because the mission of such organisations did not depend on digital 445
inclusion. All managers reported that digital exclusion created major problems for them 446
in continuing to provide online instruction to students. Beyond the impacts on physical 447
health, many expressed concerns about the mental health of kids who had previously been 448
involved in social groups through sporting activities but were then isolated. 449

In addition to digital exclusion, some managers reported that favela residents also 450
have space limitations. For example, Manager D (gymnastics) said: 451
Doing it [online sessions] reached everybody? Of course not! Many of our students have 452
difficulties to have access to mobile phones, to have access to internet, to have space in 453
their house to do any activity, to have any chat. Sometimes they live in one room, one space 454
for more than seven people... That was something that created a lot of difficulties for us to 455
have remote classes. 456

Despite these hurdles, efforts were made to provide some level of continuity in 457
sport practice and engagement. Although the changes in the management practices have 458
happened forcibly, the managers have not expressed anger or disappointment in the inter- 459

views. They sounded genuinely interested in keeping providing the best possible option 460



Soc. Sci. 2025, 14, x FOR PEER REVIEW 12 of 24

for their students. This creates a good link with the next theme: they changed their man- 461
agement practices to put even more emphasis on community support. 462
Focus on Community Support 463

The interview responses indicate that the CSO managers had a strong sense of 464
community and put emphasis on collective action during the pandemic. Managers shared 465
how they adapted their management practices to support families in need, for example, by 466
distributing food and hygiene supplies. Manager ] (tennis) informed that “During the pe- 467
riod we stopped our sporting activities, we changed our efforts to help the families of our 468
students, mainly with basic food baskets. The project wanted to stand by our students and 469
their families. Many parents lost their jobs”. Manager E (basketball) gave us a broader per- 470
spective on how CSOs changed their practices to support the local community: 471
From March 2020 to December 2021, we did social work. We helped to transport people to 472
vaccination centres. We delivered basic food baskets. We became part of a network called 473
“Unido Rio’. They started giving us some baskets. We moved from 20 to 100 baskets per 474
week. We got more than this. In December 2021, we had delivered 8,700 basic food baskets. 475
We like to think in terms of families. We helped thousands of families. [...] We are a small 476
team in our organisation. 477

In changing the focus from participants to the whole community, from sporting 478
activities to social work, favela managers decided to address the needs of stakeholders 479
who were not the primary beneficiaries of the organisations. This change was not informed 480
by their mission — provide sporting activities to residents — and, therefore, could have a 481
negative impact on the survival of the organisations. One can argue that they did not have 482
options, as they could not run sporting activities anyhow. However, instead of changing 483
their focus to community support, they could simply shut down and wait until the crisis 484
is gone. Many organisations in other sectors did this. Manager ] (tennis) said that this op- 485
tion was proposed to him: “Many people told me, ‘shut down the project’. But I couldn’t. 486
How could I do this to a hundred plus kids? It is very easy to say, ‘shut down” when you 487
are not from here, when you don’t live here”. Despite financial constraints, none of the 488
managers shut their doors. Manager B (dance) said: “We then started analysing alterna- 489
tives [rather than shutting down]. We had very few opportunities. We did not have 490
money...”. As an option for shutting down, they chose to change their main activities and 491
focus on “others”. This made the organisations more resilient. Manager A (boxing) ex- 492
plained: 493
The reason why this organisation became resilient was ‘the people’. We, Abrago Campedo 494
[name of the organisation] became a unit of force to combat the pandemic. For example, 495
we created the “moto-taxi Wakandai!" operation. We recruited partners [people in the com- 496
munity] to deliver basic food baskets, personal hygiene baskets to residents who were not 497
supposed to leave their houses. “Moto-taxi Wakanda” went to the most remote places in 498
Morro do Alemao to deliver baskets to residents. We became stronger. 499

Results like this one show how our findings extend the utility of the stakeholder 500
theory of crisis management (Alpaslan et al., 2009) to the context of non-profit sport or- 501
ganisations. For instance, using organisational resilience as an indicator of positive man- 502
agement of the crisis, we found support to apply Alpaslan et al.’s foundational assump- 503

tions to CSOs. Sport organisations in favelas became more resilient by focusing on 504
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residents’ needs. Sport organisations in favelas became more resilient by focusing on resi- 505
dents' needs. This resilience, shaped by community-centred approaches, speaks to a small 506
but growing body of inquiry within sport management scholarship seeking to understand 507
how organisations sustain themselves during and after crises. For instance, Wicker et al. 508
(2013) examined how CSOs adapt their management practices during extreme events to 509
build resilience. Applying some principles of the stakeholder theory of crisis management, 510
they suggest that these organisations should consider the interest of different stakeholders 511
but should focus on external stakeholders that could provide financial means for the or- 512
ganisations to recover. Although they were investigating CSOs, their results showed a util- 513
itarian logic consistent with the theory, where organisations sought stakeholders who 514
could help with organisational resilience and survival. 515

Elaborating deeper, our results show a different logic, which we call the socially 516
responsible logic. We found that in favelas, CSOs became more resilient by focusing on 517
external stakeholders, specifically on local community, which could not support them fi- 518
nancially. They focused on local community because residents needed their support to be- 519
come resilient and survive. In return, the community supported the CSOs back, making 520
them more resilient. It happens through a primary route. That is, to meet the needs of local 521
community, the CSO managers adopted proactive management practices, which also led 522
to organisational resilience. But this also happened through a secondary route, where the 523
gratitude and positive reactions (including continuing resilience) of the residents came 524
back making to the organisation in a virtuous cycle, which made them more resilient. 525
This advances the initial presuppositions of the utility of the stakeholder theory of crisis 526
management in sport management. In the literature, Friedman et al. (2004) presupposed 527
that to manage issues, sport managers need to be proactive and address the needs of many 528
stakeholders, including non-primary beneficiaries. Leopkey and Parent (2009) analysed 529
risks for sport mega-events and propose proactive decisions to manage risks though ad- 530
dressing multiple stakeholders’ needs. These are important initial results. In this study, we 531
move a step forward, from issues and risks to actual crisis to show that proactive manage- 532
ment practices focusing on local community can help CSOs to develop organisational re- 533
silience. 534

Resilience through focus on community support led CSOs leaders to do more than 535
distributing basic food and personal hygiene baskets. For instance, Manager K (cycling) 536
describes how he and his collaborators used their time to create a document that would 537
benefit the CSO and the community after the crisis: 538
From that moment, we developed the Agenda 2030 for our region. This is a book with 539
proposals for local development. It was supported and funded by ‘Casa Fluminense’, a 540
non-profit civil society organisation that helps to develop public policy in the city of Rio 541
de Janeiro. This organisation looks for medium, long-term solutions to help people in the 542
community. This is a document to press on public power to address our needs. The pan- 543
demic was a moment that facilitated the organisation. Every crisis — the pandemic was a 544
crisis — can be a path for new opportunities. From the most difficult moment, we found 545
solutions for complex problems of our community. 546

Initiatives like this one illustrate how changing management practices helped 547

CSOs to create organisational resilience. At the same time, the focus on local residents and 548
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their needs had a direct impact on community resilience. This creates a good link to our 549
RQ2. 550
RQ2: What factors affected the relationship between management practices and com- 551
munity resilience? If any, how? 552

The interviews show a strong relationship between CSO practices and community 553
resilience. CSO managers put the pandemic in perspective considering other crises and 554
extreme events that favela residents have passed. Manager G (football) explained: “The 555
COVID-19 pandemic was a very specific case in public health. But, in fact, we live a con- 556
stant pandemic: The lack of jobs, the lack of equal opportunities for all... While thereisa 557
lack of respect for others, we cannot progress”. Beyond the chronic inequality problems 558
that favela residents face, they also face specific extreme events on a regular basis, as Man- 559
ager E (basketball) said: 560
Rains have been causing destruction here in the West zone. We have had a lot of floodings 561
over the years, many people lost their houses. We collect donations for people who lose 562
everything. We were doing this in January, February 2020, when we got a flood. Then, 563
pandemic hit us here in March 2020. 564

CSO managers see themselves as community leaders in favelas, with a responsi- 565
bility not only to provide sport activities, but also to support the community when crises 566
hit. We consider the focus on community support as an adapted practice, adopted on 567
smaller scales during other extreme events. Despite their supporting practices, these or- 568
ganisations continued running their main activities: providing sport for the local commu- 569
nity. However, such practices were elevated to the main task of the CSOS during the pan- 570
demic, when they were not allowed to have sport classes anymore. Therefore, the sense of 571
leadership and responsibility was a major factor that affected the relationship between 572
management practices and community resilience. For instance, while the CSO managers 573
followed all guidelines of the authorities to stop with sporting activities, they also took the 574
frontline to organise support for affected families and, through their actions, to make sure 575
that their organisations still serve the community. 576

Analysing our data we found three factors that represent the relationship between 577
management practices and community resilience: sense of leadership and responsibility, 578
filling the gaps of the public sector, and equality, diversity, and inclusion practices. 579
Sense of Leadership and Responsibility 580

Analysing the pandemic crisis, Manager K (cycling) explained some leadership 581
decisions that affected community resilience: 582
Yes, in fact, we never stopped. We did not have a chance to stop. We had to keep going to 583
help people who were out there, suffering. We had no means to stop. [...] People used to 584
come at our doors asking for help. We are leaders, we are organisations, we have a duty. 585
Most people did not have anyone to ask for help, then they asked us. 586

Many codes highlight the role of community leaders and organisations in fostering 587
community resilience. The sense of duty to help others indicates that management prac- 588
tices centred on social responsibility were crucial for community resilience. However, the 589
relationship between CSO management practices and community resilience was not 590
straightforward as it might appear. First, some managers reported that their own staff 591

(teachers, supporting staff) were struggling with the pandemic. They decided that they 592
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needed to support their team first in order to then support the community. For instance, 593
Manager A (boxing) said: “I had to take care of my team, for my team to take care of the 594
people in the community”. Other managers reported personal struggles and losses, which 595
affected their ability to perform their managerial tasks. Manager D (gymnastics) said: 596
How could we donate anything to anyone if we didn’t have it ourselves? So, we had that 597
period... where we needed to restructure ourselves. We started with that impulse to talk... 598
to help other people, but suddenly we saw ourselves in our own darkest places, with fear. 599
We were in conflict. Then, we started trying to get stronger, to then help other people to 600
get stronger. 601

In previous studies on organisational resilience (Parnell et al., 2019; Wicker et al., 602
2013), feelings and struggles of managers were not a topic. They assumed managers as 603
professionals only. They portray managers as those responsible for finding solutions for 604
the crisis. This is certainly their professional function. However, in the case of extreme 605
events, this may misrepresent the complexity of crisis management. In the current study, 606
we advance the literature by showing the importance of considering managers as stake- 607
holders who are also going to be personally affected by the crisis they are managing, 608
mainly in the case of extreme events. 609

In the stakeholder theory of crisis management, Alpaslan et al. (2009) report man- 610
agers as the crucial actors to engage and maintain relationships with a broad set of external 611
stakeholders, with the aim of effectively manage crisis. Empirical studies in sport manage- 612
ment literature (e.g. Doherty & Cuskelly, 2020; Misener & Doherty, 2013) follow this ap- 613
proach. However, neither the theory nor the applied studies consider managers as a stake- 614
holder who is also affected by crisis. In the current study, the fact that staff and managers 615
needed to become personally resilient first to, then, help the community members to be- 616
come resilient is an important addition to the literature. 617

Between those who reported that they needed to overcome personal strugglesand 618
those who did not, many CSO managers told us how their management practices helped 619
community resilience. For example, Manager K (cycling) said, “...they [residents] talked 620
about the social actors who helped the community to face it. ‘Pedala Queimados’ [name of 621
the organisation] is very proud for having led such actions. We were sad because people 622
needed food. But we are happy we managed to alleviate their pain”. 623
Filling the Gaps of the Public Sector 624

CSO managers pointed out the absence of governmental support in the areas 625
where they are located. This is a common theme across all interviews. Some managers have 626
absorbed the long-term lack of public interventions in favelas and assumed that it was 627
their obligation to support the community. Others have explicitly talked about this and 628
how their organisations have filled the gaps left by the public sector during the pandemic. 629
Manager D (gymnastics) said: 630
We did not have governmental support for that. It was mainly a community job. All those 631
[NGQ] entities came because they saw that a strong community job was being done to 632
defend the public health of the community. Not only the public health related to corona- 633
virus, but also the public health related to mental health. I feel very fortunate for having 634
been part of this network. So, we went to the front line. We will be in the frontline as many 635

times as necessary. 636
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Manager D was highlighting the partnership between CSO and other non-govern- 637
mental organisations (NGOs) to support the community. While other NGOs got funds to 638
provide basic food personal hygiene baskets, the CSOs were responsible for receiving 639
those baskets and distribute them in the communities, supporting resilience. These baskets 640
were provided to address the basic needs of families that had requested public support 641
but had not received it. For instance, Manager I (muay thai) told us a story about a single 642
mom with three kids who collected a basket on a weekly basis: 643
She tried to contact the local authorities, but she never got an answer. We heard about 644
other people saying that their request for help was “under analysis” for 6-7 months, with 645
no answer, no help. People were unemployed and desperate. I heard many stories like this 646
one. 647

Manager M (boxing) confirmed the lack of public support and the role of politics 648
on all that: “When you realised that there was politics involved in all that, that the govern- 649
ment was not helping, it gave me anger and hatred”. During the pandemic, Brazil was 650
under a neoliberal regime that preferred to deny the seriousness of the public health emer- 651
gency (Canineu & Munoz, 2021). It is beyond the scope of the current study to analyse the 652
political scene of the country at that moment. However, as quotations like the one above 653
indicate, the denial mode adopted by the federal government had a highly negative impact 654
on those who needed support the most. Using the logic of social responsibility, we pro- 655
posed that favela CSOs became more resilient by focusing on stakeholders who could not 656
support them financially — specifically, local community residents. An important way that 657
CSOs did so was through association with other NGOs. Collaboration among local NGOs 658
enhances community resilience during crises — for example, by pooling resources, coor- 659
dinating efforts, and leveraging complementary networks to deliver more coherent and 660
context-sensitive responses. This kind of pre-existing social capital has been found in other 661
studies to be critical to community resilience (Brown & Westaway, 2011; Rocha, 2023). Nor- 662
ris et al.’s (2008) conceptual framework indicated that not only social capital, but also other 663
capacities such as community competence, information and communication shape com- 664
munity resilience. The association with other NGOs indicate how CSOs relied upon social 665
capital to facilitate community competence and information and communication. Exem- 666
plifying this, manager A (boxing) said: 667
What cheered me up... was the engagement and determination of people who were bene- 668
fiting from our support. We did not know if the pandemic would last one month, three 669
months, or one year more. We felt encouraged by thanksgiving messages, by shared mes- 670
sages in social media showing that people were not losing hope. 671

The relationship between CSOs and the government has been explored in previous 672
studies, which mainly highlight the role of the public sector as the main funder of sport 673
programmes (e.g. Edwards, 2015; Sotiriadou & Wicker, 2013). More specifically on crisis 674
management, Wicker et al. (2013) found that, in Australia, the government provided finan- 675
cial support to hundreds of CSOs to rebuild infrastructure when they were affected by 676
extreme natural events such as flooding and cyclones. The situation in Brazilian favelas 677
appears quite different. While some CSOs do receive government financial funding (pri- 678
marily through sponsorship and sports incentive lawsiii), the interviews revealed that dur- 679

ing the pandemic crisis, the government provided minimal support to CSOs. More 680
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significantly, from a community resilience perspective, the government offered very little 681
assistance to local residents. 682

The stakeholder theory of crisis management does not explicitly discuss the role 683
of the government or public sector during crises. However, Alpaslan et al. (2009) do men- 684
tion that successful crisis management should consider multiple stakeholders' interests. 685
The theory emphasises the importance of including a broad set of stakeholders in crisis 686
preparation and response, which should include government or public sector entities. 687
Based on our findings, we suggest that when using the theory to investigate CSOs, the role 688
of government should be further explored. We found that CSOs in favelas have filled gaps 689
left by the government in supporting community resilience. However, the theory and our 690
findings suggest that a better collaboration between the first and third sectors might offer 691
superior solutions for developing community resilience during crises. This is a point that 692
deserves future investigations mainly because the support the government with favelares- 693
idents was minimal. The stakeholder theory of crisis management suggested that commu- 694
nity resilience could have been improved if the government had acted more like the CSOs 695
did. 696
Equality, Diversity, and Inclusion Practices 697

Management practices that support equality, diversity and inclusion represent an- 698
other factor that have fostered community resilience. Interviews revealed that inclusivity 699
and breaking down cultural barriers are common practices among CSOs in favelas. By 700
challenging stereotypes and ensuring that all community members have access to oppor- 701
tunities, CSOs have supported a sense of belonging among vulnerable individuals. For 702
example, Manager F (football) said: 703
Another important thing is... when we talk about a football project in favelas, people think, 704
this is an activity for boys. However, football is for everybody. Girls need to have their 705
space in football. Here in Cultura Urbana [name of the CSO], we value this a lot: women 706
participation in sport. Why cannot girls participate in sport? Why cannot girls play foot- 707
ball? We need to broaden our horizons. We must change the culture that football is only 708
for boys. Football is for girls too. They can do it if they want. Their place is where they 709
want to be. 710

Inclusivity goes beyond demographic characteristics. Manager F explained how 711
the CSO that he manages has helped to include people who were previously discriminated 712
against based on the history of the place where they are located: 713
The Cultura Urbana was born here. We have a great importance for the community of 714
Curupaitiv. We’ve been here since 2010. The sporting programme has been the most wel- 715
comed project here. Today, we work with children and grandchildren of people who had 716
Hansen disease in the past. We do not put any focus on the disease... The community has 717
a sad history; because of the isolation it suffered many years ago. When we started the 718
project, it brought happiness, it brought hope. 719

According to the managers, this culture of support for equality and inclusion was 720
important to provide extra support for community resilience during the pandemic. Man- 721
ager M (boxing) said that that support for inclusion creates “...a spirit of union, of collec- 722
tiveness, of being together... That was what brought resilience. This was what made the 723

community to be able to restart, to reinvent themselves”. Manager B (dance) also 724
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highlighted the importance of inclusive practices to nurture the community resilience be- 725
yond the pandemic: “Vidangar [name of the CSO] was born from an idea to bring inclusive 726
education to children in the favela. Today, after supporting the community during the 727
pandemic, we have four times more students than we had before”. Vidangar is an example 728
of inclusive CSO as it offers ballet classes for both boys and girls and supports their stu- 729
dents beyond sporting activities — for example, by providing off-hours mathematic and 730
language classes to help kids to do well in school. 731

While the sport management literature has many studies on equality, diversity 732
and inclusion, we have not found studies approaching the topic in association with crisis 733

management. This opens a venue for future investigation. 734

4. Conclusion, Limitations, and Future Studies 735

Before analysing the practices that CSO managers used to respond to a crisis, we 736
learned that the context where such organisations are located had a substantial impact on 737
management. Studies in the sport management literature have investigated CSO in high- 738
income countries where, despite their challenges, the government tends to financially sup- 739
port such organisations. Unlike previous studies, our study was conducted in an area de- 740
prived of resources. As informal settlements, favelas have lacked governmental supportto 741
develop sport infrastructure and programmes. A commonly heard explanation for the lack 742
of support is that people who live in favelas are “invaders” and do not pay taxes. Thisisa 743
misconception that does not reflect the reality (Nemzer, 2016; Williamson, 2017). This con- 744
text has affected how CSO managers responded to crises. 745

During the recent COVID-19 crisis, some management practices that were effec- 746
tive in other contexts (e.g. shifting to online classes/sessions) was not effective for favela 747
CSOs. They were ineffective in favelas due to the context, which is characterised by tech- 748
nological poverty and space limitations within households. Despite the barriers, most 749
managers were determined to not simply shut their doors. Then, they shifted their man- 750
agement practices to support the community. This proactive approach not only addressed 751
immediate needs, such as food and hygiene supplies, but also created a sense of solidarity 752
and collective action, making the community more resilient. Examples of proactive prac- 753
tices included contacting and building networks with other NGOs to request and distrib- 754
ute basic food parcels (usually provided by churches and humanitarian agencies) and ed- 755
ucating local residents about the importance of adhering to safety regulations to prevent 756
the spread of the pandemic. Our findings offer several good examples of how these prac- 757
tices generated goodwill within the community. CSO managers reported that residents 758
returned to express gratitude for the support they had received, even months after theend 759
of the health emergency. They also reported that on many occasions during the crisis, res- 760
idents who had received help subsequently joined forces with CSOs to assist other resi- 761
dents. 762

This support from CSOs to local communities aligns with the stakeholder theory 763
of crisis management, which posits that organisations that consider the interests of various 764
stakeholders during a crisis can achieve better overall outcomes. Therefore, our findings 765
carry some important implications for stakeholder dynamics as the socially responsible 766

logic employed by CSOs in favelas — prioritising community needs over organisational 767
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survival —led to both enhanced community resilience and organisational resilience. A key 768
implication for stakeholder dynamics is the existence of a virtuous cycle, where organisa- 769
tions support residents, improving community resilience; residents in turn support the or- 770
ganisations, improving organisational resilience. 771

Another contribution to advance the theory came from findings that show that 772
managers also have their own personal struggles to deal with crises. Neither the theory 773
nor the applied studies in sport management consider managers as a stakeholder who is 774
also affected by crisis; rather, the literature has considered them as the professionals who 775
need to solve the problem. This nuanced understanding is crucial for developing effective 776
crisis management strategies that consider the well-being of all involved in CSOs. The 777
practical implication for stakeholder dynamics here is the existence of a hierarchical pat- 778
tern of resilience development. In looking for developing community resilience through 779
the work of local, non-profit organisations, a multiple step approach — focusing first on 780
resilience of managers and staff, then on resilience of the community — may represent an 781
effective way to manage crisis created by extreme events. The process is likely to continue 782
and affect back the organisations themselves, making them more resilient. 783

In our case study, CSOs filled gaps left by the government agencies, which were 784
expected to provide support to the community. Alongside with other NGOs, the CSOs 785
became the main providers/distributors of basic goods, including food. The role of CSOs 786
in filling these gaps reinforces the idea that they are not merely service providers but es- 787
sential actors in the broader social safety net in favelas. By taking on responsibilities typi- 788
cally associated with governmental agencies, CSOs have demonstrated their capacity to 789
mobilise resources and support community resilience in times of crisis. Coming back to 790
the stakeholder theory of crisis management, the dynamics between CSOs and the govern- 791
ment to create community resilience needs to be further explored. For example, exploring 792
also the point of view of stakeholders in the public sector would be important to under- 793
stand why they decided to get involved or not the crisis in favelas and how a different 794
level of involvement could have led to increased levels of community resilience. 795

Still from a practical standpoint, government agencies and departments can use 79
the results of this study to inform policies and strategies for supporting communities dur- 797
ing extreme events. For example, since CSOs excel at connecting with local residents, the 798
government could have clear strategies to collaborate with them to prepare for and miti- 799
gate crisis impacts in communities deprived of resources. We suggest that joint efforts are 800
more likely to yield positive outcomes in building community resilience. The role of the 801
government in such efforts is still missing. This is an area that deserves future investiga- 802
tions. 803

The study has some limitations that must be acknowledged. First, the case study 804
has potential for analytic generalisation, however, the specific context of favelas may limit 805
the extrapolation of results and implications to contexts with different macro socioeco- 806
nomic realities. In high-income countries, during extreme events, the government may of- 807
fer a strong net of support for deprived communities, which was not seen in our case study 808
in favelas. Therefore, CSOs in such countries may not need to play multiple roles during 809
crisis, keeping their management activities mainly focused on the mission of providing 810

sporting activities or social networks. However, even in those contexts, it would be 811
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interesting to explore the possibility of partnerships between government and CSOs to 812
alleviate extreme event crises. During the pandemic, a large part of the donations to the 813
favela residents did not come from the government, but rather from private donors or 814
NGOs. The context may also impact the application of the stakeholder theory of crisis man- 815
agement. While in the current study we found support for the utility of the theory, the 816
context of CSOs here investigated is quite specific due to the micro socioeconomic context 817
of favelas. Despite that, results of this case study are likely to be relevant and generalisable 818
for communities with similar contexts, which are widespread across the world in low-and 819
middle-income countries. 820
Second, in the current study, we have not explored further what helped CSO man- 821

agers to become personally more resilient. The fact that they needed to become personally 822
resilient to then help resilience of staff and then the resilience of the community opens 823
important venues for future studies in sport management. Third, community resilience 824
was investigated from the point of view of CSO managers. Future studies can investigate 825
this from the point of view of other stakeholders, for example community residents. While 826
CSO managers reported what they had seen and what residents told them, the residents 827
themselves may have a different perspective on how the CSOs helped them to become 828
more resilient. Fourth, we do not know if the diversification of activities found in the study 829
has had an impact on how managerial capacities of CSOs went forward, after the crisis. A 830
future study can consider a follow-up investigation on accumulative experiences, checking 831
gains (if any) for the organisations. 832
We conclude that by prioritising community needs, CSOs have not only addressed 833
immediate challenges of an extreme event crisis but have also laid the groundwork for 834
long-term community resilience. The insights gained from this research contribute to the 835
broader understanding of crisis management in deprived communities and the role CSOs 836
play in that. 837
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v Curupaiti is region in the city that became known for hosting a leprosarium, which was opened in 1928. Nowadays,
leprosy is much under control. Few patients who still got the disease are treated at municipal and state hospitals. For

additional information, please, refer to Avelleira et al. (2014).



