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1. INTRODUCTION

Mega-events, such as the World Cup and the Olympic
Games, are unique initiatives that may leave permanent
marks on society (Flyvbjerg et al., 2016; Mdller, 2014; Zim-
balist, 2015). As Muller (2015) asserts, the mega-event, in
addition to attracting thousands of visitors and having a
worldwide reach, requires significant investments in infra-
structure, which generate impacts on the built environment
and the local community.

Mega-events are closely related to big infrastructure
projects, named megaprojects, which aim at urban refor-
mulation. According to Flyvbjerg (2014), megaprojects are
complex undertakings that cost in the range of billions of
dollars, require many years to develop and execute, involves
multiple stakeholders, and are transformational, as they af-
fect millions of people.

In this sense, according to Oliveira (2011), mega-events
and megaprojects may be perceived as propellers of a de-
liberate economic and social growth strategy, as they share
some common elements: a) investment attraction; b) lever-
age of tourism; c) urban infrastructure; and d) an actuation
of public-private partnerships (PPP).

For Zeng et al. (2015), megaprojects, such as the Olympic
Games, can contribute to a strategic repositioning at the na-
tional level, in addition to social development. In this sense,
the challenges to manage a mega-event are not purely tech-
nical; they also entail how to structure a context that encom-
passes and dialogues with the various stakeholders, who
perceive the initiative under different social cultural views.

Lagoa Rodrigo de Freitas is an important tourist attraction
and is a free entertainment site in the city. It has an intense
movement of residents, traders and passersby (Enrich-Prast,
2012), besides being a relevant logistic hub, since it inter-
connects different districts of the most noble area of the city
(Humaitd, Jardim Botanico, Gavea, Leblon, Ipanema, and
Copacabana), featuring a heterogeneous local community
of individuals with different cultures, educational level, and
social positions.

In the face of the relevance that Lagoa has to the context
of Rio de Janeiro, the use of the territory of Lagoa Rodrigo
de Freitas is highlighted in the Rio 2016 Olympic Games, as
the arena for some competitions and hosting some thematic
houses of the delegations.

Lagoa was fragmented into dichotomous areas, in which
the individuals were affected in different ways, thus mak-
ing it possible for the rise of different views regarding the
mega-event. Therefore, what were the effects arising from
the mega-event Rio 2016 Olympic Games in the territory of
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Lagoa Rodrigo de Freitas? And how were they seen by the
different stakeholders during and after the Games?

Observing the context and considering the aforemen-
tioned question to be answered, the following objectives
were the focus of investigation of this paper: (a) identify
the practices of stakeholder management applied in the
Rio 2016 Olympic Games, concerning the territory of La-
goa Rodrigo de Freitas: (b) identify what the views on the
mega-event among the various stakeholders were — formal
and informal establishments, fishing community, passersby
and tourists — while hosting the Rio 2016 Games; (c) check
if there are different views among the stakeholders of the
megaproject; (d) identify the consequences generated by
the Rio 2016 Games in the Lagoa Rodrigo de Freitas and
evaluate whether these consequences relate to the possible
practices of stakeholder management used; and (e) consoli-
date lessons learnt, aiming at sharing teachings of a success
case in mega-events.

In this sense, to go deep into an analysis on the local
stakeholder management, a better understanding about
the territory where the Rio 2016 Olympic Games occurred
was necessary, segmenting the analysis by micro-regions.
According to Clark et al. (2016), this application of prioritiz-
ing the macro in relation to the micro in big projects and
not properly considering the heterogeneity of the territory
and its stakeholders may reduce the capacity to generate
benefits to the local community, and even adversely affect
a possible legacy.

Intending to meet the proposed goals, beyond the intro-
duction, this study is subdivided as follows: section 2 pro-
vides a comprehensive literature review on stakeholder and
megaproject management, encompassing the bases ISI Web
of Science, Scopus, and Scielo. Section 3 contemplates the
adopted study methodology. Section 4 describes and dis-
cusses the results arising from the field research with pass-
ersby and enterprises (formal and informal ones) within the
territory of Lagoa. Section 5 summarizes the main lessons
learnt with the analyzed situation and the sixth and last sec-
tion provides the main conclusions of the research.

2. LITERATURE REVIEW

Mega-events

Hosting a mega-event, according to Horne and Whannel
(2016), may be understood as one of the most relevant polit-
ical initiative of the modern era, as they promote transform-
ing effects on the population and place. Thus, according to
Flyvbjerg et al. (2016), Randeree (2014), Mller (2015), Mol-
loy and Chetty (2015), Muller (2014), Gezici and Er (2014)
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and Jennings (2013), mega-events can be exemplified as ex-
positions, political summits, conventions, festivals, Summer
and Winter Olympic Games, FIFA World Cup, Rugby World
Cup, Formula 1, and Super Bowl.

To Miiller (2015), on the one hand, there is the tourist
attractiveness and the immediate reach that all mega-events
provide, and on the other, there are the costs of hosting and
facilitating a mega-event that may go up to millions, if not
billions, of dollars. According to Randeree (2014), the high
costs of big-sized events are related to the necessary infra-
structure to host the event, such as transportation, telecom-
munication, electrical infrastructure availability, and accom-
modation, but with the direct costs of organizing the show
itself, such as wages of the involved professionals, safety
or arenas for carrying out the competitions. To Fourie and
Santana-Gallego (2011), mega-events can produce tangible
benefits: infrastructure and economical return; and intangi-
ble benefits, which are hard to be measured: national pride,
patriotism, and visibility of the hosting place.

Before the possible impacts generated by the big-sized
event, according to Randeree (2014), the management of
mega-events must include participatory strategic actions,
that is, they must provide a context that is able to stimulate
participation and collaboration between the different and
heterogeneous stakeholders.

Regarding this, according to Clark et al. (2016), the me-
ga-event has the ability to reshape the physical space, recon-
figuring social relationships and influencing the way in which
the local population and the place are understood.

Management of stakeholders

According to Mok et al. (2015), the complex and uncertain
character of megaprojects requires an effective stakeholder
management, in order to support the multiple interests of the
stakeholders and avoid conflicts. To Al Nahyan et al. (2012),
the stakeholders have multiple interests and multiple roles,
with all of them gathered in a big group that belongs to the
megaproject. In this context, it is important to consider that
these stakeholders may have a macro common interest; how-
ever, they may not necessarily share a common goal.

According to Mazur and Pisarski (2015), stakeholder man-
agement concerns a process that involves a series of stag-
es: identify the stakeholders; define a management model
capable of promoting interaction with the stakeholders and
categorize them for defining the strategies; engage and cre-
ate engagement with the stakeholders; and maintain the
relationship for the project feasibility. In turn, to Mok et al.
(2015), stakeholder management must be contemplated
under four perspectives: (1) interests and influences of the

stakeholders; (2) stakeholder management during the pro-
cess; (3) methods for analysis of the stakeholders; and (4)
engagement of the stakeholders.

Thus, according to Freitas (2016); Guo et al. (2014); Jia et
al. (2011); Jordhus-Lier (2015); Kytle and Ruggie (2005); Liu et
al. (2016); Mok et al. (2015); Sami (2013); Shi et al. (2015); Teo
and Loosemore (2010), the main practices regarding stakehold-
er management were defined: [1] mapping of the local popu-
lation’s social profile; [2] division of the population according
to its social profile; [3] preparation of actions based on the
social profile and demands; [4] development of partnerships
with local entities for integrated social actions; [5] communi-
cation with the local stakeholders is done strictly through social
management; [6] actions and projects are developed as close
as possible to the target public; [7] participation in meetings
and community councils; [8] establishment of constant dialog
between the social management and community leaders; [9]
construction works in critical places, under the perspective of
social instability and violence, are followed by the community
mediator; [10] channel of direct communication between the
community and the organization; [11] promotion of access to
culture, leisure, and entertainment; [12] dialog with public en-
tities; [13] assuring measures; [14] construction communica-
tion with all the impacts caused by the implementation of the
megaproject according to the affected area; [15] committee for
crisis management; and [16] social mobilization before the con-
struction operationalization.

The non-engagement of the stakeholders in the megaproj-
ect management, according to Clark et al. (2016), can be
considered a risk factor to the execution of the project, as
it interferes in the delivery of results, thus minimizing and/
or suppressing the benefits that can be generated. There-
fore, Mok et al. (2015) assert that it is necessary to develop
management tools that can promote collaboration with the
stakeholders; carry out social learning; facilitate sharing the
project goals and information; and provide ethical processes
to maintain equity.

Thus, according to Zhai et al. (2009), the values or bene-
fits of a large-scale project may feature multiple dimensions;
however, these dimensions must be coordinated by differ-
ent demands of heterogeneous stakeholders that encom-
pass the megaproject.

Methodology

For the beginning of this research, the Rio 2016 Olym-
pic Games mega-event was selected. In empiric terms, the
case of one of the global benchmark mega-events, accord-
ing to Clark et al. (2016), is explored: the Olympic Games,
through the study of potentialities and practical limitations
of megaproject management.



The Rio 2016 Games, held in the city of Rio de Janeiro,
capital of the State that has the same name, and being the
first edition of the Olympics and Paralympics in South Ameri-
ca, represented a possibility of transformation in the society,
affecting the life of millions of individuals.

The city of Rio de Janeiro can be considered the second
most important capital in Brazil, with the first being the
city of S3o Paulo. According to IBGE — Brazilian Institute of
Geography and Statistics (2016), the city of Rio de Janeiro
featured in 2016, the last measurement, a population of
6,498,837 inhabitants, territorial unit of 1,200,177 km? and
demographic density of 5,265.82 (inhabitants/km?). Regard-
ing economic data, according to a measurement carried out
in 2014, the municipality features the second largest GDP —
Gross Domestic Product of the country, only below the city
of Sdo Paulo.

The host city, which was once the capital of Brazil, from
1763 to 1960, needed to go through a set of transformations
that could facilitate holding the Olympics. It is important to
highlight, according to Osdrio and Versiani (2013), that the
transfer of the capital to Brasilia in 1960 triggered a fracture
in the institutional pace of the city of Rio de Janeiro, compli-
cating the consistent organization of regional strategies and
policies, which may be seen to this day.
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Rio de Janeiro stands out by its social confrontation,
mount x asphalt asymmetry, and its cultural diversity. As
Corréa (2006) asserts, during the latest decades, the favela
was assumed as a space apart from the city with its own
laws and codes. Moreover, poverty mixes with violence: the
favela turned into a territory ruled by crime. Corréa (2006)
also points out the peculiarity of the way of life of these
communities, which contrast with the life standard of the
high social classes and with habits of the urbanized city. It
is worth highlighting that many favelas are located in noble
areas and neighborhoods of the city or very close, showing,
according to Leite (2014), a fine line of the special, social and
moral borders between these spaces and their residents.
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It is in this heterogeneous and multicultural space that
the Rio 2016 Olympic Games (the object of this study) were
held in different geographic locations of the host city, from
August 5™ to 21%, and the Paralympics were held from Sep-
tember 7™ to 21°. The Olympics, according to the Rio 2016
official website (2016), involved 42 sports, 306 events, 37
arenas, and competitors from 205 countries. Despite all the
structure of this event spread throughout the micro-region
of Rio de Janeiro, some neighborhoods stood out, concen-
trating the competitions, according to Figure 01: Deodoro,
Copacabana, Barra da Tijuca, Maracana, and Lagoa Rodrigo
de Freitas.

Amoganto bt ol
-

-

Baia de Guanabara
Bakia de Cuanabara

Figure 1. Map of venues of the Rio 2016 Games
Source: Meirelles (2014, p. 58).
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Each micro-region features a high number of actors that
form a local community that was affected by the Olympics.
Fragmenting the megaproject into smaller areas may enable
a more consolidated analysis on the object of study.

Therefore, the neighborhood selected for study purpose
was Lagoa Rodrigo de Freitas, which was segmented by the
authors, and backed by studies of Clark et al. (2016), into
seven micro-regions: Fonte da Saudade, Curva do Calombo,
Corte do Cantagalo, Lado de Ipanema, Lado do Leblon, Lado
do Jardim Botéanico, and Lado Jardim Botéanico/Parque dos
Patins, according to Figure 02.

To receive the rowing and sprint canoe competitions,
Lagoa Rodrigo de Freitas, underwent necessary transforma-
tions, in its water mirror and surroundings, such as the fenc-
ing and construction of the bleachers for the Rowing Arena,
in order to facilitate the games.

The fencing at Lagoa Rodrigo de Freitas for holding the
Olympic Games modified the landscape and the daily rou-
tine of the local individuals and local enterprises. It is worth
highlighting, according to SESGE - Secretaria Extraordindria
de Seguran¢a para Grandes Eventos (Extraordinary Sec-
retary of Security for Major Events), that the fences were

deployed as a safety measure demanded by the Rio 2016
organizing committee to generate protection, as reported in
Folha de S3o Paulo’s website (2016). However, the under-
standing about this fencing triggered different perceptions
among the local enterprises, fishing community, rowing
clubs, and passersby.

The following method was applied: [1.] open and partic-
ipant observation, in order to carry out a more intense on-
site interaction with the social context; [2.] semi-structured
interviews and on-site questionnaires, to collect primary
data that open and participant observation alone would not
be able to provide; and [3.] descriptive statistics.

It is worth pointing out that 22 passersby (among resi-
dents, tourists, and habitual sport players in the region)
were randomly interviewed and 45 formal and informal en-
terprises or associations, with the purpose of answering the
referred questions: (A) What were the main impacts (should
they be positive and/or negative) noticed by the stakehold-
ers? (B) What were the practices of stakeholder manage-
ment adopted? And did they consider the heterogeneity of
publics that constitute the different territories? And (C) did
the mega-event leave a legacy for the local community of
Lagoa Rodrigo de Freitas?
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Figure 2. Fragmentation of Lagoa Rodrigo de Freitas into micro-regions

Source: adapted from Google Maps (2016).



Case of the Rio 2016 Olympic Games

Analysis and discussions of the passersby’s perceptions

The Olympic Games modified the daily life of the city of
Rio de Janeiro, with impacts also on the region of Lagoa Ro-
drigo de Freitas. Regarding the 22 interviewees, 11 respon-
dents signalized that they had been informed of the possible
changes that would happen in Lagoa for holding the Olympic
competitions. It is worth pointing out that, from these 11 re-
spondents, nine used to visit Lagoa for more than 3 years, and
they informed that they learned about the impacts through
the following media: newspaper, Internet, the government’s
propagandas, and by word of mouth. Since 11 respondents
declared that they did not know about the possible impacts, it
is possible to question if the method of communication, used
to sensitize and dialogue with the local stakeholders as the
passersby of Lagoa, was effective or not.

Also, on the impacts, the 22 respondents informed what
were the effects they had undergone in their daily life in us-
ing Lagoa Rodrigo de Freitas as a stage for Olympic competi-
tions, as systematized in Table 01:

Table 1. Main positive and negative changes in the daily life of the
respondents

Positive Negative

Traffic and compromise of the

Festive Mood urban mobility

International projection of the

city and the country Fencing

Feeling of safety Detours on the bike route

Some leisure areas blocked

(children’s playground, gym

for elders, and multi-sports
courts)

Tourist Movement

Depollution of Lagoa Parking lots closed

Policing Obstacle to work

Feeling of suspended prob-
lems, such as the political and
economic crisis in Brazil and in

the State of Rio de Janeiro

Visual Impact

Depollution of Lagoa
Source: authors (2016)

Also about Table 01, the most commented positive point
by the sample, representing six interviewees, was the feel-
ing of safety in Lagoa Rodrigo de Freitas and the ostensible
policing, while holding the event.

Nevertheless, the “fencing” was the most highlighted
negative aspect among the passersby, representing seven
respondents. It is worth pointing out that the fencing is also

581

BJ

one of the reasons of restriction for some leisure areas in
Lagoa, leaving those parts deserted, without the movement
of people.
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It worth highlighting that the depollution of Lagoa Rodri-
go de Freitas is featured as a simultaneously positive and
negative aspect, as a part of the respondents understood
that it was an initial process to make the lagoon cleaner,
generating some benefit. The other part understood that it
was a frustrated attempt, because it entailed waste of re-
sources and visual impact, since big machinery was inside
the lagoon.

The interviewees were also asked if there was a percep-
tion of benefits associated with the posting of Lagoa Rodrigo
de Freitas as the stage of activities of the Rio 2016 Games.
Seventeen respondents reported that they were happy
about holding the Rio 2016 Games in Lagoa, because, in ad-
dition to the established euphoric mood, they stated that
it was a possibility to make the location known by the rest
of the world. Moreover, from these 17 interviewees, 15 re-
spondents were satisfied with the organization carried out
for the Rio 2016 Games in Lagoa. However, 15 interviewees
also reported that they disagreed or could not see the bene-
fits generated by holding the games in Lagoa.

Nevertheless, 16 respondents informed that there would
be a tangible legacy: the infrastructure — transportation, the
Olympic boulevard, and the Olympic parks; and intangible:
global exposure of Lagoa Rodrigo de Freitas and the city of
Rio de Janeiro.

Analysis and discussions of the perceptions of Enterprises

Regarding the type of establishments throughout Lagoa,
the Coconut Kiosks were the most recurring establishments
found, a total of 18 enterprises, according to Table 03, and
they are distributed all over Lagoa Rodrigo de Freitas. These
formal enterprises, registered with the Administration of the
City of Rio de Janeiro, have up to three employees and, gen-
erally, they are a family business, managed by a couple or
parents and children. From the 18 Coconut Kiosks, 16 are
installed in Lagoa for over 10 years.

From the 45 interviewed establishments, six enterpris-
es are also in the food segment, and they are distributed
in popsicle, tapioca, corn, and hot dog carts. These estab-
lishments follow the characteristics of Coconut Kiosks: up
to three employees, family management, and have been
running in Lagoa for some years. However, there is a par-
ticularity: from the six businesses, two are informal, and
one was in the process of becoming formal by the city ad-
ministration.
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Table 3. Distribution of the enterprises regarding the type of

enterprise
Amount of Enterprises
Type of Enterprise Distributed throughout
Lagoa
Coconut Kiosk 18
Restaurant 07
Bike Rental 05
Rowing Sport/Club 03
Pedalo Rental 02
Corn Cart 02
Bike and Trampoline Rental 01
Coconut and Tapioca Tent 01
Hot Dog Cart 01
Popsicle Cart 01
Popcorn Cart 01
Fisher Colony 01
Public Security — Lagoa Pre- o1
sente

Shiatsu 01

Source: authors (2016)

There was a balance regarding the positive and negative
perceptions concerning the mega-event. It is worth highlight-
ing that the 21 respondents, from the sample of 45, declared
that the Olympic Games positively affected the daily life of La-
goa Rodrigo de Freitas. Some of the main aspects mentioned
as positive by the 21 respondents are policing, more people
movement in Lagoa Rodrigo de Freitas, and raise in sales.

It is worth pointing out that the business owners did not
see the sales as the main positive factor, as most of the es-
tablishments did not have significant raises. However, ac-
cording to the manager of one of the interviewed restau-
rants, the movement and sales rose dramatically, being one
of the best since the business foundation, located in Corte
do Cantagalo, beside the temporary establishment House of
Switzerland, a hosting house of the Swiss government that
operated during the Olympics and Paralympics, providing
visitors with entertainment.

Although also mentioned as a negative factor by one re-
spondent, the House of Switzerland was seen as a positive
action. Also known as Baixo Suica, this undertaking attracted
thousands of people, having queues with waiting time of ap-
proximately one hour and thirty minutes. Given the success
of this undertaking, it polarized a significant rise of people
circulating through the subarea of Corte do Cantagalo and
enjoying the nearby establishments.

In contrast to the positive perception, 20 interviewees
informed that the mega-event produced negative impacts.
From the reasons of negative impacts caused to Lagoa Ro-

drigo de Freitas, the main effect mentioned is the fencing
that happened in some parts of Lagoa, thus triggering a set
of damages: (a) unfeasibility to use the parking lot of Parque
dos Patins; (b) it reduced people movement, therefore, re-
ducing sales; (c) some establishments became unable to
operate; (d) other enterprises had to be moved from their
original place to continue operating; (e) some areas became
virtually deserted, with no movement of people. It is worth
mentioning that the main areas affected by the fencing were
Fonte da Saudade, Parque dos Patins and Leblon part, more
precisely around Clube de Regatas do Flamengo.

Several establishments underwent negative impacts due
to the Rio 2016 Games. However, it is worth highlighting the
case of the fisher colony —Z13. Due to the fencing, the colony
was completely fenced, remaining isolated. The fishers, after
a lot of negotiation with the games organizing committee,
managed to have access to the colony and to Lagoa to fish
only during the time between 8 pm and 5 am. However, this
action was not enough, because the fishers could not park the
trucks next to the colony to take the fish and store them in ice.

Many fishers, due to living far or even in other munic-
ipalities, decided to suspend their activities, staying away
from the colony, without fishing for up to three months. At
first, the fishers informed that the organizing committee of
the Rio 2016 Olympic Games had presented a contingency
plan, in which the fishers would be reassigned to activities
of Rio 2016, intended for them to have an extra income until
they would fish again. Nevertheless, this initiative was not
implemented and, consequently, some fishers underwent
financial problems. It is worth pointing out, according to the
fishers themselves, that there was no counterpart by the or-
ganizing committee in order to mitigate this specific issue.

Regarding the four interviewees that showed indifference
to the perception of the consequences resulting from the me-
ga-event, they did not take a position about the existence of
positive or negative effects. To these respondents, the num-
ber of people circulating in Lagoa Rodrigo de Freitas had a con-
siderable raise, but it did not influence the number of sales,
keeping the service normal. These interviewees highlight that
any positive or negative effect would be temporary at the lo-
cation. Although many enterprises noticed the negative con-
sequences resulting from the operation of the Rio 2016 Olym-
pic Games, some establishments considered these aspects as
necessary for the performance of the competitions.

In face of the negative, positive or neutral perceptions,
five questions were proposed to check the community’s lev-
el of interaction with the organizing committee of the Rio
2016 Olympic Games, as illustrated in Figure 03:

Thirty respondents informed that they participated in at
least two meetings about holding the mega-event in Lagoa Ro-
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Figure 3. Distribution of the questions on the relation between the organization of the Olympic Games and the local community
Source: authors (2016)

drigo de Freitas. Complementing question 01, the questions 02
and 03 were asked and analyzed, as it was intended to under-
stand whether there was transparency in communicating the
possible consequences, both beneficial and prejudicial, result-
ing from holding the Rio 2016 Games to the enterprises.

Regarding the positive effects, the respondents them-
selves commented that they were informed about the great
amount of tourists circulating in Lagoa Rodrigo de Freitas,
raise in sales, and the ostensible policing. In turn, regard-
ing the negative impacts (question 03), from the 45 inter-
viewees, only 20 respondents said that they knew about
the fencing and its developments: parking lot of Parque dos
Patins academia, third age gym in the Leblon part unusable,
children’s playground in Fonte da Saudade isolated without
access, visual impact of the grids around the lagoon itself,
and visual obstruction to watch the Olympic rowing com-
petitions in some parts of Lagoa. According to the respon-
dents, the Olympic Committee informed about the fencing,
but not about how this process would be.

Thus, questions 02 and 03 reveal that there were mistakes
in the communication process of the mega-event managers
with the stakeholders of Lagoa Rodrigo de Freitas. In turn,
the answers obtained regarding question 04 suggest that
there were failures in the practices of stakeholder manage-
ment of the mega-event, as 40 respondents informed that
their opinion was never contemplated in the planning of the
organization of the Olympic Games.

The answers obtained for question 05 suggest an oppor-
tunity of improvement in the communication process of the
mega-event, as well as an ineffective practice of stakeholder
management, without a channel of direct communication
with the organizing committee, which could be represented
by an individual or a group that could assist the enterprises.

Although there is evidence of mistakes in the manage-
ment of stakeholders and negative impacts resulting from
the mega-event, 34 of the interviewees claimed to be happy

about holding the Rio 2016 Olympic Games in Lagoa Rodrigo
de Freitas.

Comparative analysis among the passersby and
enterprises

The analysis of the perceptions of the enterprises in-
volved more variables than the one of passersby. Neverthe-
less, both enterprises and passersby mentioned the same
positive and negative consequences that concurrently af-
fected both, as systematized in Table 04:

Table 4. Main positive and negative consequences common to the
daily routine of enterprises and passersby

Positive Negative

Traffic and compromise of the

Festive Mood urban mobility

International projection of the

city and the country Fencing

Feeling of safety Detours on the bike route

Some leisure areas blocked

(children’s playground, gym

for elders, and multi-sports
courts)

Tourist Movement

Policing Closed parking lots

Feeling of suspended prob-
lems, such as the political and
economic crisis in Brazil and in

the State of Rio de Janeiro

Visual Pollution

Depollution of Lagoa
Source: authors (2016)

The fencing was mentioned by both profiles as the main
negative impact caused by the Rio 2016 Olympic Games,
as it triggered a set of other impacts. It is worth pointing
out that, according to the interviewees, as to enterprises,
Lagoa Rodrigo de Freitas was fragmented into areas of great-
er movement, Corte do Cantagalo and areas with a smaller
concentration of people, and Parque dos Patins.
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As for the positive consequences, some were ephemeral,
such as the festive mood promoted by the mega-event; how-
ever, some were permanent, such as the infrastructure created
for holding the Games. The ostensible policing and the tourism
movement in Lagoa were the beneficial aspects most com-
mented by the respondents, both passersby and enterprises.

Contrasting the empiric results with the literature

According to the studies carried out, it is possible to see
a complementarity between the data collected through the
literature review and the data acquired through the empiric
research.

As demonstrated in the literature review, according to Hu
et al. (2015), Mazur et al. (2015), Chang et al., (2013), Zhai
et al. (2009), a megaproject, in this case, portrayed by me-
ga-event Rio 2016 Olympic Games, has the following charac-
teristics: (a) budget above 500 million dollars; (b) high level
of complexity, uncertainty, ambiguity, and dynamic interfac-
es; (c) involvement of technology and long periods of execu-
tion; (d) high attraction of public and political interest; and/
or (e) defined more by effects than by solutions.

In this sense, in the analysis carried out in the territory of
Lagoa Rodrigo de Freitas, it was possible to verify and wit-
ness the following characteristics: (1) high level of complex-
ity, uncertainties, ambiguity, and dynamic interfaces, since
several different perceptions were presented by the inter-
viewed stakeholders; (2) attraction of public and political
interest, however, in a deficient way, as many interviewees
felt hampered by the Olympic performance; and (3) more
effects than solutions, such as failure to meet one of the
promises: depollution of the lagoon (solution); in contrast,
there was the exposure of Lagoa Rodrigo de Freitas to Brazil
and the world (effect).

According to Muller (2015), sports mega-events on the
one hand provide a tourism attractiveness and an imme-
diate achievement, and on the other, the cost of hosting
and facilitating the Olympics, which may go up to hun-
dreds of millions, if not billions of dollars. These under-
standings were verified through the interviews, especial-
ly, in the case of passersby, as many informed the tourist
movement in Lagoa and in the city as a positive aspect,
but they questioned the high expenses for the Olympic
Games, and said that these expenses could have been
applied to other more relevant areas, such as healthcare
and education.

According to Grabher and Thiel (2015), the organiza-
tion and planning of a mega-event, such as the Olympic
Games, involve several specialized organizations in the
execution, which are put in charge for ensuring the costs

of the megaproject, complete the infrastructures, negoti-
ate with several stakeholders and manage the event day-
by-day. In this sense, and based on Table 04, efforts were
made to analyze which practices of stakeholder manage-
ment were contemplated in the management of the Rio
2016 Olympics, concerning the geographic space of Lagoa
Rodrigo de Freitas.

Table 5. Practice of stakeholder management noticed on the
stakeholders of Lagoa Rodrigo de Freitas

Practices of Stakeholder Verified through

Management Empiric Research
Mappi i i .
pping of the social proﬁle of the local Not noticed
population
Division of the population according to .
P p . & Not noticed
the social profile
Preparah.()ns of actlf)ns based on the Not noticed
profile and social demands
Development of partnershi ith local .
, 'p e 'o partners IPSWI ' oca Noticed
entities for integrated social actions
Communication with the local stakehold-
ers is carried out strictly through social Not noticed

management

Actions and projects are developed as

. ;i Partly noticed
close as possible to the target audience v

Participation in meetings and community

h Noticed
councils

Establishment of constant dialog
between the social management and
community leaders

Partly noticed

Construction works in critical locations,
under the perspective of social instability

. . Not noticed
and violence, are followed by the media-
tor of the community
Channel of direct communication be-
tween the community and the organi- Not noticed
zation

Promotion of access to culture, leisure, .

. Not noticed
and entertainment
Dialog with public entities Noticed

Assuring measures Not noticed

Work communication with all the
impacts caused by the implementation
of the megaproject according to the
affected area

Partly noticed

Committee for crisis management Not noticed

ial mobilization before th nstruc- .
Social mobilization before the construc Not noticed

tion operationalization

Source: adapted from Freitas (2016).

Effective stakeholder management, according to Chang
et al. (2013), has dynamic communication and relationship
management as key strategies to achieve a successful me-
ga-event. In turn, to Zhai et al. (2009), the values or benefits



of a large-scale project may have several dimensions; how-
ever, these dimensions must be coordinated by the different
demands of heterogeneous stakeholders that encompass
the megaproject, portrayed by the Rio 2016 Olympic Games.

According to Chang et al. (2013) and Zhai et al. (2009),
the benefits of big-sized projects may have explicit roles: the
infrastructures and events that they provide; the cognitive
and the emotional experience that they produce. However,
these explicit and implied benefits caused different concur-
rent perceptions on the stakeholders located in Lagoa Rodri-
go de Freitas. Although the interviewees presented a feeling
of euphoria due to the performance of the Olympic Games,
some questioned whether there would be any benefit for
Lagoa after the end of the event.

According to Miiller (2015), four dimensions must be con-
sidered with regard to receiving a mega-event in a particu-
lar location: capacity to attract visitors; immediate achieve-
ment; cost; and transforming impacts. Therefore, by further
elaborating this understanding, it is possible to see that La-
goa Rodrigo de Freitas contemplated these four dimensions:
attracting many tourists, promoting a festive mood through-
out the region, having investments as the subway station in
Corte do Cantagalo and modifying the daily routine of indi-
viduals and enterprises both positively and negatively.

As highlighted by Clark et al. (2016), the macro is priori-
tized in relation to the micro in several megaprojects, what
may entail a defective analysis of the heterogeneity of the
territories and their stakeholders, reducing the capacity to
generate benefits for the community, even adversely affect-
ing a possible legacy. This effect is properly noticed in the Rio
2016 Olympic Games, regarding Lagoa Rodrigo de Freitas.

Thus, the confrontation of the primary and secondary data
facilitates structuring a framework of necessary information
to answer the problem-questions envisioned in this study.

3. CONCLUSION AND LIMITATIONS

This study presents a contribution regarding the analysis
of local stakeholders in the management of megaprojects,
especially concerning mega-events. Therefore, to carry out
the analysis of the main object of this study, five specific
objectives were constituted, presented in the introduction,
and they were answered in the course of the research.

Thus, the first specific objective (SO) to be explained
was the identification of the practice of stakeholder man-
agement. From the 16 practices that comprehend the man-
agement of megaprojects, the adoption of only six practices
were identified in the management of the Olympics in Lagoa
Rodrigo de Freitas:
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e Development of partnership with local entities for
integrated social actions;

Actions and projects are developed as close as possible to
the public audience;

e Participation in meetings and community councils;

e Establishment of constant dialog between social
management and community leaders;

¢ Dialog with public entities;

Work communication with all the impacts caused by the im-
plementation of the megaproject according to the affected area.

It is worth highlighting that the implementation of some
practices was partially noticed, as shown in Table 5.

Through the practices applied and the practices that were
not implemented in the management of stakeholders in the
territory of Lagoa Rodrigo de Freitas, it was possible to verify
that a series of consequences were triggered, affecting each
of the different stakeholders in different ways - passersby,
tourists, formal and informal establishments, fisher commu-
nity, sports clubs, and security initiatives - involved in the
mega-event, answering to the second SO.

This study reassert the relevance of analyzing the het-
erogeneity among local stakeholders, as the stakeholders
may have multiple and different perceptions. One of the
alternatives to carry out this analysis is to break up the
macro diagnosis on a megaproject into micro cores, just
as the region of Lagoa Rodrigo de Freitas was fragment-
ed. This division, which meets the third SO, confirmed and
promoted the existence of different perceptions, the one
positive and the other negative, on the performance of the
event in the location of Lagoa, especially concerning the
establishments.

According to the fourth SO, on the one hand, in the re-
gion of Parque dos Patins, the fencing of the lagoon and the
parking lot caused the reduced number of clients in the es-
tablishments, and in some cases, the closing of the enter-
prise during the Olympics, in order to minimize damages. It
is worth highlighting that, during the Rio 2016 Games, many
enterprises experienced their worst moment in terms of op-
eration and sales since the business was opened in Lagoa.
On the other hand, the establishments located in the region
of Corte do Cantagalo saw a rise in the number of sales and
the movement of tourists in that area. Some establishments
commented that it was the best sale period in Lagoa.

Besides the enterprises, the passersby also showed a
different perception. Despite mentioning negative impacts
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resulting from holding the games, it can be said that the
passersby were taken by the euphoric and festive feeling
that was established throughout the city, thus putting the
negative effects in second place.

It is clear that the Rio 2016 Olympic Games produced dif-
ferent perceptions on the heterogeneous local stakeholders
of Lagoa Rodrigo de Freitas. These different perceptions may
directly influence the possible benefits to be perceived, such
as: the subway train and the infrastructure built in the re-
gion; the exposure of Lagoa Rodrigo de Freitas as a piece of
public leisure equipment and a tourist attraction; the struc-
ture of lanes on the water mirror of the lagoon for rowers
of the nearby Clubs, in addition to the incentive to various
water sports; and restoration of Colénia de Pescadores Z-13.

It is possible to notice that mega-events, which hold com-
plexity and magnitude, are great producers of impacts at the
location where they occur. However, they rarely cause bene-
fits or damage only. In their majority, megaprojects promote
mutually positive and negative impacts concerning the local
stakeholders and their multiple and different perceptions.

A year after the ending of the Olympics of Rio de Janeiro
and with the reduction of the euphoric mood, many question-
ings are found regarding the legacy left by Rio 2016 Olympic
Games to the city and particularly to Lagoa Rodrigo de Freitas.
However, under an analysis of the national and international
media on the presence of public at the competitions, the Rio
2016 Games were an unquestionable success.

In this sense, a sound analysis regarding the possible leg-
acy that can be facilitated from mega-events to the host cit-
ies is necessary to understand in a more assertive way what
are the short-term and long-term benefits that mega-events
may offer to the host location. Therefore, a new empiric re-
search on other mega-events is suggested, in order to con-
front the possible results and understand the real intention
of receiving a project with this magnitude in a given city.
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