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Abstract 
Research Question: When managed strategically, sport events have the capacity to generate economic, sociocultural, and health-related benefits for host communities.  To date, the majority of academic research has focused on impact components of large-scale and mega-sport events, such as the Olympic Games.  In an attempt to provide empirical evidence of management strategies and tactics related to small-scale events, the purpose of this study was to examine how an event business strategically manages and leverages an event to sustain its commercial viability, while focusing on generating social benefits for the community.
Research Methods: Through the lens of sport-for-development theory and event leverage concepts, we explore the case of an annual, mass participation sporting event on the island of Spetses, Greece.  Against the background of financial hardship and subsequent social disparity in the country, our qualitative investigation includes 19 semi-structured interviews with various stakeholders of the Spetses Mini Marathon.
Results & Findings: Outcomes of the qualitative analysis indicated three main thematic categories: (a) managing context, (b) engaged change agent, and (c) involved community.  In the midst of an economic crisis, the change agent managed to secure the commercial sustainability of the event, while generating several social, cultural, economic, and sporting benefits for the local community through a participatory community approach.
Implications: In discussing our findings, we provide implications for strategic management and leverage of local sport events, and we highlight opportunities and challenges for maximizing the reputational capital for organizers as well as social benefits for communities.
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Sustaining community benefits and commercial viability:
Management and leverage of a sport-for-development event
Around the world, special events and festivals have been staged to create social, cultural, and economic benefits for people and communities.  From a management perspective, the concept of event leverage describes the strategic planning for the advancement of benefits stemming from an event (Chalip, 2006).  Existing research on event leverage has largely concentrated on tourism opportunities (e.g., Chalip & McGuirty, 2004; O’Brien & Gardiner, 2006), with a clear focus on large-scale sporting events (e.g., Chalip & McGuirty, 2004; Karadakis, Kaplanidou, & Karlis, 2010; O’Brien & Gardiner, 2006; Smith, 2014).  Back in 2008, O’Brien and Chalip confirmed that “while empirical research on economic leverage is scant, work on the social leverage of sport events is even less common” (p. 322).  A decade after this comment, there remains a lack of empirical evidence on how small-scale community sporting events utilize and benefit from social leverage activities (for notable exceptions, see Derom & vanWynsberghe, 2015; Djaballah, Hautbois, & Desbordes, 2015; Misener, McGillivray, Gayle, & Legg, 2015; Welty Peachey, Borland, Lobpries, & Cohen, 2015).  This is particularly true for events in the developing world or in areas of socioeconomic hardship, where little research has been conducted.  To this extent, we argue that one particular field that could benefit significantly from event leverage studies is the field of sport-for-development (SFD). 
Amongst various operational definitions and interpretations, SFD broadly refers to the utilization of sport to positively influence public health, social inclusion, and/or economic development, while fostering intercultural exchange and conflict resolution (Lyras & Welty Peachey, 2011; Richards, Kaufman, Schulenkorf, Wolff, Gannet, Siefken, & Rodriguez, 2013).  While numerous studies have been conducted on the different facets of SFD, the concept of sport event leverage has only recently come to the forefront of the academic literature as an integral component of sport-related development projects (e.g., Schulenkorf & Edwards; 2012; Schulenkorf & Schlenker, 2017; Welty Peachey et al., 2015).  Here, the event leveraging approach represents a paradigm shift from traditional impact-driven research to a more strategic and analytic orientation (O’Brien & Chalip, 2008).  To this end, the role of sport event organizers and the SFD event context in maximizing possible benefits and minimizing negative outcomes for host communities deserves further attention, as these factors are believed to be central for successful and sustainable SFD programs (Schulenkorf, 2010, 2012; Sugden, 2006).
In the realm of managing SFD events, an external entity referred to as the change agent (Schulenkorf, 2010) often serves as the organizing body, who provides event expertise and management knowledge relative to a particular project.  It is suggested that while a change agent may hold different organizational status, such as a private company, a non-governmental or non-profit organization, or a development agency, they are always seen as agents for community participation and strategic planners for the long-term viability of projects (see Phillips & Schulenkorf, 2017; Schulenkorf, 2010).  The cooperation between change agents and local communities is critical; in short, there is a pressing need for meaningful engagement between the two entities in order to realize project success (see Hartmann & Kwauk, 2011; Sugden, 2006;).  This study aims to contribute to the scant work conducted around SFD change agents and event leverage processes.  It does so by providing a case study of the Spetses Mini Marathon (SMM), which is an annual non-elite, mass participation sport event held in Spetses, a small island located south of Athens, Greece.  With a specific focus on contextual and organizational matters, the purpose of this study was to examine how an event organization (i.e., the change agent) strategically manages and leverages an event to sustain its commercial viability, while focusing on the generation of social benefits for the community.
Review of Literature and Theoretical Concepts
The SFD field has only recently started to engage in theoretical and conceptual development related to the impacts and outcomes of events and programs (see Welty Peachey, 2015).  One key contribution comes from Lyras and Welty Peachey (2011), who developed the SFD theory (SFDT) with the intention of assisting researchers in understanding specific structures, processes, conditions, and program components of SFD projects.  The authors proposed five programming components as determinants of effective SFD programming: (a) impacts assessment, (b) organizational, (c) sport and physical activity, (d) educational, and (e) cultural enrichment.  Lyras and Welty Peachey pointed out the importance of considering the attitudes and behaviors of change agents, stakeholders, local businesses, and citizens, among others, in relation to SFD projects.  Furthermore, they recommended examining the social and political context of each SFD project and of the respective region/country when designing and implementing sport-based interventions, with the goal of establishing different forms of development, including aspects of social and economic change, reconciliation, and peacebuilding (see also Lyras, 2012; Sugden, 2006).  If these aspects are considered, SFD programs—and specific sporting events that may form an integral part of wider SFD initiatives—can facilitate positive social impacts and produce liminality and communitas for participants and the wider community (Chalip, 2006; Schulenkorf & Adair, 2013).
From a related conceptual perspective, Schulenkorf (2012) proposed the sport-for-development (S4D) framework as a process-oriented management tool that can be used to guide the planning, implementation, and evaluation of sport events that are designed to have community social impacts.  The framework aims at facilitating direct social impacts and sustaining social outcomes for host communities; hence, it is divided into three interrelated areas: (a) sport event management, (b) direct social impacts, and (c) long-term social outcomes.  The proposed framework embraces the notion that “sustainable community development through sport must be deliberately worked towards by dedicated local groups and supporting change agents” (Schulenkorf, 2012, p. 7).  This recommendation provides the impetus for more socio-managerial research on the engagement of change agents and local communities and the development of their reciprocal relationship over time.  During this engagement process, both parties establish strategic objectives for direct social impacts, as well as opportunities for sustaining, growing, and leveraging the SFD initiative.  To this end, special events may also play a key role in achieving wider development outcomes because blending SFD and special events with relevant and meaningful educational and cultural dimensions may create a festive sense of celebration and community, as suggested by the SFDT (Lyras & Welty Peachey, 2011).
Despite the great potential of sport events to create community benefits, a significant challenge for event organizers is to incorporate the event strategically into the host community’s overall mix of sporting, tourism, culture, and social issues (Chalip, 2001; O’Brien, 2007; O’Brien & Chalip, 2008).  In other words, to maximize social impacts, strategic collaborations need to be established between organizers (i.e., change agents) and community stakeholders at the governmental, socio-cultural, educational, and media levels (Chalip, 2006; Schulenkorf, 2012; Welty Peachey, Cohen, Shin, & Fusaro, 2018).  Here, the concept of event leverage becomes important, as it may present the “seed capital” that can be used as a springboard for maximizing longer term benefits for a host community (O’Brien, 2006).  In fact, Chalip (2004) had argued that “it is no longer suitable merely to host an event in the hope that desired outcomes will be achieved; it is necessary to form and implement strategies and tactics that capitalize fully on the opportunities each event affords” (p. 245). 
While there is a wide range of areas for which event leverage strategies can be used, it is the social and cultural impacts, in particular, that are most relevant in an SFD context.  Key strategic factors that underpin community planning and leverage are: (a) align events with targeted social issues (e.g., gender equality, public health, environment, racial relations); (b) create a fit between targeted social issues and focal sport subcultures (e.g., engagement and participation of minority groups during events); (c) entice wider community engagement through modifications to the event (e.g., incorporation of artistic and cultural elements); and (d) cooperate with media to showcase and publicize social issues (e.g., equality and social justice) via event advertising and reporting (see Chalip, 2006).  To realize these strategies and to achieve the best possible outcomes from SFD projects and events, local communities have started to cooperate with supporting agencies including non-governmental organizations (NGOs) and specialized event companies that come on board as partners and/or supporting change agents (e.g., Misener et al, 2015; Schulenkorf & Edwards, 2012; Schulenkorf & Schlenker, 2017; Welty Peachey et al, 2015). 
At this stage, it seems important to briefly elaborate on the term change agent and to engage with the different definitions, use, and application of change agents in varying contexts. In community sport, and SFD more specifically, change agents can be described as anchors of social change.  For instance, Schulenkorf (2010) defines a change agent as “an external party who helps [communities] establish contact, open negotiations and develop projects for cooperation and sustainable development” (p. 119).  The author goes on to suggest that a change agent can be a well-trained individual employer or a specialized organization – such as a development agency or an NGO – that supports bottom-up community projects.  Similarly, Vail (2007) describes what is called “community champions” as individuals with a strong cultural understanding and a network that allows for the realization and leverage of local community benefits.  As such, community champions act as change agents and their characteristics include a strong passion about sport as well as a strong connection to other community leaders (e.g., youth group leaders, town or city counselors, health professionals, police, local business people) to realize and leverage opportunities.  Vail suggested that these community champions might be retired persons, teachers, entrepreneurs, or sport coaches or volunteers-basically anyone with the time, interest, and a general understanding of community needs. 
In contrast to the two aforementioned examples from the social sciences of sport, the change agent presented in our business management case is a professional event organizer with a for-profit status, who is seeking to capitalize on societal needs while generating positive social outcomes.  Under a social entrepreneurship model, community development outcomes remain an important and intended outcome for the change agent, yet they are not necessarily the primary purpose for its involvement.  In other words, with a focus on capitalizing on the environment and gaining public support, the change agent’s involvement is perhaps less “pure” from a societal development point of view; however, by taking into account the social needs of the local community and by contributing to desired local development outcomes, it may well present a beneficial approach to the different parties involved. 
	Finally – and in line with the previous section – it should be acknowledged that sporting projects or events do not automatically lead to desired outcomes.  In fact, a number of recent academic studies have indicated that when deliberate development planning does not take place pre-event, impacts and outcomes are likely to be minimal (e.g., Hodgetts & Duncan, 2015; Taks, Green, Misener, & Chalip, 2014; Ziakas, 2014).  For example, in a recent study on the Australian Surf Life Saving Championships, researchers found only small gains in membership numbers and participation figures because the event did not consider relevant leverage strategies aimed at creating a sustainable legacy (Hodgetts & Duncan, 2015).  Similarly, Taks et al. (2014) examined the 2005 Pan American Junior Athletic Championships and found that the desired outcome of the event, specifically related to increased sport participation, was never fully achieved.  Both these studies concluded that more specific planning during the pre-event phase was needed in order increase opportunities for the realization and leverage of positive event outcomes and wider community benefits.  Against this background, our focus in the sport event study presented in this paper is placed on socio-managerial activities, including a critical investigation of change agents and the specific context of a sporting event in Spetses, Greece.
Research Context
Since 2009, Greece has been in the center of global attention due to its well-publicized economic crisis.  After years of continuous growth starting in 2000, the country has been facing significant recession and considerable fiscal consolidation accompanied by job losses and cuts in wages (Kostakis, Papadaki, & Marketos, 2014).  The country’s economy relies primarily on the services sector, specifically tourism.  Extended austerity measures and an unstable political situation initially created social disparity within the Greek society.  In response, a social movement trend has started to emerge among citizens who aspire to bring critical societal issues to the surface through a number of different vehicles, including sport, culture, and education.  In fact, it has been suggested that despite significant challenges, the crisis has instilled feelings of solidarity, altruism, and community in parts of Greece, some of which have literally been played out through participation in sports such as running, cycling, and open water swimming (Alexandris & Balaska, 2015).  In line with these sentiments, Giannoulakis (2014) has previously suggested that “the role of sport is deemed crucial in dealing with the crisis in Greece, since it may be used as a vehicle for social inclusion and community participation” (p. 247).  Against the background of a country that remains under severe socioeconomic pressure, the notion of utilizing sport events to leverage community benefits seems critical.
One of the best-publicized community-led event initiatives that has sparked over the past years in Greece is the Spetses Mini Marathon (SMM), which was conceived in 2010 by a private communication and public relations entity (i.e., change agent) based in Athens.  The vision was to stage an annual, non-elite mass participation sport event on the iconic island of Spetses, in collaboration with the local municipality.  The initial motivation behind the event was to extend the tourism season; hence, the SMM has been taking place every year at the beginning of October.  However, over the years the event has evolved into a community-wide initiative with additional sociocultural and healthy lifestyle elements that aim to benefit the island and its 4,000 inhabitants.     
The island of Spetses is located 54 nautical miles from Athens.  Its close proximity to the capital city makes it accessible to visitors who experience a picturesque setting and a legacy of history and tradition through neoclassical architecture, museums, and buildings.  The island is characterized as cosmopolitan and tourist-friendly; however, austerity measures in Greece significantly affected tourism numbers and reduced the overall economic activity on the island.  With the idea of using non-elite sports as a vehicle for enhancing tourism numbers on the island, the first SMM event occurred in 2011.  Since then, the event has grown organically and consistently, marking it as one of the largest non-urban marathons in Greece.  In 2017, the SMM featured more than 5,000 athletes who participated in two running races, 25 km (full naturalistic lap of the island) and 5 km (historical lap of downtown), as well as open water swimming (3 km and 5 km) and children’s races.  Approximately 6,000 domestic tourists visited the island during the 3-day event: an additional 1,000 people came from abroad and 360 local volunteers supported the spectacle (“Spetses Mini Marathon,” 2018). 
When the change agent decided to organize the first SMM event, there was initial resistance from the local community because the island did not have a sport participation mentality embedded within its culture.  Spetses was predominantly known for hosting high-end, cosmopolitan sailing and cultural events; in addition, the island was lacking proper sport participation infrastructure (e.g., facilities, sport clubs, recreation departments).  Initial resistance and/or ignorance became apparent when many accommodation sites and businesses remained closed during the inaugural event in October 2011.  Although the very first event only had around 700 participants, the image of runners crossing through historical and architectural sites all over the island sparked local, national, and even international interest.  Local citizens soon realized that such an event could well benefit the island financially and socio-culturally.  
The success of the second event in 2012 was underpinned by a more strategic management and leverage initiative by the organizing committee in collaboration with the Spetses Chamber of Commerce, which resulted in the development of commercial partnerships with local bars, cafes, restaurants, and other shops, offering special deals and prices to SMM participants.  Moreover, ancillary events such as cultural events in museums and archaeological sites, social gatherings in the center of the island, drawing competitions in primary and high schools featuring the mini marathon, and gastronomy expositions by local housewives were staged around the SMM and themed advertising occurred in the local and national media.  Ever since, the annual event has been growing consistently; in 2017, more than 12,000 individuals from 30 countries visited Spetses for the mini marathon, 43% of participants were between 35-45 years of age and had participated more than four times in the event.  In terms of social media data, the Facebook page features 33,000 fans and Instagram has 17,700 followers (67% more than the previous year; “(“Spetses Mini Marathon,” 2018).   
Method
	In line with the qualitative and investigative nature of this case study, we aimed to achieve an in-depth view of the SMM event, the change agent, and local context (see Creswell, 2018, 2012; Misener & Schulenkorf, 2016).  As such, our case study is underpinned by an interpretive paradigm, which acknowledges that data emerge through a process of induction (Crotty, 1998; Glesne, 1999; Neuman, 2003). Creswell (2018) argues that in case study research, researchers explore real-life cases through in-depth methods of data collection.  The author distinguishes between different forms of case study research – including instrumental, collective, and intrinsic – that are distinguished by the size and scope of the bounded case and the intent of the case study analysis (see Creswell, 2018).  In our case, we engaged in an intrinsic case study that is characterized by a specific focus on a unique study context. 
To investigate this context in-depth, we employed semi-structured interviews as our research method.  Importantly, semi-structured interviews not only allow researchers to gain a detailed understanding of particular topics and social settings, but they also provide a certain degree of flexibility in the interview process because questions can be adjusted based on the background, experience, and status of interviewees (Denzin & Lincoln, 2011).  For our case study, semi-structured interviews were conducted between May and October 2014 by the second author, who is a native of Greece and a previous participant in the SMM.  In an attempt to gain access to the most suitable interview candidates, he contacted members of the event organizing team and established a working relationship with the SMM change agent.  Based on initial contacts and in consultation with the management team, a snowball sampling procedure was employed, which resulted in a diverse sample of 19 interview participants (see Table 1). 
The purposeful sampling strategy (Patton, 2014) allowed for capturing holistic feedback from various event stakeholders; in particular, seven stakeholder categories were included in the sample: organizing committee, non-resident athlete, resident athlete, municipality, resident business owner, sponsor, and resident volunteer.  During the interviews, the respective interviewees discussed their experiences regarding the role of the change agent, partnerships with the local community, and experiences of positive and negative event impacts/outcomes.  In particular, interview questions included the following: (a) In your opinion, what is the greatest impact the event has created for the island? (b) What do you think contributes mostly to the success of the event? (b) What is your perception toward the role of the event organizer? (d) As a result of the SMM, do you see any additional developments beyond the immediate event achievements? and (e) What are your suggestions for the involvement of the community in holding the event in the future?  Paraphrasing was used to clarify participants’ responses and allow for the development and/or clarification of potential follow-up questions (Strauss & Corbin, 1998).  All semi-structured interviews ranged between 30 and 60 minutes; they were digitally recorded and subsequently transcribed and prepared for analysis.  Finally, assurance of confidentiality was provided to all participants in an effort to ensure openness of information, and pseudonyms were assigned in any written documents that resulted from our study. 
Researcher Positionality
For transparency purposes, the role of this article’s second author in and around the SMM event deserves further detail.  As noted above, he is a native of Greece and a previous participant in the SMM who was centrally involved in the relationship building and data gathering for this research study.  In particular, as a swimmer in the 5 km race, he had direct access to other participants and also engaged at sociocultural events around the immediate sporting activities.  Simultaneously, he interacted with volunteers, local residents, and members of the organizing committee regarding the event.  In short, the authentic participant-observer role allowed him to naturally enter the setting and interact casually and non-directly with individuals and groups (see Hunt, 1989; Patton, 2014).  Overall, this informal observational process was instrumental in securing a “behind-the-scenes” look at the event and gaining informal feedback from the community and organizers.  However, we also acknowledge the author’s background and potential bias as a limitation that may have influenced the overall findings of the study, which we attempted to minimize via constant self-reflection and author cross-checking during the data analysis process (see Patton, 2014). 
Data Analysis
	 Upon completion of interviews and the production of full transcripts, the data set was analyzed with the help of the computer-aided data analysis software NVivo 10.  The software is commonly used in qualitative research studies as it assists with integrating, indexing, and coding a large amount of qualitative data (Edhlund & McDougall, 2012).  The second author started the process of open coding, whereby sections of the source material were assigned into free nodes.  Free nodes are characterized as containers based on cases, and do not necessarily hypothesize causal relationships with other nodes or various concepts and cases related to the data set.  They constitute the foundation for the subsequent hierarchical organization into categories and subcategories known as tree nodes.  Thus, tree nodes represent the axial coding process whereby existing free nodes are reorganized into operational categories (see Schulenkorf, Thomson, & Schlenker, 2011).  In our case, free nodes were generated inductively from the text, while current event leverage literature (e.g., Chalip, 2006; O’Brien & Chalip, 2008) and SFD concepts and frameworks (Lyras & Welty Peachey, 2011; Schulenkorf, 2012) informed our coding and analysis processes.  Following the initial open coding process, triangulation of research investigators was employed to further enhance the trustworthiness and credibility of the study (see Lincoln & Guba, 1985).  The open codes and themes were checked and discussed by all authors, and nodes similar in meaning were merged and subsequently grouped into the most relevant and meaningful tree node categories. This process also allowed us to make sure that key messages and themes were indeed representative of the transcripts.
In terms of credibility and trustworthiness of the overall research and data analysis process, we employed a couple of credibility-enhancing techniques.  Credibility tends to receive the majority of attention as a pivotal factor in establishing trustworthiness (Lincoln & Guba, 1985).  Trustworthiness is then achieved by triangulating data through multiple methods.  Thus, member checking permits participants to review transcripts and clarify their responses.  Guba and Lincoln (1989) recommended member checking as a condition to ensure credibility.  All participants were invited to cross-check their transcripts in order to perform edits/clarifications to the original interview data.  Furthermore, field notes were kept in a reflexive journal by the second author during the data collection procedure.  Reflexive writing provides the researcher with the opportunity to actively reflect on the effectiveness of techniques, initial impressions of each interview, preliminary data patterns, and the researcher's ongoing provisions to ensuring objectivity (Guba & Lincoln, 1989; Shenton, 2004).  Reflexive journal writing was conducted upon each interview so that further information could be sustained. 

Findings and Discussion
The purpose of this study was to examine how an event organization (i.e., the change agent) strategically manages and leverages an event to sustain its commercial viability by focusing on generating social benefits for the community.  Through the eyes of different event and community stakeholders, and with a particular reference to SFDT (Lyras & Welty Peachey, 2011) and the role of change agents in development work (see Schulenkorf, 2010; 2012), we present and discuss our findings relative to three main thematic categories identified: (a) managing context, (b) engaged change agent, and (c) involved community.
Managing Context
	As change agents, it is pivotal for SFD managers to fully understand the project context in order to develop and implement a developmental approach that builds on relevant social processes and mechanisms, thus leading to desired outcomes for the event organization and local communities (see Chalip, 2006; Schulenkorf, 2010).  In the midst of the economic recession in Greece, the community sport sector has demonstrated some resistance and proactivity to address the economic crisis.  Concurrently, sport events have gained attraction in local environments, as Manolis, product manager for one of SMM’s main sponsors, noted: “The positive thing is that municipalities and local communities have started realizing the benefits of mass participation sport events, which are now widely organized throughout the country.”  Overall, the SMM event was described as an opportunity for social engagement and positive change for locals and their communities.  For instance, when asked about the social climate in Spetses, interviewees characterized the mentality of the island in the pre-SMM era as self-centered, individualistic, and one that lacked collective structures.  In contrast, the post-event climate was referred to as collaborative and embracing, as evidenced by the following statements:
The event is a priority for the local community.  But the biggest contribution is the realization for the locals that when we all collaborate towards a common goal and we all help fulfill that goal, then we all benefit from it.  (Anastasia)
The greatest impact of the event is the fact the Spetses is more than just a cosmopolitan island where you can spend a glamorous vacation.  The island has to offer more than that.  The mentality of the citizens has changed as well.  Everybody is waiting impatiently for the next mini marathon, more than any other event in the island.  (Maria)
It was suggested that the positive change in mentality resulted in part from the SMM, which enabled the community to engage as participants, and some as supporting volunteers.  Moreover, the change agent, in collaboration with local representatives, managed to address some of the dominant and critical social issues through a targeted and holistic event-planning process.  Particularly, the organizers considered the following: (a) an environment of economic recession on the island, (b) the rise of amateur sports in the country, (c) the need for common purpose and social cohesion on the island, and (d) the regeneration of the local economy through the extension of the tourism season via sport events.  In other words, the organizing committee of the SMM accounted for the local context and managed to convince local actors to partner for a common cause, a key factor in the creation of a supportive event context (Gibson, Kaplanidou, & Kang, 2012) and opportunities for leverage (Schulenkorf, 2017; Welty Peachey et al., 2015; 2018).  Zacharias, one of the key stakeholders on the island, stated:
Especially in such a pessimistic environment in Greece due to the economic recession, the mini marathon event is like experiencing spring in the midst of a heavy winter… For me, the event is like a “flame of revolution” in a country like Greece that constantly languishes.  The crisis in Greece is not a financial one—above all, it is a crisis of morals and values.
Informal interactions during the SMM event revealed a sense of pride in locals; in other words, the event contributed to a positive and inclusive mentality change.  In line with this argument, the majority of interviewees looked beyond economic benefits and praised a revitalized culture of volunteerism, togetherness, hope, and optimism as fundamental impacts of the SMM event.  Konstantinos, a 73-year-old native of the island, concluded, “People in the island have started to socialize more—to run together for example.  The event has inspired people to come together, to start exercising; it has provided the framework for volunteer opportunities and contribution.”  
	From a sporting perspective, one of the main contributing factors for the mini marathon’s success was the utilization of running as the main sport (i.e., the sport and physical activity component of SFDT as presented by Lyras and Welty Peachey, 2011).  This allowed the event to be inclusive of a wide variety of participants, irrespective of gender, age, and competence levels.  Focusing on open-access running events has been previously recommended as a valuable strategy for inclusive SFD activity (Coleman & Ramchandani, 2010; Newland & Kellett, 2012; Schulenkorf, 2010), despite the rather individualistic character of the sport.  Pragmatically, it is here where ancillary events and group activities have to be integrated to provide leverage opportunities for participants and the wider community (see O’Brien, 2007; Welty Peachey et al., 2015).  In the case of the SMM, this was realized through parallel sociocultural events in museums and archaeological sites, gastronomy expositions, and inclusion of the younger generation in the event through drawing competitions.  From a socio-managerial perspective, the local context was considered and strategically leveraged for positive impacts to occur.
Engaged Change Agent
	A change agent was involved throughout the different organizational and structural aspects of the mini marathon including planning, shaping, and holding of the event for tourism and social purposes.  Right from the inception of the SMM, the change agent collaborated closely with the community to realize development activities and community empowerment objectives.  This was achieved via regular meetings with the municipality, as well as involvement of local organizations and community members in civic forums.  Through continuous reciprocal engagement, a mutually beneficial engagement was fostered; in particular, one group (i.e., change agent) was able to provide professional event management expertise, while the other (i.e., community) contributed local knowledge and cultural understanding.  By joining forces, the event management team was ideally prepared for providing culturally appropriate and professionally managed sport events (see, e.g., Schulenkorf, 2012; Sugden, 2006). 
Overall, a common understanding was established regarding the strategic plan to develop the event’s brand name, establish the island as a destination image, and—above all—organize a high-quality sport event representative and respectful of the local culture.  Interviewees had a lot to share about the organization of the event and the managerial engagement between the community and the change agent.  For example, Thomas noted the following: 
It is important for the mini marathon to maintain its professionalism and high quality of services and management, and to increase participation on a yearly basis from abroad as well.  As long as the private company is behind the event, it will be of quality. 
Despite the growing reputation of the SMM as a successful and financially viable sport event, participants continued to emphasize the organizers’ successful efforts in securing and developing its social character.  Maria shared her comment, accordingly:   
	The numbers speak for themselves, they double almost every year.  First of all, it is a sport event organized by a serious private entity, which does an excellent job with promoting the event and maintaining a low participation cost.  So, it seems that the event is not solely organized based on profitability.  The event depicts a purpose of gathering people in a mass-participation sport event, so they can exercise and have a good time.
Maria’s comment indicates that aspects of the overall focus on social, cultural, professional management, as well as responsibility for inclusive and accessible participation, were key components of the organizers’ effective event strategy.  This finding is closely aligned to Schulenkorf’s (2010) research on the roles and responsibilities of change agents and their roles as networkers, trust builders and agents for participation.  The vast majority of interviewees also concurred that the change agent played a pivotal role in getting the SMM project off the ground; for instance, one of the resident business owners stated, “If it was not for the [change agent], nothing would have happened in the island” (Maria).  Furthermore, local community members agreed upon the importance of the common and clear vision jointly set forth by the change agent and community representatives – a managerial process that Slack and Hinings (1992) have previously described as necessary for sustainable community change (see also Gibson et al., 2012; Massey, Whitley, & Blom, 2015).  In this case, the vision was coupled with communal leadership that was aimed at achieving lasting social benefits for the island itself.  The following quote highlights this sentiment:
	The success of the mini marathon is a case study that illustrates that if we have a specific 
context with the appropriate leadership, then we will succeed.  For me, a leader is not somebody that convinces you to follow him/her, but someone who inspires you to surpass one’s vision or success.  And the organizing committee has succeeded in that.  (Zacharias)     
From a procedural perspective, the change agent in cooperation with local community representatives developed the strategic plan prior to staging the SMM.  This plan included identification of—and engagement with—the local culture and policies, along with social and financial issues affecting the planning and delivery of the SMM event.  As such, the planning and implementation of the program links with recommendations provided in Vail (2007) within her community sport research highlighted the importance of collaboration between program organizers and what is described as local community champions.  Similar to Vail’s argument that a strong cultural understanding and community networks can be the catalyst for the realization of authentic and sustainable sport and non-sport development outcomes, the collaboration between change agents and local community at the SMM allowed for the creation and leverage of wider event benefits.  Katherine, the leading member of the organizing committee, noted:
Right from the beginning we talked with the local community, with the museums, with cultural organizations of the island and supported the event with cultural aspects as well.
We did not approach the mini marathon as merely a sport event, but we recreated it as a social and cultural event.  This demonstrates that as an organizing committee, we are not conducting the event as a one-off firework.  We strongly believe that along with the island, we can create the conditions for a sustainable and international event. 
This statement highlights the importance of a strong and reciprocal engagement between the change agent and local communities to achieve local buy-in and support (see also Spaaij, Schulenkorf, Jeanes, & Oxford, 2018).  It also suggests that in contrast to so-called helicopter approaches to development where SFD implementers ‘fly-in and fly-out’ of SFD projects (see Giulianotti, Hognestad, & Spaaij, 2016), the commitment of local change agents increases the chances of realizing the most authentic—and therefore relevant and meaningful—event outcomes for direct and indirect stakeholders.  Consequently, a sustained local presence and close connection with the host community presents a critical success factor.
Finally, there were initial signs that the positive image the organizer was able to establish through its community support and engagement was enhanced and multiplied through word-of-mouth promotion.  In the future, the organizer could cooperate more closely and strategically with local and national media to further improve its reputational capital (see O’Brien and Chalip, 2008).  This could be done by media reports on the community-focused the event business, the positive social and health-related outcomes of events, and by reflecting on the successful business-community partnership as an innovative approach in event management.  Subsequently, the newly created reputational capital may be further leveraged to attract additional participants, volunteers and donors to contribute to future events and festivals (see also Schulenkorf & Edwards, 2012).  It may also increase the organizers’ opportunities for securing governmental grants or other financial support for designing inclusive sport programs for wider social, health and business development purposes.
Involved Community
	Around the SMM, the change agent instilled an attitude of confidence and developed a framework of collaboration whereby various stakeholders of the island were brought together for a common cause: holding and leveraging an SFD event and going beyond the tourism aims by adding social and sporting factors to the mix.  Indeed, active involvement and community participation were seen as critical factors, as indicated by Maria:  
The organizing committee has made all citizens part of the event.  It has provided them with the realization that if they don’t support the event, then it can’t move forward.  The event exists to the benefit of all of us.  The event really impacts younger generations, who are exposed to the sport culture by watching Olympic level and amateur athletes participating.  The citizens themselves have started to participate in the development of their own island.  This is a new reality for the local community. 
Community involvement and an active contribution were in fact seen as underpinning principles of the SMM; in particular, involvement was expected to lead to a welcoming atmosphere behind the scenes, and a joint celebration of people and (sporting) communities at the event.  This inclusive and festive approach was exemplified by the large group of approximately 200 volunteers who supported the entire event management process from start to finish.  Their active engagement and the positive mentality displayed by the wider community allowed the organizing committee to leverage and maximize the event’s social utility by organizing after-event parties, festivals, and workshops.  
For instance, upon completion of swimming races, local women of Spetses along with the municipality hosted a lunch where they offered local treats and pastries to all of the athletes.  Clearly, such an experience is only possible when local groups are properly integrated into the overall event design and management processes (see Chalip, 2001; O’Brien, 2007; O’Brien & Chalip, 2008).  Interestingly, since the first SMM event the volunteer group has re-engaged on an annual basis; moreover, the group has become active throughout the year and now collaborates with local organizations to generate new ideas for future versions of the event.  For example, current discussions revolve around showcasing local historic sites and providing themed tours in close cooperation with museums and cultural centers.  Such purposeful inclusion of non-sporting aspects may “appeal [to] and sustain a more representative population” (Lyras & Welty Peachey, 2011, p. 314), hence successfully leveraging the effectiveness of the sport and physical activity component of SFDT. 
Despite increased participation and involvement of the community in the organization of the SMM event, some respondents purported that there is still room for improvement.  Despoina, a dedicated volunteer, suggested:
I believe there is definitely additional margin for collaboration with the community.  For instance, some local residents should be part of the leadership committee.  Now citizens only help through volunteerism, etc. but they are not actually integral members of the organizing committee. 
This sentiment implies that community involvement as a concept has so far been restricted.  In other words, while the change agent has integrated local voices in its decision-making, significant challenges remain before the highest level of community involvement, and potentially community (co-) ownership of SMM, may be realized in the future. In fact, a stronger commitment towards community empowerment would be necessary to maximize the potential of the SMM initiative (see Schulenkorf, 2010, 2012; Vail, 2007).  As such, the question remains if the change agent—as a private company—is truly interested in relinquishing its power and control over the event in the long run.  Given the commercial nature of the change agent, such a development may in fact be unlikely and discussions will remain about the long-term viability of the SMM and its current modus operandi.

Summary and Future Directions
With a specific focus on contextual and organizational factors, the present study set out to examine how an event organization strategically manages and leverages an event to sustain its commercial viability, while focusing on generating social benefits for the community.  Against the background of a sustained economic crisis and significant social turmoil in Greece, we conclude that the SMM has achieved to generate various social, cultural, economic and sporting outcomes for active participants and the local Spetses community.  These outcomes were accomplished through targeted leverage strategies and strategic cooperation between the change agent and different local stakeholders.  Specifically, a participatory community approach to management allowed the SMM to: (a) leverage the local culture and historic sites; (b) align the event with social issues occurring on the island and in the country; and (c) encourage locals to engage in the organization and implementation of the event.  As such, the commercial viability of the event was secured and the reputational capital of the organizer increased.  Here, the small-scale nature of the event was an important factor for the successful generation of community benefits (see also Misener, 2015; Taks, 2013), as the close engagement between the change agent and the local community resulted in a common vision, trustworthy networks, and reciprocal support.  In the future, the challenge for the Spetses community and the supporting change agent will be to sustain and further leverage the positive momentum in an attempt to achieve continuous growth and increased publicity without losing the community connection deemed so important for the event’s success.
Moreover, there is a need to establish significantly more clarity around the preferred business model for the SMM event; namely, is the community opting for increased responsibility of locals in positions of power, or will the change agent remain the focal point in the organizational aspects of the event?  This question seems critical given that a number of Spetses community members have started to complain about the continued involvement of the change agent, while other parts of the community are comfortable and content with the status quo.  While supporters of a continued involvement make the case that external change agents should be involved if: (a) significant resources are needed to hold events, (b) the financial risk remains high, and/or (c) community groups may be unable to guarantee professional and sustained development in practice.  However, SFDT (Lyras & Welty Peachey, 2011), decolonization approaches to development (Darnell, 2012; Darnell & Hayhurst, 2011), as well as earlier research on SFD change agents (Schulenkorf, 2010) encourage change agents to relinquish power and control as part of their plans for sustainable development.  
Given this discrepancy, studies on the community–change agent relationship not only provide fascinating opportunities for follow-up research, but they also have currency given the direct implications for sport event organizers, community groups and other stakeholders in their quest for achieving sustainable development outcomes.  Further theoretical contributions could and should be made in the area of SFD entrepreneurship and leadership, with specific and nuanced discussions around business setups, partnership approaches, and governance models of socially focused event organizations that act as supportive change agents.  Thus, we believe the present study serves as a springboard for future research initiatives around the SMM event and similar small-scale sport event projects elsewhere in the world.
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