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Project Planning for the Establishment of Peak Performance Fitness Centre

[bookmark: _Toc235060420]1. Introduction
Project management has become an essential discipline within modern organisations because it provides a structured framework for delivering projects efficiently while balancing competing demands relating to scope, cost, quality, and time. According to APM (2023), defining project management comes down to the integration of processes, methods, skills, knowledge, and experience to achieve objectives within a set budget and or time. The Project Management Institute (2024) has stated that a project is a temporary endeavour undertaken to create a unique product, service or result. On oppose of the regular operational work, projects have finite durations and clearly defined objectives, accompanied by resource constraints, making systematic planning fundamental to their success.
The global fitness industry has experienced significant growth over recent years due to increasing public awareness towards health, wellbeing and preventive healthcare (Health and Fitness Association, 2025). Consumers are becoming more conscious of the physical and mental benefits associated with regular exercise, creating increasing demand for high-quality fitness facilities, which can be translated into a promising business opportunity by establishing a commercial gym. Transforming this opportunity in a business requires the coordinated management of multiple activities, including financial planning, procurement, refurbishment, recruitment, marketing, and regulatory compliance.
This essay presents a comprehensive project plan for establishing Peak Performance Fitness Centre, a commercial gym. As the project manager, I have complied this essay to demonstrate how recognised project management principles can be applied throughout the project’s lifecycle, ensuring delivery of the facility within six months. This essay will examine the project’s aims, objectives and scope before analysing the major project activities, deliverables, work breakdown structure, milestones and resource requirements

[bookmark: _Toc235060421]2. Project Aim, Objectives and Scope
Every successful project starts with a well-defined purpose. According to Goins (2025), projects that do not have a well-established aim and measurable objectives, often experience uncertainty, uncontrolled changes, and very inefficient use of resources. Therefore, the primary aim of this project is to establish and launch Peak Performance Fitness Centre as a fully operational commercial gym within six months while remaining within the approved budget, complying with all legal and health and safety requirements, and delivering a high-quality customer experience.
Although the project aim provides the overall direction, achieving successful project outcomes requires measurable objectives against which progress can be monitored. As underlined by Atlassian (2024), the objectives of a project can provide performance indicators that allow project managers to evaluate whether planned outcomes are being achieved, so, as a result, several objectives have been established for this project.
The first objective is to identify and secure a suitable commercial premises within the first six weeks of the project, because location plays a vital role in determining the long-term success of any fitness business due to accessibility, parking availability, and local demographics, which can influence membership growth. Once the premises has been acquired, the second objective would be to complete all refurbishment activities within fourteen weeks, making sure that the facility does comply with current building regulations and provides an attractive, safe and functional environment for members.
The project also aims to procure and instal commercial-grade fitness equipment that meets customer expectations and ensures the businesses place within the standard requirements. This includes cardiovascular equipment, resistance machines, free weights and functional training areas. With the physical development of the gym, technology systems such as memberships management software, payment processing systems, access control and CCTV will also be implemented to support efficient daily operations.
Human resources represent another critical success factor. Consequently, the project seeks to recruit qualified personal trainers, fitness instructors, reception staff, and a gym manager before the official opening. Staff training will focus not only on operational procedures, but also on customer service, health and safety and emergency response, ensuring that the employees are capable of delivering a professional member experience from the first day of operation.
Lastly, the project aims to launch a targeted marketing campaign before opening and secure at least 250 active memberships during the first three months of operation, as achieving this objective will help establishing a stable revenue stream and support the long-term sustainability of the business.
As important as the objectives are, the scope of the project is as equally as important. According to Indeed Editorial Team (2024), the scope identifies the boundaries of the project by specifying what work is included and excluded, underlining that it acts as an agreement between the project manager, stakeholders and clients. Without a well-defined scope, projects are destined to fail due to scope creep, where additional work needs to be introduced for the project without corresponding adjustments to time, cost, or resources.
For this project, the scope includes market research, business planning, securing finance, leasing suitable premises, refurbishment, procurement and installation of fitness equipment, implementation of technology systems, recruitment and staff training, marketing activities and the official launch of the gym. Clearly defining these boundaries enables resources to remain focused on agreed objectives while reducing the likelihood of unnecessary changes during project execution.
By establishing a clear aim, measurable objectives and a well-defined scope, as the project manager, I can create a strong foundation for effective planning and provide the stakeholders with a shared understanding of what the project intends to achieve.
[bookmark: _Toc235060422]3. Project Deliverables and Project Activities
Following the definition of the project’s objectives and scope, attention must be directed towards identifying the deliverables and activities required to achieve successful completion. The deliverables of a project represent the tangible outputs produced throughout the project lifecycle, whereas the activities of a project describe the work undertaken to create those outputs (Kanabar et al., 2023). The relationship between these two elements is fundamental because every activity should contribute directly towards the production of an agreed deliverable.
The first phase of the project will be focusing on initiation, as during this stage, the market research will be undertaken to evaluate customer demand, analyse competitors, and identify suitable locations. Completing a feasibility test and understand the local market is essential for an informed investment decision, rather than rely on assumptions. Simultaneously, a comprehensive business case will be prepared to justify the financial viability of the proposed business opportunity. This will evaluate expected costs, projected revenues, anticipated risks and potential return on investment, enabling investors to determine whether the project should proceed. This phase will also involve identifying key stakeholders, including investors, suppliers, contractors and future customers. One of the most important outputs of this phase is the Project Charter, which formally authorises the project and provides the authority to coordinate project activities. As soon as the funding has been secured and the approval from the stakeholders has been obtained, the project can progress into detailing planning.
During the planning stage, suitable premises will be selected and lease negotiations completed before detailed refurbishment plans are prepared. A comprehensive Project Management Plan will also be developed, incorporating the project schedule, procurement strategy, communication plan, and risk register. These documents are essential management tools that enables progress to be monitored and informed decisions to be made throughout project execution.
According to Pym (1987), project managers should allocate particular attention to the risk register due to the uncertainty a project faces inevitably. Some of the potential risks include supplier delays, escalating material costs, labour shortages, and unforeseen structural issues within the leased premises. Identifying these risks during planning enables mitigation strategies to be developed before they affect the project’s performance. 
Once planning has been completed, the project progresses into the execution phase, where the physical transformation of the premises begins. This stage represents the most resource-intensive component of the project and requires effective coordination between contractors, suppliers and specialist installers. As Project Manager, my responsibility is to ensure that activities are carried out according to the approved schedule while maintaining quality standards, controlling expenditure and responding promptly to any issues that arise.
The refurbishment phase includes modifying the leased premises to create a modern, safe and attractive fitness environment. Initial activities involve structural alterations where necessary, followed by electrical and plumbing installations to support specialist gym equipment, lighting systems, showers and changing facilities. 
Equipment procurement forms another critical aspect of the execution phase. Suppliers will be selected using a competitive procurement process that considers cost, quality, delivery times and warranty provisions. Before accepting delivery, each item will be inspected for defects and ensure quality. Once installed, equipment will undergo operational testing to confirm that it meets manufacturer safety requirements before being made available to customers.
Technology installation represents another important project deliverable. The project includes the implementation of membership management software, electronic payment systems, access control technology, CCTV and wireless internet connectivity. Collectively, these systems enable efficient member registration, secure financial transactions and improved facility security while providing management with valuable business performance data.
The final execution activities relate to marketing and business launch. The marketing activities will begin before construction has been completed to generate awareness within the local community. These activities include developing a professional website, establishing social media accounts, distributing promotional material and introducing discounted membership offers for early registrations. A formal opening event will also be organised to showcase the facility, engage local businesses and encourage prospective customers to experience the gym's services. 
[bookmark: _Toc235060423]4. Work Breakdown Structure (WBS)
One of the most widely used planning tools for achieving this objective is the work breakdown structure (WBS).  As underlined by Grace (2024), the WBS is a hierarchical breakdown of the total project scope into smaller tasks that can be planned, monitored and controlled. Having the WBS, it provides a structured representation, allowing a clear view of the entire project, enabling the project manager to allocate responsibilities, estimate costs, monitor progress and control project performance more effectively.
For the Peak Performance Fitness Centre project, the WBS is divided into eight principal work packages that reflect the major phases of the project lifecycle. Within each work package, activities are further decomposed into smaller tasks that can be assigned to specific team members or contractors. This hierarchical approach improves accountability because responsibility for each work package is clearly defined.
Unlike many project plans that treat management as a single activity, this project recognises Project Management as an ongoing work package extending throughout the project lifecycle. As Project Manager, my responsibilities include project planning, stakeholder communication, schedule monitoring, cost control, quality assurance, risk management, change control and project closure.


[bookmark: _Toc235060424]5. Project Milestone
An effective project plan requires a clear milestone that enables progress to be measured. The milestones are significant events that mark the completion of key phases of a project.
This project has been divided in eleven milestones, with definite time allocated for each milestone, ensuring that the performance of the project is monitored. The first milestone is the approval of the business case by the project sponsors in week two, confirming the viability of the project. The second milestone is securing funding in week four, ensuring sufficient financial resources. By week six, the lease of the location should be complete, allowing the beginning of refurbishment.
Another milestone to be reached in week eight is the project management plan, as it solidifies a baseline against which future project performance will be monitored. Following this, refurbishment works are expected to be completed by week fourteen, allowing equipment installation. With the equipment installed and tested by week seventeen, the management software, CCTV, and payment systems can be installed by week eighteen. All staff recruitment and inductions completed in week nineteen, the marketing will begin in week twenty and with the final inspections complete by the twenty-third week, the gym can finally open in week twenty-four.

	Milestone
	Target Completion

	Business Case Approved
	Week 2

	Funding Secured
	Week 4

	Commercial Premises Secured
	Week 6

	Project Management Plan Approved
	Week 8

	Refurbishment Complete
	Week 14

	Gym Equipment Installed
	Week 17

	Technology System Operational
	Week 18

	Staff Recruitment Completed
	Week 19

	Marketing Campaign Launched
	Week 20

	Final Inspection and Approval
	Week 23

	Official Gym Opening
	Week 24



The Peak Performance Fitness Centre project requires a multidisciplinary project team comprising contractors, electricians, plumbers, IT specialists, marketing professionals and qualified fitness personnel. As Project Manager, my primary responsibility is to coordinate these individuals, ensuring that work is completed according to schedule while maintaining effective communication between all stakeholders. Human resource planning therefore extends beyond recruitment and includes scheduling, supervision, conflict resolution and performance monitoring throughout the project lifecycle.
[bookmark: _Toc235060425]6. Conclusion
Effective project planning is fundamental to the successful delivery of complex projects such as the establishment of Peak Performance Fitness Centre. This essay has demonstrated how clearly defined aims, measurable objectives and a well-defined project scope provide the foundation for successful project execution. Furthermore, identifying project deliverables, organising activities through a Work Breakdown Structure (WBS), establishing realistic milestones and allocating appropriate resources contribute to maintaining control over project performance throughout its lifecycle. Applying recognised project management principles enables the Project Manager to monitor progress, manage risks, coordinate stakeholders and respond effectively to unforeseen challenges while ensuring the project remains within its agreed scope, budget and schedule. By adopting this structured approach, the proposed six-month project is well positioned to achieve its objectives and deliver a fully operational commercial gym that meets customer expectations and regulatory requirements. Ultimately, effective planning not only increases the likelihood of project success but also provides a strong foundation for the long-term sustainability and growth of the business.
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