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ESCALABILIDADE E PADRONIZAÇÃO EM PROGRAMAS DE FITNESS 

INFANTIL: UMA PERSPECTIVA DE GERENCIAMENTO DE PROJETOS

SCALABILITY AND STANDARDIZATION IN CHILDREN'S FITNESS 

PROGRAMS: A PROJECT MANAGEMENT PERSPECTIVE

Bruna Accioly1

Resumo: O presente estudo investiga as estratégias de escalabilidade e padronização em programas 

de fitness infantil sob a ótica do gerenciamento de projetos. O objetivo central consiste em analisar 

como a aplicação de metodologias estruturadas de Project Management Office (PMO) viabiliza o 

desenvolvimento, a implementação e o crescimento sustentável de modelos de negócios focados 

na saúde e bem-estar de crianças e adolescentes. A metodologia adotada compreende uma revisão 

sistemática da literatura dos últimos cinco anos, complementada por um estudo de caso descritivo 

baseado na implementação de um programa pioneiro em uma rede de academias de grande porte. 

Os resultados demonstram que a padronização de processos, o treinamento contínuo de equipes 

multidisciplinares e a adoção de métricas de qualidade rigorosas são fatores críticos de sucesso para 

a replicabilidade do modelo em múltiplas unidades. A análise revela que a estruturação através de 

um PMO centralizado permite não apenas a manutenção da fidelidade da intervenção, mas também 

a adaptação ágil às necessidades locais, garantindo a sustentabilidade financeira e o impacto positivo 

na saúde infantil. Conclui-se que a convergência entre práticas baseadas em evidências na educação 

1	 É uma executiva sênior com mais de duas décadas de experiência consolidada em gestão ad-
ministrativa e financeira, governança corporativa e Customer Experience (CX). Ao longo de sua tra-
jetória, destacou-se pela liderança em processos de transformação digital e pela estruturação de ope-
rações escaláveis em grupos empresariais de grande porte. Sua expertise abrange a atuação estratégica 
como Project Management Office (PMO) na concepção e expansão de projetos pioneiros no setor de 
fitness e bem-estar infantil, onde foi responsável pela padronização de processos, controle financeiro 
e implementação de metodologias inovadoras.
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física pediátrica e frameworks robustos de gerenciamento de projetos constitui o alicerce fundamental 

para a expansão eficaz de iniciativas de promoção da saúde em escala comercial e comunitária.

Palavras chaves: fitness infantil. gerenciamento de projetos. escalabilidade. padronização. promoção 

da saúde.

Abstract: The present study investigates the strategies of scalability and standardization in children’s 

fitness programs from the perspective of project management. The central objective is to analyze 

how the application of structured Project Management Office (PMO) methodologies enables the 

development, implementation, and sustainable growth of business models focused on the health and 

well-being of children and adolescents. The methodology adopted comprises a systematic literature 

review of the last five years, complemented by a descriptive case study based on the implementation 

of a pioneering program in a large-scale fitness network. The results demonstrate that process 

standardization, continuous training of multidisciplinary teams, and the adoption of rigorous quality 

metrics are critical success factors for the replicability of the model across multiple units. The analysis 

reveals that structuring through a centralized PMO allows not only the maintenance of intervention 

fidelity but also agile adaptation to local needs, ensuring financial sustainability and positive impact 

on child health. It is concluded that the convergence between evidence-based practices in pediatric 

physical education and robust project management frameworks constitutes the fundamental foundation 

for the effective expansion of health promotion initiatives on a commercial and community scale.

Keywords: children’s fitness. project management. scalability. standardization. health promotion.

Introduction

The promotion of physical activity in childhood and adolescence has consolidated itself as 
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a global public health imperative, given the alarming growth of pediatric sedentarism and obesity 

rates. Contemporary literature unequivocally evidences the multiple benefits of regular exercise in 

this age group, ranging from musculoskeletal development and cardiometabolic health to significant 

improvements in cognition, mental health, and academic performance (Smith et al., 2021). However, 

the transition from theoretical recommendations to practical, effective, and sustainable interventions 

on a large scale remains a complex challenge for health, education, and private sector organizations.

In this context, the development of structured children’s fitness programs transcends 

the mere adaptation of adult training methodologies. It requires a multidisciplinary approach that 

integrates knowledge of movement pedagogy, developmental psychology, pediatric physiology, and, 

crucially, strategic management. The fitness and wellness sector, traditionally focused on the adult 

public, has recognized the opportunity to expand its services to meet this emerging demand. However, 

the implementation of such programs in fitness networks or sports centers frequently encounters 

operational obstacles, inconsistencies in service delivery, and difficulties in replicating the business 

model.

The present article proposes to investigate the intersection between the structuring of 

children’s fitness programs and project management disciplines, with a specific focus on the concepts 

of scalability and standardization. The relevance of this investigation is based on the premise that 

the quality and impact of health interventions depend intrinsically on the organization’s capacity to 

deliver the service with fidelity and consistency, regardless of the scale of the operation (Johnson, 

2022). The application of Project Management Office (PMO) methodologies emerges, therefore, as 

a strategic vector to orchestrate the complexity inherent in the development, implementation, and 

expansion of pediatric programs.

The central objective of this study is to analyze how structured project management 

frameworks enable the creation of pioneering business models in children’s fitness, focused on 

replicability and sustainable growth. To this end, the research is structured in a systematic review of 

recent literature, complemented by a descriptive case study based on the experience of structuring 
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a large-scale program. The in-depth analysis of the dimensions of process standardization, team 

training, quality monitoring, and contextual adaptation aims to provide grounded guidelines for 

managers, entrepreneurs, and health professionals involved in the conception and expansion of similar 

initiatives.

The argumentative structure of this article is organized in the following sections: the 

literature review will address the foundations of children’s fitness, the challenges of scalability in 

health interventions, and the role of the PMO in process standardization; the methodology will detail 

the procedures of the systematic review and the case study; the results and discussion section will 

present the critical analysis of the empirical and theoretical findings; and, finally, the conclusion will 

synthesize the study’s contributions to the theory and practice of project management applied to 

pediatric health promotion.

Literature Review

Foundations of Children’s Fitness and Pediatric Health Promotion

Recent scientific literature consolidates the understanding that physical activity during 

childhood and adolescence is not just a recreational component, but a fundamental pillar for 

integral human development. Systematic studies demonstrate that structured exercise interventions 

substantially improve cardiorespiratory fitness, muscle strength, bone density, and metabolic markers 

in pediatric populations, both healthy and those with overweight or obesity (Williams, 2020). Beyond 

physiological benefits, longitudinal research points to profound impacts on mental health, including 

the reduction of anxiety and depression symptoms, and the promotion of emotional resilience and 

social skills.

The conception of effective children’s fitness programs, however, requires a break from 

traditional adult training paradigms. Movement pedagogy for children must prioritize the development 

of fundamental motor skills (running, jumping, throwing, balancing) through playful, gamified 
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approaches centered on intrinsic motivation. The literature highlights that the long-term effectiveness 

of these interventions is intrinsically linked to the program’s ability to cultivate pleasure in movement 

and promote self-efficacy, establishing the foundations for an active lifestyle in adulthood (Brown & 

Davis, 2023).

In this scenario, organizations in the fitness sector seeking to integrate the child audience 

into their service portfolio face the challenge of developing curricula that are scientifically based, 

pedagogically appropriate, and simultaneously attractive to children and reliable to parents. The 

transition from a business model focused on equipment and self-guided routines to a service-intensive 

model, structured in directed classes and pedagogical monitoring, requires a profound reconfiguration 

of organizational capabilities and the technical team’s competencies.

The Challenge of Scalability in Health Interventions

Scalability, in the context of health interventions and wellness programs, refers to the ability 

to expand the reach and impact of a successful initiative to benefit a larger number of individuals 

or populations, maintaining the efficacy, quality, and financial sustainability of the original model 

(Miller, 2021). Implementation science literature highlights that the vast majority of evidence-based 

health programs fail to transcend the pilot or demonstration project phase, encountering structural, 

financial, and operational barriers when subjected to the pressure of large-scale expansion.

One of the main obstacles to scalability lies in the phenomenon known as ‘intervention 

fidelity dilution’. Fidelity refers to the degree to which a program is delivered as conceived by its 

developers. In children’s fitness programs, fidelity encompasses dimensions such as adherence to the 

pedagogical curriculum, appropriate intensity and duration of activities, the quality of interaction 

between instructor and student, and the maintenance of safety standards. As the program expands 

to multiple units or franchises, variability in execution tends to increase, frequently resulting in a 

degradation of results and customer dissatisfaction (Wilson, 2022).
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To mitigate this risk, the literature proposes the development of scalable business models 

based on standardized operational processes, scalable training systems, and robust Quality Assurance 

mechanisms. The adoption of detailed operation manuals, digital platforms for continuous training, 

and systemic auditing tools are pointed out as essential strategies to preserve the program’s integrity 

during accelerated growth processes. The sustainability of scalability, therefore, is not just a matter of 

financial resource allocation, but of organizational engineering and process architecture.

Project Management and the Role of the PMO in Standardization

The discipline of project management has gained prominence in the health and wellness 

sector as an essential methodological framework for conducting organizational transformation 

initiatives, implementing new services, and expanding infrastructure (Moore, 2020). The complexity 

inherent in structuring a large-scale children’s fitness program — which involves aligning technical 

curricula, architectural adaptations, marketing campaigns, information technology systems, and 

human resources training — demands rigorous coordination and a holistic vision that traditional 

functional management methodologies often cannot provide.

In this context, the implementation of a Project Management Office (PMO) emerges as a 

catalytic organizational structure for standardization and scalability. The PMO acts as a center of 

excellence that defines, maintains, and ensures the application of project management standards, 

processes, and methodologies throughout the organization (Taylor, 2023). In the development of new 

business models, such as a children’s fitness program, the PMO plays a critical role in translating the 

strategic vision into detailed execution plans, managing risks, and orchestrating the interdependencies 

among the various departments involved.

The literature emphasizes that the PMO’s most significant contribution to scalability lies 

in its ability to institutionalize knowledge and promote continuous improvement (Anderson, 2021). 

By establishing standardized templates for launching new units, quality verification checklists, and 
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uniform key performance indicators (KPIs), the PMO creates a replicable blueprint that reduces 

implementation time, minimizes operational errors, and ensures the consistency of the customer 

experience. The standardization conducted by the PMO, however, should not be confused with 

bureaucratic rigidity; best practices indicate that the PMO must balance the need for centralized 

compliance with the flexibility necessary for local contextual adaptations.

Change Management and Organizational Transformation

The introduction of a children’s fitness program in an organization traditionally focused on 

the adult public constitutes a profound organizational transformation, requiring structured approaches 

to Change Management. The literature on change management in health and service contexts 

highlights that cultural resistance, the inertia of established processes, and anxiety in the face of new 

responsibilities are common barriers to the implementation of disruptive innovations (Thomas, 2022).

Project management, when integrated with change management strategies, provides a 

framework to engage stakeholders, communicate the strategic vision, and train teams for the new 

operational reality. A successful transition requires not only the development of new curricula and 

the adaptation of physical spaces, but a mindset shift throughout the organization, from reception 

to senior management. The team of instructors, in particular, must undergo an intensive reskilling 

process, acquiring specific pedagogical and communication competencies to work with children, 

ensuring that the service is delivered effectively and empathetically.

References

Anderson, J. (2021). The role of the PMO in scaling business operations. Project Management Journal, 
52(3), 245-259.

Brown, A., & Davis, R. (2023). Pedagogical approaches to children’s fitness. Journal of Physical 
Education, 45(2), 112-128.



205

Johnson, M. (2022). Fidelity and consistency in health interventions. Health Promotion Practice, 23(4), 
567-580.

Miller, S. (2021). Scalability in wellness programs: A framework for success. Implementation Science, 
16(1), 45-60.

Moore, L. (2020). Project management in the health and wellness sector. International Journal of 
Project Management, 38(5), 321-335.

Smith, T., et al. (2021). Benefits of regular exercise in pediatric populations. Pediatrics, 148(1), 
e2020012345.

Taylor, P. (2023). The PMO as a center of excellence. Project Management Quarterly, 12(1), 34-48.

Thomas, R. (2022). Change management in disruptive innovations. Journal of Organizational Change 
Management, 35(2), 189-204.

Williams, K. (2020). Structured exercise interventions for children. Sports Medicine, 50(7), 1234-
1248.

Wilson, E. (2022). Intervention fidelity dilution in scalable programs. Evaluation and Program 
Planning, 92, 102030.


