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About me

Bob Garber is the DITA Information Architect for Life 
Fitness. Bob is responsible for the DITA-OT plugins, 

Information Model, training, implementing new DITA 
elements and procedures, software support and 

upgrades. 10 years of experience with DITA, including 
XML, XSL-FO, HTML, and CSS. 21 years of experience 

in technical communications. As well as a degree in 
Electronic Engineering.
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About Life Fitness

Life Fitness strives to inspire healthier lives through 
solutions for every facility and exerciser.

In the fitness industry for over 55 years, we have 
grown from the Life Cycle exercise bike into a 

complete line up of Cardio and Strength products.

We publish close to 200 manuals in 12 languages, as 
well as service manuals, parts manuals, instruction 

sheets, service bulletins, and labels.



Where are you now?

Evaluate your current system.

What is the cost of not doing anything
and staying with your current system?

What works well, what is not working?

• Cost of tools
• Time involved, labor costs
• Efficiency
• Translations
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Where do you want to go?

There is a lot of time and expense in changing to any type of system.

Know the costs and efficiency of your current system.
Measure the difference and improvements with the new system.

Creating a good business plan helps you set targets and goals.
Gives you a vision of what success looks like.

What do you hope to gain or achieve?
• Create content faster
• Leverage reuse
• Better consistency
• Lower translation costs
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If you don’t 
know where 

you are 
going,

how will you 
know when 

you get 
there?



The cost of our old system

We knew we were not efficient in our workflow. It took too long to create a manual. 

Costs involved in current system:
• Creating a new manual took 8 weeks
• Packaging up InDesign files took 2 weeks
• Receiving translated files took 2 weeks to format and publish
• Translations costs, $4.00 per page
• We paid about $10k to $15k per manual for 10 languages
• Adding a new language took about 16 weeks of labor and was a full team effort
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Preparing for DITA

We knew we needed help in our authoring and workflow with InDesign. 

• We created generic topics and chapters. Customer Service, contact information
• We removed callouts from our graphics and created tables
• Redefined our character and paragraph styles
• Created flow of text boxes between pages instead of being chopped up

Our workflow efficiency increased, our manuals improved a lot, but it was still not enough.

TOGETHER WE INSPIRE HEALTHIER LIVES 7



Finding a solution

We all had our day jobs…

Data Conversion Laboratories

We had to learn about XML, DITA and two new pieces of software.
• XML – What is tagging and file structure
• DITA – Topics, maps, conrefs, etc.
• Oxygen – Used to create content
• XDocs, Bluestream CCMS - store, translate, and publish content
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Strategy

We needed several strategies to reach our goal:

• Content strategy
• Reuse strategy
• Metadata and Taxonomy strategy
• Delivery strategy

This all ties into our Information Model, how we mapped our content to the DITA standard.

We needed a champion on the team, someone to drive change, and support the system for many 
years, an Information Architect.
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Project Plan and Requirements

CybeXML

Executive Buy In – Created business plan

How long it took:
• Starting our proposal to sign off 11 months, (April 2013 – February 2014)
• Design and planning - 3 months, (March to May 2014)
• Baseline implementation - 2 months, May and June 2014 (Create CCMS environment, output 

style sheets, test, and training)
• Deployment – 3 months (July to September 2014)
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Cost of the new CCMS system

Planning
High level assessment, technology recommendation, project plan, and budget under $10k.

Implementation
Initial XML training, implementation, conversion, stylesheet development, training, and go-live 
support just north of $100k.

Software
Oxygen and XDocs CCMS under $50k.

Hours
Our in-house time spent with DCL was about 180 hours between 2 people.
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Selling DITA to Life Fitness

• They understood the value of structured authoring.
• We showed them what success looked like.
• Didn’t have to sell it, we created a plan to implement.

Showed them the benefits of reuse and our workflow in structured authoring.

Discussed the localization process and how efficient that was.

We made the investment in our solution and had trained people on our team.
• Experienced staff
• Information Architect 
• Localization Manager
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Getting Life Fitness started with DITA

We held our own four-day DITA summit.
It was so successful we hold it every year now

We did our own conversion and training in-house.

• Change mindset from InDesign to DITA.
• Oxygen editor and Bluestream XDocs CCMS.
• Learn all about DITA and XML.

Frustrations
• Giving up control of page layout
• Terminology and consistency
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Return on Investment

We saved a lot of money by using our current CCMS.
We had invested over $100k into our solution
• CCMS
• Man hours
• Consulting

Great localization vendor that was experienced and efficient with our translations. We saved about 
$3k to $5k per manual. Total savings 2017, $49k from $180k, 27% savings.

We saved money by not hiring trainers, all training was done in-house.

Bluestream updated our Cybex plugin and created new plugins for Life Fitness and SCIFIT.
A few years later we learned how to create plugins saving about $10k per plugin.
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In Summary

Moving into DITA takes a lot of time and money.
Hiring a consultant or other professional help
will make things easier.

• Evaluate where you are now
• Define what success would look like
• Plan a direction and end goal
• Change management
• Work through stages of implementation, testing, launching
• Constant check ins and evaluation of where you are and how things are going
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THANK YOU

Bob Garber
bob.garber@lifefitness.com
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