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Website
Consolidation Workflow

Planning for confidence

Execution with control

Stabilization and Delivery
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Website Consolidation Workflow

The following workflow is the product of years of hard-won experience
helping enterprise clients successfully navigate complex web consolidation

and migration projects.

It provides a logical, step-by-step sequence of activities that together enable
you to identify and mitigate the most frequent problems associated with

website consolidation projects.

By following this proven methodology, your project team can confidently
deliver a successful website consolidation project that protects traffic, unifies

customer experience, and reduces the risk of budget and timeline over-runs

This workflow has been designed so you can customize each step to your

particular project’s requirements, whether you’re merging two sites or twenty.

For any questions about this workflow or your project:

please contact us at Info@wyoming-interactive.com.




Project Framing,
Stakeholder Alignment
& Risk Register

What:

Establish governance, scope, success metrics,

and capture initial risks.

Why:
Without alignment and accountability, the project

risks drift and disputes.

Why It Works:
Every artefact (specs, models, audits) has

owners, sign-off, and KPIs to test against.

Artefacts:

e Project Charter & KPlIs.

e Stakeholder Map & RACI.
e Risk Register (living doc).
e Decision Log.

e Comms Plan framework.

Website Consolidation Workflow

Content, Technical
& Integration Audits

What:

Catalogue all assets, systems, and integrations.

Why:
You can’t consolidate what you haven't fully
inventoried; integrations are high-risk and often

hidden.

What it enables later:
Informs data model, specs, and mapping;

baseline for ROl and risk register.

Artefacts:
e Content Inventory & Audit Summary.
e Technical Audit Report (CMS, hosting, APIs).
e Integration Inventory (systems, flows,
owners).
e Migration Readiness Checklist
(metadata, schema, media).

e Analytics Baseline Report.



User & Persona Validation

3 + Use Case Mapping

What:

Validate personas and map critical journeys.

Why:
Avoids designing for assumptions instead

of real users.

International

4

& Localization Audit

What:
Assess domains, languages, compliance,

and geo-SEOQ.

Why:
Global complexity must be resolved before

specs and mapping.
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What it enables later:

Shapes functional specification and localisation

priorities.

Artefacts:
Persona Validation Report.
Journey Maps & Use Case Scenarios.
User Research Notes (interviews,

surveys, analytics).

What it enables later:
Inputs for data model (locale handling),
functional spec (localised features),

and NFRs (compliance).

Artefacts:
International URL/Domain Strategy.
Hreflang/Canonical Audit.
Localization Gap Analysis (translations,

currency, compliance).




Canonical Data
& Content Model
(Data Schema)

What:

Define the unified data model across content,

products, and users.

Why:
Prevents broken migrations, duplicate entities,

and schema mismatches.

What it enables later:
Guides URL mapping, technical spec,

integration design, and migration scripts.

Artefacts:
e Canonical Data Model Spec
(ERD + dictionary).
e Field Mapping Workbook
(legacy — canonical).
e |D Strategy (dedupe rules, canonical IDs).
e Structured Data Mapping

(Schema.org alignment).

Website Consolidation Workflow

Functional, Technical

& Non-Functional

Specifications

What:

Formalise requirements and design standards.

Functional Spec:
What the site must do (features, journeys,

content types).

Technical Spec:
How it will be built (CMS architecture,

integrations, security).

Non-Functional Spec:

How well it must perform (performance,
scalability, accessibility, compliance).

Why: Specs are the contractual bridge between
planning and build.

What it enables later: Prevents scope creep,
defines QA benchmarks, and ensures IT/
compliance sign-off.

Artefacts:

e Functional Specification Document.

e Technical Specification Document.

e Non-Functional Requirements (NFRs).



URL Mapping
5 (Redirect Matrix)

What: What it enables later:
Map every old URL to its new destination. Feeds into staging build, redirect

implementation, and launch QA.

Why: Artefacts:
Critical for preserving SEO equity and user e Redirect Matrix (legacy — new URLS).
continuity. e Asset Redirect List (PDFs, collateral).

e Redirect QA Plan.

Generative Enging
6 Optimisation (SEO) Audit

What: What it enables later:
Review surviving content for authority, Prioritises content upgrades before build.

structured data, and E-E-A-T.

Why: Artefacts:
Ensures consolidated site remains visible in e Content Authority Report.
Al-driven search. e Structured Data Audit.

e Content Upgrade Plan.
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UX, Product Integration
& Design Alignment Planning
What: What:
Unify IA, design systems, product taxonomy, Define integration strategy (retain, retire,
and messaging. re-engineer).
Why: Why:
Without coherence, the user experience Avoids hidden dependency failures at launch.

fragments post-launch.

What it enables later:
What it enables later: Provides test cases for staging, comms plan
Guides staging build, usability testing, for downstream teams.

and accessibility compliance.

Artefacts:
Artefacts: e Integration Transition Plan
e Information Architecture Blueprint. (retain/retire/re-engineer).
e Design System / Style Guide. e APl Contracts / Interface Specs.
* Product Messaging Matrix. ® Integration Risk Log.
e Accessibility Compliance Report. __’;;‘;j e Test Case Catalogue.
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Techincal Build
9 & Staging

What: What it enables later:

Build consolidated site in a safe environment. Usability testing and QA.

Why: Artefacts:

Validates mappings, specs, data model, Staging Build.

and integrations before live traffic. Schema Validation Tests.
Integration Test Reports.

Performance & Security Reports.

Test key journeys with

1 O real users/personas

What: What it enables later:
Test key journeys with real users/personas. Fixes UX flaws before launch; reduces

post-launch reputational risk.

Why: Artefacts:
Ensures the new site works for people, e Test Scripts & Scenarios.
not just crawlers. e Usability Testing Report.

e Resolved Defects Log.
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Launch Preparation
& Checklists

What:

Execute pre-launch runbook and confirm

readiness.

Why:
Prevents errors on the highest-risk day of the

project.

What it enables later:

Smooth go-live.

Artefacts:
e | aunch Checklist / Runbook.

e Final Risk Register Update.

e Pre-Launch Comms Pack.
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Go-Live
& Monitoring

What:

Cut over to new site and track performance.

Why:
Rapid detection of errors prevents compounding

losses.

What it enables later:

ROI proof and optimisation.

Artefacts:

e Monitoring Dashboard.

e |ssue Log.

e Resolved Defects Log.

e Redirect Validation Report.

Integration Monitoring Dashboard.



ROI & Optimisation

Review

What:

Measure impact and embed lessons learned.

Why:
Secures stakeholder confidence and future

investment.

What it enables later:

Continuous optimisation.

Artefacts:

e ROI Report.

e Stakeholder Feedback Report.
e Training & Handover Plan.

e Post-Consolidation Roadmap.
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