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DIGITAL OPERATIONS & RECOVERY

Website Migration
Recovery & Redirect
Governance

From broken journeys and lost organic value to a controlled URL recovery

system.

DECISION QUESTION

How can the business recover from a poorly controlled website
migration while protecting organic visibility, user journeys and
commercially valuable URLs?

Illustrative Demonstration Case

This fictional case demonstrates the analytical approach, decision structure and deliverables Atlas Group can apply. It does not

represent a named client engagement.



ATLAS GROUP ILLUSTRATIVE DEMONSTRATION CASE  /  05

Website Migration Recovery & Redirect Governance 02 / 06

CONTEXT & EVIDENCE

A migration problem with commercial
consequences
A redesigned website launched with an altered URL structure, incomplete redirect coverage and no
controlled mapping register. Organic landing pages, campaign links and bookmarked journeys began failing
immediately.

Observed symptoms

Rising 404 volume, abrupt landing-page traffic decline,
broken campaign links, inconsistent redirect behaviour
and indexation of obsolete URLs.

Business exposure

Lost qualified traffic, reduced conversion opportunity,
wasted backlink equity, customer frustration and slower
recovery with every crawl cycle.

EVIDENCE MODEL

01 URL inventory Legacy sitemap, analytics landing pages, backlink exports, campaign links and server logs.

02 Destination evidence New sitemap, page purpose, product ownership, content similarity and current canonical
targets.

03 Performance signals Sessions, conversions, backlinks, crawl frequency, status codes and search visibility.

04 Control evidence Redirect rules, release history, CMS ownership, deployment process and post-launch
monitoring.
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DIAGNOSTIC ANALYSIS

The redirect problem is a system
problem
The central issue is not the absence of individual redirects. It is the absence of a governed translation layer
between old demand signals and the new information architecture.

1
Coverage gaps

High-value legacy URLs have no destination rule and
return 404.

2
Weak matching

Redirects point to generic pages rather than the closest
equivalent intent.

3
Chains & loops

Multiple hops dilute performance, complicate diagnosis
and create failure points.

4
Conflicting signals

Redirects, canonicals, sitemaps and internal links
disagree about the preferred URL.

5
No ownership

Rules are changed without a register, approval step or
expiry logic.

6
No validation

Launch checks test pages, but not historical URLs or
commercial journeys.

ROOT-CAUSE STATEMENT

Migration was treated as a publishing event instead of a controlled transfer
of accumulated digital value.
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MATERIAL FINDINGS

Prioritise recovery by value and risk
Not every broken URL deserves equal treatment. Recovery effort is allocated through a transparent score
combining demand, authority, commercial relevance and destination confidence.

RECOVERY MATRIX

Tier Definition Required action Validation

A Traffic, conversions or strong backlinks Exact or closest-intent 301 Daily

B Relevant historical content or campaigns Mapped thematic destination Weekly

C Low-value but valid legacy URLs Consolidate or retire deliberately Monthly

D Noise, duplicates or invalid URLs 410, ignore or block as appropriate Exception

DECISION RULES

• Intent before convenience Do not redirect to the homepage when a materially closer destination exists.

• One hop only Legacy URL resolves directly to the final canonical destination.

• Signals must align Redirect, canonical, sitemap and internal links point to the same preferred URL.

• No silent deletion High-value URLs require an explicit disposition and accountable owner.
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STRATEGIC OPTIONS

Choose recovery over cosmetic repair

OPTION 1

Patch critical errors

Fast and inexpensive, but leaves hidden gaps, conflicting signals and no
durable control.

NOT RECOMMENDED

OPTION 2

Controlled recovery sprint

Reconstruct the URL universe, prioritise value, deploy clean mappings and
validate outcomes.

RECOMMENDED

OPTION 3

Full migration rollback

Potentially restores known routes, but reverses progress and introduces
another disruptive change.

CONTINGENCY ONLY

RECOMMENDATION

Run a time-boxed controlled recovery sprint, followed by 30 days of
structured monitoring and permanent redirect governance.
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EXECUTION & DELIVERABLES

A recovery plan that becomes a
control system

01 Reconstruct
Combine legacy URLs, current destinations and value signals into one controlled inventory.

02 Decide
Assign disposition, destination, rationale, priority and accountable owner to every material
URL.

03 Implement
Deploy direct 301 rules in controlled batches with rollback protection and change logging.

04 Validate
Test status, destination, chains, canonicals, internal links, sitemaps and commercial journeys.

05 Monitor
Track 404s, indexation, traffic recovery, rankings and unresolved exceptions for 30 days.

CORE DELIVERABLES

Prioritised legacy-to-new URL mapping register Redirect rule set with disposition rationale

Automated chain, loop and status-code validation Post-launch monitoring dashboard and exception log

Redirect governance standard with ownership and
approval rules


