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• Presented on resubmittal to Google 
last year and now a 17 site 
migration in 2015

• 10 years at Epicor with broad 
responsibility for global websites, 
brand, digital, and running an internal 
agency

• Thanks to my fantastic team!

My 5th Share Conference
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A Dangerous 
Task at Hand

• 17 global sites from SharePoint to Ektron/EpiServer WCM

• One team to maintain current sites and complete project

• Implemented responsive design, uplifted site design, content
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Project Complexity Highlights
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1
2
3Application Instability and Upgrades—complex 

environment with sophisticated content taxonomy. 
Underwent three upgrades to fix discovered bugs. 

Limited Budget—negotiated a fixed price for software and 
implementation services. 150 page functional 
specification. 

Business Doesn’t Stop—maintained 17 regional sites and 
landing page production globally. 

4
5
6

Content Loss—after one of our upgrades we discovered 
during a crawl that 2500+ pages of meta data had been 
lost.  

M&A Activity—Ektron merged with EPiServer during our 
project and all knowledgeable resources disappeared. 

Second Go-Live—1 month after our launch the site went 
down and we had to merge databases and go live again. 

Just a Few Challenges
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Timeline

Resolve 
garbled 
text pages
April 2015

Pre-migration 
crawls
February–May 
2015

May 30, 2015

LAUNCH!
Epicor.com
and 
Epicor.cn

Spring 2014

Inventory of 
digital assets

October 2014

Review 
robots.txt and 
implement 
advice

Dec 2014–Jan 2015

Redirect 
mapping

January 2015

Server 
configurati
on change

March 2015

Missing 
meta data

Equity 
analysis
Spring 2014

Link 
reclamation 
project plan
Late October 2014

Review XML 
sitemaps
Dec 2014–March 
2015

Post-
migration 
crawls
May–June 2015

Update 
preferred 
landing pages in 
BrightEdge 
platform
Late May 2015

May 2015

Submit 
change 
in GWT and 
BWT, 
sitemaps, 
priority URLs

June–July 2015

404 errors 
clean up
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Big Picture Approach to Migration Marathon

Planning 
Diligence

Expect 
Surprises

Go-Live 
Just a Start

Rigorous 
Testing

Fast Action 
Go-Live
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Planning Diligence

• Conducted 4 full BrightEdge crawls prior to migration

• BrightEdge migration dashboard 

• Accurate site maps for SEO optimization

• Infrastructure set up challenges

• Involve a large, cross-functional project team 

• Don’t overcommit before fully understanding complexity

• Detailed functional specification—saving grace
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Expect Surprises

• 4+ upgrades 

during project

• Brightcove video 

library complexity

• M&A activity 

backup plan

• Crawls uncover surprises

• 17 languages and 

independent sites add complexity

• Taking the site live a second time
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Expect Surprises

• 2,500 pages of 

meta data gone
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Crawls Uncover Surprises
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Crawls Uncover Surprises
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Progress by the Numbers

513 391 288 104 67Missing Titles

5/27 6/5 6/18 7/11 9/2

66 99 76 33 0Duplicate Titles

551 425 306 115 85Missing Meta

97 84 89 30 20Duplicate Meta

224 220 218 220 235Missing H1s
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Go-Live Just the Beginning

• Prioritize your post-go live efforts—excitement brings 

more requests

• Dynamic content personalization time intensive

• Post go-live list keeps growing

• Expect a lot of 404s if your site has longevity
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Redirect and 404 Issues

343 235 139 153 46404 Errors

3/20 4/44 5/27 6/5 6/11
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Rigorous Testing

• Detailed site map comparison with redirect plan

• Integration testing tricky

• Make sure your getting the leads

• Responsiveness on all sites

• Performance testing

• Security rules testing

• Final BrightEdge crawl
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Fast Action Go-Live

• Submit site maps, change of domain, priority URLs to 
Google/Bing/Baidu

• Updated PLPs in BrightEdge

• Update URLs on all social sites

• Update URLs on all landing pages and test 
integration for PPC

• Update high priority links on online directories

• Run BrightEdge crawl

• Project go-live announcement
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Organic Search Rank Recovery—3 Weeks
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Organic Search Traffic Recovery

* Aug lower—seasonality
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Practical Takeaways for Website Migration

• Analyze crawl data 3x pre-migration & consistently post-

migration

• Identify potential patterns of 404 issues ahead of time

• Plan for 404 clean-up regardless of redirect planning 

• Ready yourself for stricter security rules and ramifications 

• Maintain constant communication with all stakeholders

• Find creative ways to motivate and reward your team
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Some Website Migration Advice…

“Don’t sweat the small stuff”

“Get ready for a fight”
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Creative ways to Celebrate Success!
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