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These examples illustrate the structure, depth, and type of output produced during a Phase 1 diagnostic. They are anonymised
and provided to support decision-making — not as case studies or endorsements.

Automotive Dealership: Website Migration & Digital
Strategy Assessment

Independent Assessment for Independent Used-Car Dealerships

Background Context

The organisation was an independent used-car dealership with a steady monthly turnover of 20 to 50 vehicle listings.
The industry — used vehicle retail — relies heavily on organic search, classified platforms, repeat customers, and
word-of-mouth. The operational size meant the business had operated for more than a decade, building its brand
locally with a lean team and marketing support from an intern.

The dealership's website had been running on WordPress for over 10 years. It was not visually modern, but it
functioned reliably:

Vehicle listings were searchable

Contact forms worked

Basic SEO was in place

Inventory updates were manageable

The governance condition — control over platform, data, and costs — became central when a marketing intern
suggested a full redesign on a newer web platform, positioned as more modern and visually compelling. The proposal
involved rebuilding the site from scratch on a design-centric platform with a separate hosting and publishing model.

The owner's concern was straightforward:
"Is this genuinely necessary, or are we replacing something that already works?"

An independent data strategy advisor was engaged to assess the strategic and financial implications.

Executive Summary

This document summarises an independent assessment of a website migration proposal in an independent used-car
dealership. The business had a 10-year-old WordPress site that functioned reliably; a marketing intern proposed a full
rebuild on a modern platform.

In practical terms: WordPress is like a work truck that carries the load — inventory, listings, SEO equity. The proposed
design-centric platform is like a smart-looking Mini Cooper — eye-catching but built for lighter loads. The question was
whether to trade in the truck for the Mini Cooper, or upgrade the truck.

The assessment reframed the debate from "redesign vs. rebuild" to "What business problem are we solving — and
does migration solve it better than optimisation?"

What the diagnostic examined:

e SEO equity — domain authority, indexed pages, backlinks

« Migration risk — temporary ranking loss, traffic volatility



e Cost structure — WordPress vs. proposed platform
o Database and inventory — what migration would actually involve

What the owner wanted: Better presentation, mobile responsiveness, faster load speed, improved conversion. None
of these required platform replacement.

What the advisor recommended:
e Theme upgrade
« Performance optimisation (caching, image compression)
o UX redesign within existing architecture

e Modern SEO refinement (structured data, schema markup)

This preserved domain authority, indexing, and stable hosting costs — while delivering visual refresh, performance
improvements, and conversion optimisation.

The strategic decision was not to chase modernity. It was to preserve value while upgrading intelligently.

Executive-Level Assessment Dimensions

The assessment is framed around five key dimensions:
« Executive level pattern — Clarity on which digital initiatives, if pursued, would consume budget without
proportionate commercial return

« The organisation — Independent dealership with lean operations; each incremental sale materially impacts
monthly revenue

e The industry — Used-car retail where organic search ("used cars near me", "[brand] for sale") drives meaningful
lead volume

« The operational size — 20-50 listings per month; stable, manageable volume within existing platform capacity

« The governance condition — Control over platform, database, and costs; avoiding dependency on recurring
subscriptions and external developers

The Scenario

The Core Decision: Redesign vs. Rebuild
The debate was not about aesthetics.

It was about:

Search engine ranking stability — Years of domain authority and indexed pages at risk

Ongoing operating costs — Fixed WordPress hosting vs. subscription and serverless model

« Control over listings — Existing database, taxonomy, and workflow familiarity

Scalability — Whether 20-50 listings required dynamic serverless infrastructure

« Risk of traffic disruption — Temporary ranking loss during migration and re-indexing

The advisor reframed the question:

"What business problem are we trying to solve — and does migration solve it better than optimisation?"

Explaining to the Owner: The Truck vs. Mini Cooper Analogy

A useful way to think about this, in dealership terms:



WordPress is like a reliable work truck. It may not turn heads in the showroom, but it carries the load. It holds your
inventory, your listings, your contact forms, your 10 years of SEO equity — day in, day out. Fixed cost. Predictable.
Built for the job.

The proposed modern platform is like a smart-looking Mini Cooper. Sleek, eye-catching, design-forward. But it
doesn't carry much. It's built for portfolios and landing pages, not hundreds of dynamic vehicle listings. You'd be trading
a truck that actually moves stock for a car that looks good in the brochure.

The intern saw the Mini Cooper and thought, "We deserve something that looks modern." Fair enough — but the truck
is what gets the work done. The question is not which one looks better. It's which one carries your business.

If you want the truck to look sharper, you upgrade the paintwork and the wheels. You don't replace it with a Mini Cooper
because it's prettier.

Existing WordPress Position

The diagnostic identified several strengths in the current environment:

« Over 10 years of domain authority and indexed pages — Earned over time; not easily replicated
« Existing backlinks from classified sites and partners

« Structured vehicle listing URLs indexed by search engines

+ No serverless or per-request hosting fees — Fixed monthly cost; predictable

o Full control over plugins and database — No vendor lock-in
Traffic analysis showed that a meaningful percentage of leads originated from organic search queries such as:

e "Used cars near me"
e "Second-hand [brand] for sale"

« "Affordable hatchbacks [region]"

This ranking had been earned over time. Migration would put it at risk.

SEO Risk of Migration

Migrating to a new platform would involve:

e Rebuilding URL structures

o Redirecting hundreds of indexed pages (301 redirects)
« Re-indexing listing templates

¢ Rebuilding structured metadata

Even with careful 301 redirects, search engines often:

e Temporarily de-rank migrated sites
o Reassess domain authority

o Take months to stabilise traffic
Assumptions reviewed:

e 20-40% temporary organic traffic loss for 2—6 months
e Lead volume volatility during re-indexing
e Risk of ranking loss for high-value search terms

For a dealership where each incremental vehicle sale materially impacts monthly revenue, temporary ranking loss
translates directly into financial risk.



Cost Structure Comparison

WordPress (Existing Model) — The Work Truck

Hosting Fixed monthly fee

Domain Standard annual cost

Plugin upgrades Modest

Per-visit charges None (traditional hosting)
Scalability 20-50 listings well within capacity

Like a truck: you pay for the vehicle; it carries what you need. No extra per-kilometre charges.

Proposed Modern Platform — The Mini Cooper

Base subscription Moderate monthly cost

CMS licensing tier Additional cost for dynamic listings

Bandwidth / serverless Incremental cost for traffic spikes

Maintenance Ongoing design dependency on external developers

Looks good, but built for lighter loads. The design-centric platform excels at portfolios and marketing pages — not the
heavy lifting of hundreds of vehicle listings, dynamic inventory, and SEO depth. For a dealership running 20-50 listings,
you're paying for looks while downsizing capacity.

While visually modern, the cost structure introduced recurring operational exposure that scaled with traffic.

For a dealership with relatively stable listing volume, the benefit of dynamic serverless infrastructure was limited. You
wouldn't swap a truck for a Mini Cooper because fuel is cheaper — you'd still need something that carries the load.

Database and Inventory Considerations

The existing WordPress installation already contained:

« Historical listing data
o Structured taxonomy for make, model, price range
¢ Integrated SEQ plugins

o CRM form capture links
Rebuilding on a new platform would require:

o Data migration
e Template recreation
o Potential manual SEO field recreation

e Testing and debugging

The advisor emphasised:
Migration is not just design. It is database re-architecture.

In dealership terms: you're not trading in the truck for a Mini Cooper. You're dismantling the whole yard, moving every
listing and every link to a new location, and hoping customers can still find you. That's a risky move when the current
setup is doing the job.



The Business Objective Clarified

When asked what outcome he truly wanted, the owner responded:

o Better visual presentation
« Mobile responsiveness
o Faster load speed

¢ Improved enquiry conversion
None of these required platform replacement.
They required:

e Theme upgrade
« Performance optimisation (caching, image compression)
« UX redesign within existing architecture

e Modern SEO refinement (structured data, schema markup)

Strategic Risks of Rebuild

The advisor outlined the primary risks:

SEO ranking loss Temporary 20-40% traffic decline; direct revenue impact
Traffic volatility Unpredictable lead volume during 2—6 month re-indexing
Higher recurring costs Platform subscription escalation; serverless usage
Developer dependency Ongoing maintenance tied to external vendor

Database migration complexity Data transfer, template recreation, testing overhead

The proposal from the intern was not malicious — it reflected enthusiasm for modern design tools.
However, it did not incorporate:

e Long-term SEO equity
o Cost discipline

e Operational simplicity

Recommended Path

The advisor's recommendation: keep the truck. Upgrade it.

Rather than rebuild on a new platform, the advisor recommended:

1. Upgrade existing WordPress theme Modern, mobile-optimised design

2. Clean and optimise database structure Faster queries; reduced technical debt

3. Improve page speed Caching, image compression, lazy loading

4. Enhance listing templates Structured data (schema.org) for search engines

5. Implement incremental UX improvements Clear CTAs; streamlined enquiry forms; conversion optimisation

This approach preserved:
e Domain authority
o Existing indexing

« Stable hosting cost structure



o Familiar workflow for staff

While delivering:

e Visual refresh

« Performance improvements

e Conversion optimisation

Financial Perspective

The owner's objective was cost control.

By avoiding full migration, the business:

o Avoided recurring platform subscription escalation

e Reduced risk of temporary lead decline

o Preserved organic traffic equity

o Deferred unnecessary architectural complexity

The redesign budget was redirected toward measurable improvements rather than platform replacement.

Success Metrics (Post-Optimisation)

If the recommended path is pursued:

1.

Page load speed — Target <3 seconds on mobile for listing pages

2. Mobile responsiveness — Pass Google Mobile-Friendly Test
3.
4
5

Structured data — Vehicle schema implemented; rich results eligible

. Conversion rate — Enquiry form completion rate improved by defined %

. Organic traffic — Maintained or grown; no migration-induced decline

Risks & Mitigation

Risk 1: Theme Upgrade Breaks Existing Functionality

Problem: New theme incompatible with listing plugins or forms; downtime during transition.

Mitigation: Test theme on staging environment; phased rollout; retain backup of current site.

Risk 2: Optimisation Underdelivers

Problem: Owner expects dramatic improvement; incremental gains feel insufficient.

Mitigation: Set realistic targets (e.g., 10—20% load speed improvement); prioritise conversion over aesthetics; measure

before and after.

Risk 3: Pressure to Migrate Returns

Problem: Future intern or vendor advocates for new platform; proposal resurfaces.

Mitigation: Document assessment findings; establish decision criteria (e.g., "Migration justified only if X, Y, Z"); owner

retains strategic clarity.

Takeaway



In small and mid-sized automotive dealerships, websites are commercial assets, not design experiments.

You wouldn't trade a work truck that carries your inventory for a Mini Cooper because it looks smarter in the car park.
You'd upgrade the truck — better tyres, fresh paint, improved fuel efficiency — and keep it on the road.

Migration decisions must account for:

¢ SEO equity accumulated over years — Domain authority, backlinks, indexed pages
« Lead volatility risk — Temporary ranking loss = direct revenue impact
« Recurring platform costs — Subscription escalation vs. fixed hosting

o Operational simplicity — Familiar workflow; no unnecessary vendor dependency
In this case, the strategic decision was not to chase modernity.
It was to preserve value while upgrading intelligently — keep what carries the load, improve what shows it off.

Clarity, not novelty, drove the outcome.



