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The Content Debt
Recovery Plan

Your 12-month roadmap to Content
Confidence. Reduce waste, reclaim
performance, and build a content system
for an Al future — grounded in exclusive
FT Longitude data.




. :'_ :f qwms(il*

™ | b
jaffso (1”0

X sclo
b

T

sogt™
ol

i

|

ove,

'“uueoqf“:l‘mlﬂﬂﬂ

Table of Contents

4

10
12

30

32

THE CONTENT DEBT CRISIS:

WHATITIS AND WHY IT MATTERS

Defining content debt

How we got here

The impact of content debt and the business case to take action

DIAGNOSING YOUR CONTENT DEBT

THE CONTENT DEBT RECOVERY PLAN:

A12-MONTH PROGRAM

Phase one: Gather, divide, and conquer
Phase two: Manage and maintain
Phase three: Evaluate and evolve

UNLOCKING CONTENT CONFIDENCE

CONTENT CONFIDENCE STARTS HERE




The content debt crisis:
What it is and why it
matters

Content debt is not a new problem, but it has
become acritical one. New research, produced
in collaboration with FT Longitude puts the
global cost of unmanaged content todayata
staggering $4.63 trillion — that’s more than
the GDP of Japan, the world’s fourth-largest
economy.

This figure is not a forecast or a worst-case
scenario. Instead, it reflects what 550 senior
executives at billion-dollar organizations,
across five countries and six industries, told
FT Longitude researchers they are already
experiencing. Content spend wasted on fixing
problems that shouldn’t exist, and revenue
at risk from content that is actively working
againsttheminthe era of Al search. Put simply,
the cost of doing nothing about content debt

is no longer theoretical — it’s a multi-trillion-
dollar content crisis.

Global average 5.86%

us 5.72%

UK 5.8%

Germany 6%

Netherlands 6.47%

Australia 5.38%

Education

(private sector) 6.91%

Education

(public sector) 6.5%

Technology 5.91%

Manufacturing 5.9%

Retail 5.64%

Finance 5.52%

Ecommerce 5.1%

Read the full research report — featuring an in-depth analysis
of the revenue risk posed by content debt, granular breakdowns
by industry and geography, and the Content Confidence Index:

a new benchmark for measuring content performance across

organizations today.

Defining content debt

Content debt is the accumulated weight of
outdated, duplicated, orphaned, off-brand,
and underperforming content — content that
is misleading, hard to find, poorly structured,
and not optimized for search or Al discovery.
It slows teams down, erodes trust with audi-
ences and Al-powered search engines,
creates compliance and legal issues, and
ultimately caps the return on everything else
an organization invests in marketing.

Much like financial debt, content debt is
not inherently catastrophic at the moment
it’s created. A missed content review here,
a duplicated campaign page there, an old
product description nobody updated after
the rebrand. Each one, in isolation, is
manageable. The problem is the compound
effect.

today isn’t working.

The research found that companies spend an average of 34%

of their content budget just fixing or updating misleading

or poorly structured content. But spending more doesn’t
necessarily help, as companies that allocate 40% or more on
fixing and updating content report the highest revenue affected
by content debt. The message is clear: what companies are doing
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How we got here

@
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Outdated content strategy: For years, volume was the strategy. Publish more,
rank higher, generate more traffic — and it worked for over a decade. But search
algorithms have grown more sophisticated, Al has reshaped discovery entirely, and
the content estates built on this volume-over-value method have become a liability.

Acceleration of Al-generated content: Al writing tools have made it cheaper and
faster than everto produce content at scale; this sounds like a solution but s, in fact,
accelerating the content debt problem. Without strict governance, Al-generated
content floods an already bloated estate with unowned, unreviewed, and unretired
material.

Channel proliferation: Content is created once, then copied and adapted across
multiple channels. But when that original content needs updating, changes rarely
follow it everywhere, to every version. The result: the same information exists in
multiple places, telling multiple different stories.

Tightening regulatory environment: Data privacy requirements, accessibility
standards, and sector-specific content obligations have significantly raised the
stakes for unmanaged content. Content published years ago and never reviewed
may how pose a genuine compliance or legal risk — and most organizations don’t
have full visibility over what’s live, let alone whether it meets current requirements.

FT Longitude data revealed that only 38% of organizations

currently have full visibility of all their published content. When
you can’t see it, you can’t govern it.

CMS sprawl: Acquisitions, market expansions, and technology decisions made by
different teams at different times have left many organizations running multiple
content management systems simultaneously. The result is fragmented infrastruc-
ture with no single view across the estate and a migration problem that grows more
complex the longer it’s left.

Poor governance: When content lacks a named owner, a review date, and a retire-
ment process, it accumulates by default. In large organizations, agencies, contrac-
tors, and in-house teams have all published to the same estate over the years, with
no consistent record of what exists, who owns it, or when it was last checked.

It’s no surprise that 89% of enterprises believe that improving
content quality, structure, and governance would deliver
measurable business value.

©

Tech stack limitations: Effective content operations depend on the ability to evolve
— incorporating new tools to maintain, optimize, and analyze content, and adapting
to shifts in the market, from Al search to whatever comes next. When your stack
can’t move with the demands of modern content, your operations stall with it.

FT Longitude research found that almost seven in 10 executives
(69%) say improving content is more of a technical challenge than

a creative one. That’s most teams recognizing their tooling and
infrastructure — not creative capability — as the real barrier to
tackling the content debt crisis.

Pressure from leadership: The expectation to produce more content, faster, and
across more channels has consistently outpaced investment in the systems needed
to manage it — a recipe for content debt accumulation.

FT Longitude research found that 46% of organizations say
content demands have grown faster than their ability to manage
them — plus almost half say their current systems and workflows
make it difficult to respond quickly to business and market
changes. Velocity without infrastructure is how debt compounds.

The impact of content debt and the business case
to take action

THE REVENUE IMPACT

When content is outdated, inconsistent, or impossible to find, it
doesn’t just frustrate users — it costs revenue. Prospects disengage.
Customers lose confidence. Deals stall. FT Longitude’s research puts
the global business liability figure at $4.63 trillion, with the average
global organization exposing 5.9% of its revenue to content debt. That
trillion-dollar gap between action and inaction is the business case in
a single number.
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THE SEARCH IMPACT

As Al reshapes how people find and consume information, the organ-
izations that will be cited, surfaced, and trusted are those with clean,
well-structured content estates. 67% of organizations already say poor
content quality is weakening their visibility in Al-driven discovery, and
Al search visibility is the weakest dimension across the board when
organizations benchmark themselves against competitors.

THE BRAND IMPACT

When customers encounter conflicting information, broken journeys,
or content that no longer reflects reality, trust erodes — and trust, once
lost, is expensive to rebuild. 69% of organizations say outdated content
is already making it harder for customers to find, trust, and act on their
information. Another 69% acknowledge it as a compliance risk. Content
debtisn’t just a housekeeping problem,it’s also a customer-facing one.

THE SPEED-TO-MARKET IMPACT

When content is unowned, ungoverned, and spread across systems
with no single view, responding to market changes becomes slow and
costly. Campaigns take longer. Updates create risk. Opportunities are
missed. 59% of organizations with the weakest content performance
say their current systems and workflows make it difficult to respond
quickly to business and market changes — not because their teams
lack capability, but because the infrastructure underneath them can’t
keep pace.

THE ROIIMPACT

Personalization engines, Al tools, and analytics platforms all fall short of
their potential when the content feeding them is ungoverned or incon-
sistent. And content only stays governed and consistent if the system
behind it is built to enforce that automatically — not left to people
remembering to do it. 89% of leaders agree that improving content
quality and governance would deliver measurable business value, and
that starts with fixing the system, not just the content.

What are we actually striving for?

Knowing what’s broken is one thing. Knowing
what success looks like is what gives you
something to build toward.

The opposite of content debt isn’t just less
content. It’s Content Confidence: Knowing
your contentis accurate, optimized, reusable,

visible, and driving revenue for your business
in Al and every channel that’s important to
you. Content that your team can find, your
customers can trust, and your organization
can stand behind.

Most organizations today sit somewhere
on a spectrum between Content Confusion
— invisible estates, ungoverned output,

uncertain performance — and Content
Confidence. The data in this report makes
clear where most organizations currently
sit. The question is how to move. That’s what
the Content Debt Recovery Plan is built to
answer.

But before getting into the plan itself, it’s
worth taking stock of where you are today.



Diagnosing your
content debt

The warning signs are typically a buildup of
small frustrations, lost content, and missed
opportunities. Collectively, they’re how $4.63
trillion ends up at risk. If any of the following
sounds familiar, your organization is carrying
content debt.

O 0 00 g0 o o d

You’re not sure how much content your organization has published or where it
all lives.

Content gets updated in one place, but not others — different channels tell
different stories.

No one can say with confidence what was last reviewed, or when.

Your team spends time reactively fixing out-of-date pages when problems are
flagged, rather than proactively managing your content estate.

Responding to a market change or product update requires touching content
across too many systems.

Content published by previous agencies, contractors, or teams is still live — and
no one owns it.

You’re investing in new technology — Al tools, personalization, analytics — but
not seeing the returns you expected.

Your organization has grown through acquisition, leaving behind multiple CMS
platforms with no unified view.

You’ve issued a correction or update, but can’t be confident the same error
doesn’t exist elsewhere in the estate.

You don’t know whether your content is being surfaced — or cited accurately —
in Al-generated answers.

FIND OUT WHAT YOUR CONTENT DEBT IS ACTUALLY COSTING YOU.

Use our Content Debt Calculator to put a number on it.

(Calculate Your Debt)

Now, let’s get into the plan that’s built to curb your content debt and help you build a system
to unlock Content Confidence.

"
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The Content Debt
Recovery Plan: A
12-month program

Knowing you have a content debt problem
is the easy part. It’s what to do about it that
can feel like a monumental undertaking —
especially when you’re already stretched thin,
juggling stakeholders, and trying to keep up
with day-to-day marketing demands.

The solution isn’t a one-time audit. Instead,
it’s building a content system for the reality
modern marketers operate in: fast-moving,
resource-constrained, and Al-driven.

That system is the Content Debt Recovery
Plan. A 12-month program designed to lead
marketing teams from content chaos to
Content Confidence, and keep it that way. It
guides yourteam through clearing the backlog,
building the processes to prevent debt from
accumulating again, and putting automation to
work so that the ongoing maintenance burden
doesn’t fall entirely on you.

No quick fixes, no false promises — just a solid plan and a way out of the chaos.

PHASE 1 PHASE 2 PHASE 3
Gather, divide, conquer Manage and maintain Evaluate and evolve
~Months 1-4 ~Months 5-10 ~Months 11-12

Who should own the Content Debt Recovery Plan?

This is not a task for one person, but it does
need one person to drive it. Before you start,
confirm who that is and make sure they have
the mandate and time to lead it.

In many organizations, this program will
be owned by a Content Manager, Digital

Marketing Manager, or Head of Content.
In larger organizations, it is typically led by
a Content Ops or Digital Experience Lead,
with phase owners across content, SEO, dev,
legal, and brand. Confirm this before diving
into the plan.

Phase one: Gather, divide, and conquer — o

TIMELINE: ~MONTHS 1-4

What’s involved: Getting a clear picture
of what you have, cutting what’s no longer
needed, and making a plan to optimize what
remains. This phase wraps up when teams
have removed redundant content, duplication
is largely gone, and teams can find the content

they need more easily.

Before any content gets reviewed, three things
need to be in place: a clear strategy, confirmed
ownership, and agreed auditing criteria. Get
those right, and the audit becomes a reliable
foundation. Skip them, and the output is a list
of vague actions that nobody takes. The six
steps below help you build that foundation.

(1) ESTABLISH SCOPE AND SUCCESS CRITERIA

Start by defining what a successful audit looks like and what decisions it needs to enable. Without
this, the audit has no clear endpoint and no way to know if it worked. Success criteria should be
specific and measurable. “Improve content quality” is not a success criterion. “Every page in the
estate has a clear action assigned by the end of Q2" is.

Increasingly, success criteria should account for Al search visibility alongside traditional perfor-
mance metrics. As part of scoping, identify the prompts and queries most relevant to your brand
and topics — i.e., the questions you’d want your content cited for in Al-generated answers — so
you have a defined baseline to measure against later.
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TOPTIP: Check in with your sales team about the questions they hear
most often from prospects. Their answers can help you understand
which prompts you should be prepared to address, since prospective
customers may ask an LLM these same questions.

Resist the urge to audit everything at once. The scope of this audit covers your entire content
estate — the goal of phase one is to review everything. However, a large content estate — which
most of us have — makes it impractical to review everything simultaneously, so you’ll need to
prioritize which content to tackle first. More on that in step 3.

While audit priorities will differ by team and organization — based on content structuring, owner-
ship, marketing funnel, and other aspects of how your team operates — the principle is the same:
document explicitly how you’ll sequence the work and what you’re taking on first.

TOPTIP: Answer these questions before you begin: What decisions
will this audit enable? Who signs off on the scope? What is the target
completion date? What does “done” look like?

Scaling this step: With a large content estate spread across multiple regions or markets, trying to
review everything at once across all teams is a recipe for work stalling. Be explicit about whether
the first pass covers all regions or phases them in — and if it phases them, document the order
and the rationale. Scope creep is a bigger risk at scale, and the organization upfront keeps things
moving.

(2) DEVELOP TAXONOMY AND SCORING CRITERIA

Before building your inventory or reviewing a single page, you need to agree on how content
will be categorized and scored. If different reviewers apply different standards, the output is
inconsistent and less effective in truly cutting content debt. The taxonomy you define here will
be used to share your content inventory master document, which you’ll create in the next step.

Content types should reflect how your organization actually works. For a B2B SaaS team, that
might mean: product pages, solution pages, blog posts, customer stories, comparison pages,
help content, and campaign landing pages. For a financial services firm, regulatory disclosures,
product fact sheets, and advisor resources are distinct types with different owners and review
cadences.

Ownership categories need the same specificity. “Marketing owns it” isn’t useful when marketing
has ten sub-teams. Define ownership at the level where accountability sits — product marketing
owns product pages, demand gen owns campaign landing pages, brand owns the homepage and
about section.

Scaling this step: The larger the organization, the harder it is to keep everyone consistently using
the same categories. If you're operating across multiple regions or markets, agree on a non-ne-
gotiable global set of categories, then allow local teams to add their own on top within defined
limits. Also, decide now who has sign-off on adding new categories — without that, the system
fragments over time.

Scoring should be built around three dimensions: performance (traffic, conversions, engage-
ment, search rankings), relevance (current product fit, audience match, topic validity), and brand
alignment (tone, messaging accuracy, visual standards). Each asset will be scored across all
three,combined into a single content health score. Agree on how these dimensions are weighted
before anyone reviews a page — the right balance will depend on your organization’s priorities,
and different reviewers applying different standards will produce results nobody trusts.

TOP TIP: Calibration check: Before the full rollout, have two or
three reviewers independently score the same three pages. If scores
diverge significantly, your criteria aren’t specific enough. Resolve the
ambiguity before distributing to the wider team.

(3) GATHER CONTENT INVENTORY

With taxonomy agreed, crawl the estate and build your master document. Use a site crawler
(Screaming Frog, Sitebulb, or similar) to pull all in-scope URLs, then enrich with a CMS export,
and overlay analytics data from GA4 or your platform of choice. Your development team may be
able to help speed this up if you’re unfamiliar with crawling tools.

Every row in the master document should capture: URL, page title, content type, publication date,
last updated date, assigned owner, monthly sessions, and traffic tier. Define traffic tier thresh-
olds upfront — for example: high = 1,000+ sessions/month, mid = 200-999, low = under 200.
Add a column for each scoring dimension so reviewers can work directly in the same document.

Sort and filter by owner from the start. When you distribute for review, each team should receive
a pre-filtered view of only their content — not a spreadsheet with 600 rows and a request to
find their own pages.

TOPTIP: Download this ready-to-go content audit template and then
populate it with your own content and data to get things moving faster.

Scaling this step: The crawl-and-export approach still applies at any size, but once you’re managing
tens of thousands of pages, a spreadsheet stops being a practical place to store and filter that data.
Work with your technical team early to set up a scheduled crawl/ that pipes output directly into a
shared database or a tool like Google Looker Studio, Tableau, or even a well-structured Notion data-
base — something the whole team can query and filter without needing to open a 50,000-row CSV.

15
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(4) CONFIRM OWNERSHIP AND DISTRIBUTE FOR REVIEW AND SCORING

No central team can make informed decisions about every single piece of content on your site
and across other channels. From campaigns to product to legal to partners, decision-making
should, when possible, belong to the people closest to the content — and that includes scoring it.

Distribute pre-filtered inventory views to each team with clear instructions: what they’re
reviewing, the scoring criteria to apply, the deadline, and a named contact for questions. Owners
should score each of their pages against the three dimensions agreed in step 2 and return a
completed inventory. Keep the ask tight — a reviewer facing an ambiguous brief will either inter-
pret it wrong or not respond at all.

TOP TIP: Two weeks is usually sufficient for a well-scoped phase.
Follow up at the halfway point. If you’re not getting responses, it could
be a signal that the brief was unclear or the ownership assignment
was wrong, so it might be time to investigate.

(5) CONSOLIDATE SCORES AND SENSE CHECK

Once scores are returned, consolidate everything back into the master document and review for
consistency. Look for outliers — pages scored unusually high or low compared to similar content
— and follow up with the relevant owner before treating the score as final. Inconsistencies at
this stage are normal; they usually indicate that the scoring criteria were interpreted differently
across teams rather than a genuine difference in content quality.

The output of this step is a complete, sense-checked inventory with a content health score for
every in-scope page. That feeds directly into the decision matrix in step 6. A page can score
poorly on performance but still be business-critical: the score surfaces that tension; the decision
matrix in the next step resolves it.

(6) FINALIZE THE DECISION MATRIX

The output of a content audit is not a list of pages with scores. It is a prioritized set of actions.
With a complete, sense-checked inventory in hand, every asset needs one of four verdicts in this
decision matrix.

Not every verdict will be straightforward. A page might score poorly on performance but carry
significant SEO or GEO equity — in which case, consolidation or a careful refresh is likely a better
call than removal. Apply the matrix as a guide, not a rule, and use owner judgment to resolve
edge cases.

RETIRE

Low performance, off-topic, brand risk, or legally problematic. Delete with
confidence.

Not every page deserves a second chance. Content that is factually incorrect,
legally outdated, significantly off-brand, or that generates no value should
be removed. Keeping it creates risk for your brand, your legal team, and your
search performance.

Good structure, solid topic, but outdated, underperforming, or off-brand.

A refresh is not a rewrite. It’s a structured update that targets the specific
reasons a page is underperforming. Work through the checklist below and
update only what needs updating. Consider SEO and GEO optimizations in
this action.

Content refresh checklist

(] Facts and statistics — replace outdated data with current figures and
relink to primary sources.

(J Product and pricing information — ensure all product-related infor-
mation is accurate and up-to-date.

(O Internal and external links — fix broken links, update references to
superseded content.

(] CTAs — ensure offers, trials,and form links are current and relevant to
the page’s audience.

() Brand messaging — update terminology, product names, and messaging
to current standards.

() Structured data — check schema markup is present, accurate, and
validated.

(0 Keyword alignment — verify the page still targets the right terms and
reflects current search intent.

CONSOLIDATE

Duplicate coverage or keyword cannibalization. Merge into one stronger asset
and redirect the rest.

This is often the highest-impact action in a debt reduction exercise — and the
most counterintuitive. Deleting pages feels like losing ground, but merging
thin or overlapping content into a single authoritative page typically increases
organic traffic rather than reducing it. Search engines reward depth and
authority over volume; five weak pages on the same topic will almost always
underperform one strong one.
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Don’t forget: Set up 307 redirects for retired URLs when applicable, and
monitor them over time rather than deleting them.

DEVELOPER CHECKPOINT: Always 301to the closest equiv-
alent page, never blanket-redirect everything to the homepage
because search engines read that as a soft 404 and drop the
very equity you're trying to keep. And no matter how careful you
are, some links will still break: external sites you don’t control,
old bookmarks, Al tools citing a URL that’s moved. A branded,
custom 404 page with search and a few popular links turns a
dead end into a second chance to keep that visitor.

RETAIN

High performance, high relevance. This content is working — protect it.

Ensure it has a review date in your maintenance schedule and that it doesn’t get
swept up in any bulk changes. The action isn’t “do nothing” — it’s “do nothing
right now, and make sure it stays that way.”

(7) PRIORITIZE THE WORK

A completed decision matrix tells you what needs to happen. This step recommends what should
happen first and how to build a sustainable action plan.

1. COMPLIANCE AND RISK

Legally outdated, factually incorrect, or brand-damaging content first — no
exceptions. This is the highest-risk category and cannot wait for a sequenced
rollout.

Scaling this step: Compliance sequencing gets more complex when you’re oper-
ating across multiple jurisdictions — regulatory requirements differ by market,
and what counts as legally outdated in one region may be live policy in another.
If that’s your situation, involve legal across each relevant market before final-
izing the compliance removal list, not after.

2.REMOVALS

This is the satisfying part. Get pages marked for retirement unpublished early.
It’s the fastest action to execute, it visibly reduces the size of the problem, and
it gives the team immediate proof that the process is working — momentum
that matters for everything that follows.

DEVELOPER CHECKPOINT: A well-designed CMS shows
you what depends on a page before you delete it — references
surfaced upfront, so unpublishing is never a guess. It makes
preview or staging a required step for bulk changes, so produc-
tion is never where you discover the mistake. And it treats
components and assets as having a lifecycle too, not just the
content built on top of them.

Interested in knowing what immediate results can be
gained from this step alone? Check out The Inside Story:

How We Cut Our Content Debt by 12% — and Built a Sys-
tem to Keep It That Way.

3.SEO CONSOLIDATION

Merge and redirect duplicate and cannibalizing content. High impact, relatively
fast to execute, and the results are measurable — making it a strong early win.

4.BRAND REFRESH

Update high-visibility, high-traffic pages flagged for refresh. Work through
the checklist from step 6 and prioritize by traffic tier, with the highest-traffic
pages first.

5.VOLUME PRUNING

Typically, the most time-consuming category by volume: tackle remaining
page updates in batches once higher-priority work is done. Assign an achiev-
able number of pages per team within a defined timeframe, rather than asking
everyone to clear their backlog at once.

TOP TIP: Don’t let momentum stall at volume pruning. Share
the impact of what’s been removed and updated so far, keeping
the value of the work visible and the case for content debt
reduction front of mind.

DEVELOPER CHECKPOINT: WHAT HAPPENS UNDER THE HOOD WHEN YOU
DELETE CONTENT

Retiring a page feels like a clean action: hit unpublish, and the page is gone. In a headless setup, it
rarely is. Think of your content estate as a city: pull down one building, and you've left dangling power
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lines, roads that lead nowhere, and utilities still billing for an address that no longer exists. The page
is gone, but the connections it had are not.

Before deleting anything, it’s time to check in with your developers. Here’s what they should check
before removing content:

O
O

O

Broken internal links: Every page that linked to the one you’re retiring now points
to nothing. Crawl for inbound internal links first, and fix them at the source.

Broken frontends: This is the one that turns a content cleanup into an incident.
In a decoupled architecture, content is often referenced by ID rather than URL
via link fields, related-content modules, and multi-option fields. Delete a refer-
enced story, and you can break the build, or throw runtime errors on pages you
nevertouched. The ruleis simple: find every reference, update those references
first, then delete.

Dead components: Delete the pages that used a component, and the compo-
nent itself doesn’t disappear; it just stops being referenced. These orphans pile
up in the background, slow the editing experience, and confuse the next person
who opens the space. Treat unused components as debt, too, and clear them as
part of the removal.

Orphaned assets: Same story for images, PDFs, and videos that are no longer
used in any live content. They inflate storage and turn your asset library into the
messy photo room you were trying to escape.

WHAT SUCCESS LOOKS LIKE AT THE END OF PHASE ONE

R R

ARARARN

RN

Clear, long-term content ownership and accountability have been established.

All compliance and risk content has been addressed: Nothing legally outdated or brand-dam-
aging remains live.

All pages marked for removal have been unpublished or redirected.
Duplicate and cannibalizing content is consolidated, with 301 redirects in place.
High-traffic pages flagged for refresh have been updated and are on-brand.

A content health score baseline has been established and documented for every page involved
in the audit and for new pages added in the future.

No broken internal links left behind by retired or consolidated pages.

Orphaned components and assets reviewed and cleared.

Phase two: Manage and maintain E]
(«

TIMELINE: ~MONTHS 5-10

What’s involved: Building the governance
model, standards, and measurement systems
that keep your content estate healthy without
requiring a full audit every year to find out.
This phase wraps up when content reviews
are running on schedule, ownership is clear
and documented, no new content is published
without an owner and a review date, and
content health scores are established as the
ongoing measure of success.

Completing phase one is a genuine milestone
in the journey to Content Confidence. Phase
two is where we start to build the system to
maintain a lean content estate, and it’s often

the most challenging phase to complete —
not because the work is more complex, but
because the urgency is gone. The audit
is complete, the quick wins are done, and
without the right infrastructure in place, the
debt starts accumulating again. Most content
programs stall here.

What follows are the two pillars that prevent
that from happening: governance, and struc-
ture and standards. Get these in place, and
content health stops being a project you
return to in a panic and becomes something
your team maintains as a matter of course.

TOPTIP: Before anything else, everything built in this phase needs a
single, centrally accessible home that everyone can find and actually
use. Governance models, ownership assignments, lifecycle policies
— if they’re not documented in one place, they won’t be followed, so
setting up that resource hub first is crucial.

PILLAR ONE: GOVERNANCE

CONTENT OWNERSHIP MODEL

By this stage of the Content Debt Recovery Plan, you’ll have already taken
care of content ownership. Ownership established in phase one should now be
formalized: documented, communicated to stakeholders, and tied to account-
ability. When content goes stale, there should be no ambiguity about whose
job itis to fix it.

CONTENT LIFECYCLE POLICY

Every piece of content should have a defined lifespan — from publication to
scheduled review to archive. Without this, content simply accumulates. Define
the lifecycle stages for each content type, and before anything goes live, it
needs a review date.

Scaling this step: A single global lifecycle policy rarely holds cleanly across all
markets — a review cadence that makes sense for a fast-moving SaaS team may
be too aggressive for a regulated financial services market. Agree on a minimum
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global standard (e.g. nothing goes more than 24 months without review) and let
markets set tighter cadences where their context demands it. The same applies
to the next step, approval workflows, as what counts as a high-risk content type
may differ by region.

EDITORIAL CALENDAR AND APPROVAL WORKFLOWS

Content maintenance needs to live alongside content creation in your editorial
calendar — not compete with it. Schedule quarterly review cycles as recur-
ring calendaritems and assign them to owners in advance. Reviews that aren’t
scheduled don’t happen, and your content debt creeps back up in no time.

For high-risk content types (regulatory, pricing, legal), build in mandatory
review checkpoints with defined owners and SLAs. The goal is to make review
a built-in step, not an afterthought.

DEPRECATION POLICY

Define the conditions under which content gets retired — and make it a policy,
not a judgment call each time. Examples: any page with fewer than 100 monthly
sessions for 6 consecutive months is flagged for review; any page not updated
in 24 months goes into the deprecation queue; any page referencing a discon-
tinued product is retired within 30 days of the announcement.

MAINTENANCE AUTOMATION

Make the lifecycle work for you. Content maintenance automation takes the manual
effort out of enforcing these policies — triggering reviews, notifying owners, esca-
lating missed deadlines, and flagging performance drops without anyone having
to check. The policy stops depending on people remembering and starts running
itself and maintaining momentum in your journey to Content Confidence.

Content triggers to implement could be:

e Traffic drops more than 20% month-on-month - flag for review

e Content not updated in 12 months - notify owner

e Scheduled review date passed with no action taken = escalate

e New product or feature launched - trigger review of related content

e Broken links detected - auto-flag and notify owner

e Orphaned component or asset detected - flag for cleanup, but beware that
just because a componentisn’t in active use, it doesn’t mean it’s obsolete

e Reference-integrity check before any delete - “This story is referenced
in 6 places. Here are those references”

e Aspike in 404s - flag a likely missing or broken redirect

If you’re running on Storyblok, FlowMotion turns every

content event into an intelligent workflow — review
reminders, approval routing, performance triggers — all
running automatically from inside the CMS. See it in ac-
tion: Content Maintenance Automation: How to Keep Your
Estate Healthy at Scale.

PILLARTWO: STRUCTURE AND STANDARD

The whole point of this plan is to build toward content you’re genuinely confident is doing its job
for your brand — content that’s accurate, on-message, and findable.

Taxonomy and standards are what reinforce that confidence at scale. They ensure the estate
doesn’t drift the moment a new team member publishes something, a campaign spins up in a
hurry, or a product update doesn’t make it to the right pages. The taxonomy built in phase one
needs to be actively maintained and enforced — not left to erode as content volume or teams grow.

CONTENT TAGGING

Tags aren’t decorative — they’re what make your content estate searchable,
filterable, and reportable. Every piece of content should be tagged at publica-
tion against the taxonomy defined in phase one. In practice, that means each
asset carries structured content tags that tell the rest of the organization what
itis, who it's for, and where it sits in the buyer journey.

Considerincluding tags like: content type (blog post, product page, case study),
funnel stage (awareness, consideration, decision), audience segment, product
or solution area, and owner. These fields power your content health scoring
framework, enable owner-filtered inventory views, and enable you to identify
gaps in coverage by funnel stage or audience — none of which works if tagging
isinconsistent.

TOP TIP: Make them required. If your content management
system (CMS) allows it, set taxonomy fields to mandatory at
publication. Optional fields get ignored; required fields get filled
in. An incomplete tag is as useless as no tag at all.

SEARCH METADATA AND Al OPTIMIZATION STANDARDS

Define and document search metadata requirements for each content type —
title tags, meta descriptions, structured data, canonical tags, and open graph
fields. Build them into your publishing checklist and store the reference in your
central hub. Metadata debt is invisible until it costs you rankings or misrepre-
sents your brand in search results — a silent killer of Content Confidence.

Al-powered search engines don’t just index pages — they interpret them. Content
that is well-structured, factually accurate, and properly marked up is significantly
more likely to be cited in Al-generated responses. The same standards that have
always made content rank well now influence whether it gets cited at all.

TOP TIP: Prioritize complete schema markup (FAQ, HowTo,
Article, Product), clear heading structure, concise and accurate
body copy, and named authorship or organizational attribution
where relevant. Read How to Optimize for GEO to learn more.
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TECH STACKOPTIMIZATION

CONTENT CREATION STANDARDS

Standards and governance are only as strong as the habits built around them
— and the most important habit to embed in phase two is this. Before commis-
sioning new content, the default question should be: Does something already
exist that could do this job? It's a mindset shift, moving from volume to value in
content creation.

Teams that skip this check will regenerate debt as fast as they clear it. Build an
estate check into every content brief: Is there an existing asset that covers this
topic? Could a refresh serve the need? Is there a consolidation opportunity?
Only ifthe answerto all three is no should net-new creation be the path forward,
unless there is a clear strategic case for content creation outside of this.

TOP TIP: Avoid the Al volume trap. Al writing tools make it
easier than ever to produce content at volume — which makes
this standard more important, not less. Teams with access to
Al generation and no governance around when to use it will
accumulate debt faster than ever. Al-generated content is not
exempt: the same taxonomy tagging, ownership assignment,
review cadence, and deprecation policy applies.

BRAND, STYLE,AND CONTENT GUIDELINES

Content Confidence isn’t just about accuracy — it’s about consistency. Every
content creator should have access to a single, current brand and style guide
covering tone of voice, terminology, product naming conventions, and formatting
standards. Alongside it, document what good looks like for each content type you
create — recommended word counts, heading structure, CTA placement,image
requirements. The easier these are to find, the more likely they are to be used.

TOPTIP: Keep it in the hub. Your brand and style guide should
live in the same central resource hub as your governance docu-
mentation, taxonomy definitions, and lifecycle policies. One
place, everything content-related in it.

The standards and governance built in this phase are only as strong as the tools
enforcing them. Audit your stack against what your new content system actually
needs and what you want to achieve going forward.

e CMS: Your CMS should enable editors, not hold them back. It needs to
support required taxonomy and metadata fields at publication, automated
review reminders, approval workflow routing, redirect management
without developer dependency, and content filtering by owner, type, and
age. Ifit can’t, the governance model has a gap in its foundation.

TOP TIP: Storyblok covers all of this natively — and for any
additional tooling you want or require, connect them via API,
and you’re good to go. Try it for free any time.

e Analytics and SEO: GA4 for traffic and engagement, Google Search
Console for search performance, Ahrefs or Semrush for keyword and
authority tracking. These power the content health scoring framework
and the performance triggers defined in pillar one.

e Content auditing: Screaming Frog or Sitebulb for quarterly crawls —
keeping the master inventory current and surfacing broken links, missing
metadata, and duplicate titles before they accumulate.

e Documentation and collaboration: Notion, Confluence, or a structured
shared drive for your central hub — governance docs, taxonomy definitions,
brand guide, and lifecycle policies all in one searchable, accessible place.

WHY DOES THIS PHASE TAKE SIXMONTHS?

The optimizations made in phase one need time to show up in performance data before you can
assess what’s working. Governance systems need time to bed in — stakeholders need to be brought
along, new habits need to form, and the processes need to be tested against the reality of how your
team actually works. Rushing into phase three before those foundations are stable means building
on ground that hasn’t settled.

WHAT SUCCESS LOOKS LIKE AT THE END OF PHASE TWO

Content ownership is formalized, documented, and tied to accountability across all teams.

W R

A content lifecycle policy is in place — every new piece of content is published with a review
date and named owner.

W

A content-first briefing gate is in place — new content is only commissioned after an estate
check confirms no existing asset can serve the need.

W

Al-generated content is covered by the same governance model as all other content: tagged,
owned, and subject to review cadence and deprecation policy.

Quarterly reviews are scheduled, owned, and running without being triggered by a crisis.

AR

Adeprecation policy is defined and applied consistently — retirement is a process, not a judg-
ment call.

W

Maintenance automation is live — reviews are triggered, owners are notified, and performance
drops are flagged without manual input.

W

Taxonomy, search metadata standards, brand guide, and type-specific guidelines are docu-
mented and accessible in the central hub.

W

Key stakeholders are aligned and engaged — governance isn’t being carried by one person.
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Phase three: Evaluate and evolve @
N

TIMELINE: ~MONTHS 11-12

What’s involved: Measuring the impact of the
work done in phases one and two, presenting
results to leadership, and establishing the
forward-looking practices that ensure
content health is maintained permanently.
This phase is complete when ROI has been
documented, the next review cycle has begun
proactively, and the team has a clear plan for
staying ahead of new debt pressures.

This is the phase most teams never reach, and
the one that changes everything. It focuses
on shifting content debt recovery from a
one-time project into a long-term commit-
ment. The systems are in place, the estate is
healthier, and now it’s time to prove it, learn
fromit,and demonstrate the value of content
to leadership to sustain momentum and
results.

MEASURING CONTENT DEBT RECOVERY

Twelve months of work deserve a clear return. The metrics below are how you demonstrate that
— to leadership, to stakeholders, and to the team that did the work. For each one, the benchmark
is simple: where did you start, and where are you now?

CONTENT HEALTH SCORE TRAJECTORY

The most direct measure of the program’s impact. Plot the distribution of health
scores across the estate at the start of phase one, at the end of phase one, and
now. The story should be visible: fewer red pages, more green ones, and a mean
score that’s moved upward.

How to track: Export health scores from your master inventory at each phase
milestone. Chart the score distribution as a histogram — it makes the shift imme-
diately visible to a non-technical audience.

SEO AUTHORITY AND ORGANIC TRAFFIC TRENDS

Consolidation, refreshes, and retirement of low-quality pages should show up
as organic traffic improvement over time — particularly for the pages that were
merged or updated. This won’t happen overnight; allow 3—-6 months after phase
one for the signal to be clear.

How to track: Use Google Search Console to compare impressions, clicks, and
average position for key pages before and after. Ahrefs or Semrush for domain
authority trends. Flag specific consolidation wins — a merged page outperforming
its predecessors combined is a compelling story.

Al SEARCH VISIBILITY

This is a different signal from traditional rank tracking, it measures whether
your content is actually being surfaced or cited in Al-generated answers, not
just how it ranks in a search results page. This is the baseline you defined back
in phase one’s success criteria.

How to track: Start with the list of prompts and queries you identified in phase
one — the questions you want your brand or products cited for. Use an Al search
monitoring tool — such as OtterlyAl, Peec Al, or Profound — to track how often
and how accurately your content is surfaced across the major Al answer engines.

A caveat worth setting expectations on: these tools are still maturing, and
coverage won't be perfect or fully consistent between platforms. Track anyway
— an imperfect, consistently measured baseline is what lets you show move-
ment over the next 12 months, and you can refine your prompt list as your
content and market evolve.

CAMPAIGN VELOCITY IMPROVEMENT

A healthier, better-organized content estate should make campaigns faster to
execute. Teams spend less time searching for existing assets, fewer approvals
get stuck in review, and there’s less rework caused by republishing off-brand
or outdated content.

How to track: Compare average campaign build time now versus a year ago
— from brief to live. If you don’t have historical data, run a brief survey with
campaign teams. Even directional feedback is worth documenting for leadership.

COST-PER-ASSET REDUCTION

Fewer assets to maintain, clearer ownership, and automated handling of
routine tasks should reduce the time and money required for content main-
tenance. This is a compelling ROl metric for leadership, and one of the least
often calculated.

How to track: Estimate total content production and maintenance hours before
and after the program. Divide by active asset count. A smaller estate maintained
more efficiently should show a clear reduction in cost-per-asset — even if total
spend hasn’t changed dramatically.

COMPLIANCE RISKREDUCTION

The removal of legally outdated, factually incorrect, or regulatory non-compliant
contentis a risk reduction that’s easy to understate and important to document.
Your legal team will understand its value immediately.

How to track: Record the number of compliance-flagged pages identified and
resolved in phase one. Document the deprecation policy now in place to prevent
recurrence. If your organization tracks compliance incidents, note whether
content-related issues have reduced.
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PERSONALIZATION CAPABILITY IMPROVEMENT

A well-tagged, consistently structured content estate is the prerequisite for
personalization at scale. The taxonomy and classification work done in phase
two make audience-specific experiences more efficient and achievable. This
metric is about readiness as much as it is about results.

How to track: Assess the percentage of your content estate that is fully classi-
fied against your taxonomy: content type, audience, funnel stage, product area.
The higher that percentage, the more of your estate is ready for personalized or
segmented experiences.

WEBSITE AND CMS PERFORMANCE

The benefits of reducing content debt extend beyond the content itself. A leaner
estate means faster deployments, smaller indexes, fewer components to main-
tain,and a CMS that editors can actually navigate. Track these from the start of
phase one so the improvement is visible:

e Broken-link count over time: The target is zero.
* 404 and soft-404 rate: How often visitors and bots hit a dead end.

e Orphaned component and asset count: The background clutter, made
measurable.

e Build and deploy time, and index size: Fewer things to render, faster
everything.

o Redirect health: Chains, loops, and redirects that land on a 404.

e Core Web Vitals (LCP, CLS, INP): Track via Google Search Console or
PageSpeed Insights at the start of phase one and the end of phase three.

e Accessibility violations: Run an automated audit (Lighthouse or Axe) at phase
one, flag in the master inventory, and track reduction over time.

PREPARING FORWHAT’S NEXT

Content debt doesn’t stop accumulating just because you've recovered from it once. Al-generated
content, new channels, regulatory changes, organizational growth, and other factors will all
introduce new pressures.

But by working through every phase of this plan, you’ve built a system designed to handle exactly
that — strong foundations that don’t just recover from debt, but resist it.

WHAT SUCCESS LOOKS LIKE AT THE END OF PHASE THREE

F,/ ROl across all three phases is documented and has been presented to leadership.

E/_ Content health scores show measurable improvement since phase one.

Search performance is trending in the right direction.

Agreed review cycles have begun proactively — not triggered by a problem.

WR W

Content health is a regular agenda item — reported alongside the likes of traffic, pipeline, and
campaign performance.

This plan was never just about fixing content debt. It was about building the conditions for Content
Confidence — and by this point, most of those conditions are already in place. What follows isn’t
a new program. It’s a recognition of where you’ve arrived.
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Unlocking Content
Confidence

The work outlined in this plan is significant —
but so is what waits on the other side of it.

Content that performs, that represents the
brand accurately, and that works for the
organization in every channel that matters.
A team that knows how to govern it. An
infrastructure built to keep pace with whatever
comes next.

Following this plan means making difficult,
honest assessments of your content, your
technology, your processes, and how your
organization manages all three today. For
those organizations that do the work, every
step taken builds a pillar of Content Confidence
that likely didn’t exist before.

Al TRANSFORMATION

By auditing and structuring your content estate,
you’ve built the foundation to perform better in Al
search discovery. Your content doesn’t just exist — it’s
findable, citable, and working for you in the channels
that are reshaping how buyers make decisions.

MIGRATION

If the audit revealed that your CMS can no longer
support the content system you need, migration stops
being a distant consideration and becomes the logical
next step. Organizations that get here leave with a
platform built for what content demands today — not
what it demanded a decade ago.

CONTENT OBSERVABILITY

The measurement infrastructure built through

this process means your team understands how
content performs across every channel, including Al.
That visibility doesn’t disappear after the audit — it
becomes a permanent capability and informs content
decision-making.

RETURN ON INVESTMENT

For the first time, content investment is backed by

performance data. The conversation with leadership
shifts from justifying spend to demonstrating return
— and the business case becomes self-evident.

TECH STACK

An honest evaluation of your current platform will
have surfaced what it can and cannot support.
Addressing those gaps means your stack is no longer
a constraint on what your content can achieve.

CONTENT OPERATION

Ownership is defined, lifecycles are documented,
and governance is built into how the team works
rather than bolted on as an afterthought. Content
management is no longer reactive, it's a seamless
part of your team’s approach to content delivery
today.

PERSONALIZATION AT SCALE

With duplication removed, taxonomy standardized,
and content properly structured, personalization
engines have the clean signals they need to actually
work. The promise of personalization becomes
deliverable.

HUMAN-IN-THE-LOOP

The governance frameworks, approval workflows,
and review cadences put in place through this
process ensure that Al accelerates content output
without eroding brand control. Human judgment
stays at the center of content decisions.

Below is how the 12 months of work map directly onto each of the eight pillars of Content
Confidence — and what achieving each one means in practice:
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Content Confidence

starts here

Content debt is a solvable problem — but
solving it requires the right foundation.
Storyblok is a headless CMS built for
exactly this: giving teams the infrastructure
to create, govern, and publish structured
content everywhere that matters, from
websites and apps to Al search and beyond.

The journey from content confusion to
Content Confidence is one that hundreds
of organizations — including Virgin Media
02, Oatly, and TomTom — have already
prioritized. The question is when yours will,
too.

About Storyblok

;;;;;

The CMS that gives you
the freedom to choose
your own tech stack and
wear bright sweaters.

Title

aaaaaaaaaaaaa

LLLLL

Storyblok is a headless CMS that enables marketers and developers to create

with joy and publish with confidence. It empowers you to deliver structured

and consistent content everywhere: websites, apps, Al search, and beyond.

Legendary brands like Virgin Media O2, Oatly, and TomTom use Storyblok to make a bigger,

faster market impact.
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