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\‘@ eSO I Ia Cloudflare Pages to Workers Migration

Executive Summary

Prepared by: eSolia Inc.
Date: 21 February - 11 March 2026
Site: japanactivationcapital.com

Status: Complete (domain cutover done, Pages retained as rollback)

We migrated the japanactivationcapital.com website from Cloudflare Pages to Cloudflare Workers. This
was the primary recommendation from the 524 timeout incident report (eSolia-JAC-Cloudflare-524-
Timeout-Report-Client-20260220-en.md): Pages offered no server-side logging, which made diagnos-
ing production issues unnecessarily difficult.

The migration is complete. The production domain is now served by Workers, and the staging environ-
ment has also been migrated. The previous Pages deployment is retained temporarily as a rollback
option.

Why We Moved

Cloudflare Pages was originally the recommended way to deploy SvelteKit sites. That has changed:
Cloudflare is consolidating Pages into Workers, and Workers provides real operational advantages:

Capability Pages Workers

Real-time log streaming No Yes

(wrangler tail)

Request-level observability No Yes
Smart placement (datacenter No Yes
selection)
Trace sampling and diagnostics No Yes
Future platform investment Winding down Active

The JAC Cloudflare account already has Workers Paid active. There is no pricing change.
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http://japanactivationcapital.com
https://developers.cloudflare.com/pages/
https://developers.cloudflare.com/workers/
https://developers.cloudflare.com/support/troubleshooting/cloudflare-errors/troubleshooting-cloudflare-5xx-errors/#error-524-a-timeout-occurred
https://svelte.dev/docs/kit
https://developers.cloudflare.com/workers/observability/logs/real-time-logs/
https://developers.cloudflare.com/workers/configuration/smart-placement/
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What Changed in the Codebase

Six files were modified or created. No application logic was changed: all modifications are deployment
configuration and TypeScript types.

New Files
*xxwrangler.jsoncxx — \Workers deployment configuration. Defines the Worker name

(jac-main-site), asset handling, smart placement, and full observability (logs + traces at 100% sam-
pling). Custom domain routes are commented out until the cutover step.

*x.dev.varsxx — |ocal development secrets for wrangler dev . Contains basic auth credentials for
local testing. This file is gitignored.

Modified Files
xxsrc/app.d.tsx* — Added the Platform interface with TypeScript types for Workers bindings
(environment variables like ENABLE_BASIC_AUTH  BASIC_AUTH_USERNAME | etc., plus Cloudflare-specific

objects like c¢f and ctx). This gives proper type checking for platform.env access throughout the
codebase, catching configuration errors at build time rather than at runtime.

*x*src/hooks.server.tsx* — Removed a @ts-expect-error suppression (a directive that tells the

TypeScript compiler to ignore a type error on the next line). The new Platform interface in app.d.ts
makes this workaround unnecessary because the types are now properly defined.

**.github/workflows/notify-search-engines.ymlx* — No changes needed for the migration. This
workflow was implemented by eSolia after the initial site launch. It is part of a two-layer search engine
notification pipeline:

Layer 1 — GitHub Actions: On each push to the production branch, the workflow waits for the
Cloudflare Workers Build to complete, then calls a dedicated indexing Worker ( jac-indexing) via

its /ping endpoint with a bearer token for authentication.

Layer 2 — Indexing Worker: The jac-indexing Worker (deployed separately from the main site)
fetches the sitemap, then submits all URLs to search engines via two channels: IndexNow (a single
API call that covers Bing, Yandex, Seznam, and Naver simultaneously) and the Google Indexing API

(individual URL_UPDATED notifications, authenticated via service account JWT). The Worker validates
that all submitted URLs belong to japanactivationcapital.com to prevent abuse.
Cloudflare Workers Builds handles the site build and deploy automatically via Git integration. The GitHub

Action only triggers the post-deploy search engine notification, keeping GitHub Actions minutes usage
minimal. This is the same approach eSolia uses for other client sites.

*%.gitignorex* — Already had .dev.vars listed. No change needed.
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https://www.indexnow.org/
https://developers.google.com/search/apis/indexing-api/v3/quickstart
https://jwt.io/introduction
https://developers.cloudflare.com/workers/ci-cd/builds/

() eSolia

Deployment Architecture

Push to 'production' branch
{
Cloudflare Workers Builds (Git integration)
- Runs: yarn install - yarn build
- Deploys to Workers
l
GitHub Actions (lightweight)
- Waits 120 seconds for CF build
- Pings search engine indexing worker

Cloudflare Pages to Workers Migration

Build-time environment variables ( PUBLIC_SENTRY_DSN , PUBLIC_ENVIRONMENT , etc.) are configured in
the Workers Build settings in the Cloudflare dashboard, not in GitHub Actions. eSolia follows this pattern

across all managed Workers deployments.

Runtime secrets ( BASIC_AUTH_PASSWORD , BASIC_AUTH_USERNAME |

ENABLE_BASIC_AUTH) are set via

wrangler secret put and stored encrypted by Cloudflare. The server-side request handler

(hooks.server.ts) reads them at request time.
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Cutover Plan

We followed a staged approach with zero downtime. Pages remained online as a fallback throughout
the process.

Step Action Status

1 Create API token with Workers Done
permissions

2 Deploy Worker to staging URL Done

3 Set runtime secrets (encrypted by Done
Cloudflare)

4 Verify all pages on Workers URL Done

(homepage, /team/, /en/, /
sitemap.xml, /robots.txt, /

[lms.txt)
5 Confirm real-time log streaming Done
works
6 Connect Git integration in Done

Workers Build settings

7 Disconnect Git from Pages project Done

8 Enable production routes, deploy Done

9 Remove custom domain from Done
Pages

10 Verify japanactivationcapital.com Done

loads on Workers

11 Keep Pages project as rollback In progress

Rollback procedure: If anything goes wrong, the custom domain can be re-pointed to the Pages project.
The existing Pages deployment is still intact.
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Workers Configuration

Parameter

Worker name

Staging URL

Compatibility date
Compatibility flags
Placement
Log sampling
Trace sampling
Worker bundle size

Adapter
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Value
jac-main-site
https://jac-main-site.teamsds-jacct.
workers.dev
2026-02-20
nodejs_compat
Smart (Cloudflare selects optimal datacenter)
100%
100%
~4 KB (paid-tier limit: 10 MB)

@sveltejs/adapter-cloudflare y7.2.5 (same
adapter, no change)
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Variable Migration Reference

Build-time Variables (Workers Build Settings)

Variable

PUBLIC_ENVIRONMENT
PUBLIC_HIDE_ARTICLE
PUBLIC_SENTRY_DSN
PUBLIC_SENTRY_ENABLED
SENTRY_AUTH_TOKEN
NODE_VERSION

YARN_VERSION

Runtime Secrets (wrangler secret put)

Secret
BASIC_AUTH_PASSWORD
BASIC_AUTH_USERNAME

ENABLE_BASIC_AUTH
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Value
production
1
(same as Pages)
1
(same as Pages, encrypted)
24.4.0

1.22.22

Notes

Same value as Pages

Same value as Pages

Setto O for production
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Immediate Benefit: Vulnerability Scanner Detection

Within minutes of the cutover, Workers observability logs revealed automated vulnerability scanners
probing the site. These requests were invisible under Pages (no server-side logging).

Probes detected:

Path Purpose
/debug/default/view Scanning for exposed debug endpoints
/.vscode/sftp.json Scanning for exposed IDE credentials
/@vite/env Scanning for exposed Vite dev server
/.env.dev  /.env.staging K /.env.example Scanning for leaked environment secrets

/.env.vite

/config.json, /env.json 6 /constants.js Scanning for exposed application config
/payment.js Scanning for exposed payment logic
/wp-content/debug.log WordPress scanner (this site is not WordPress)

SvelteKit correctly returned 404 for all of these: no data was exposed. However, the requests consumed
Worker invocations unnecessarily.

Action taken: Enabled Super Bot Fight Mode (SBFM) in Cloudflare’s security settings and initially set
“Definitely automated traffic” to Block. This stopped the scanners but also blocked Bingbot, despite
Cloudflare’s documentation stating that verified bots are exempt from SBFM rules.

After investigation, we changed the setting to Managed Challenge and added explicit WAF rules to
pass through verified crawlers (Googlebot, Bingbot, etc.) and permitted Al search bots. Cloudflare’s
own documentation is contradictory on how SBFM interacts with verified bots, so we arrived at the final
configuration through testing. Crawler access is now stable. Details are in the WAF hardening report
(eSolia-JAC-WAF-Hardening-Report-Client-20260306-en.md).

This is a concrete example of the observability gap that motivated the migration: under Pages, these
probes were invisible and could not be identified or acted on.
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Improvement: Browser Language Detection
As part of the post-migration work, we improved the site’s browser language detection and language

toggle behavior. The site is bilingual: Japanese at / , English at /en/ .

Previous Behavior
First visit only: checked the Accept-Language header (first value, no g-value parsing)

Redirected all paths (not just /) to the English equivalent if the browser preferred English

Set a session-only locale-visited cookie to prevent re-redirects during the session
The language toggle (JP/EN buttons) did not persist the user’s choice: preference was lost when the
session ended

New Behavior
Detection priority:

1. xxlang cookie** — If the visitor previously chose a language via the toggle, that choice persists
across sessions (1-year expiry)

2. *xAccept-Language  header with g-value weighting** — Proper parsing (e.g.,
en-US,en;q=0.9,ja;q=0.8 - English wins)
3. Default: Japanese — Unknown visitors see Japanese

Key principle: Only the root path ( /) auto-redirects based on browser language. Deep links ( /team/
/strategy/ , etc.) are left alone, because someone arriving at a specific path got there intentionally
(a shared link, a search result, a bookmark). Redirecting them to a different language version would
break that intent. This is the recommended approach from Google for multilingual sites: avoid automatic

redirects on content pages, and let hreflang tags guide search engines to the right language version
instead.

Key changes:
Scenario Before After
First visitto / , browser=EN Redirectto /en/ Redirectto /en/ (same)
First visit to /team/ Redirect to /en/team/ No redirect (the visitor chose this
browser=EN URL)
Click JP toggle, returnto /, Redirectto /en/ (session cookie No redirect ( lang=ja cookie
browser=EN expired) wins)
Toggle click persistence Lost on session end Persists 1 year

Two files were modified: src/hooks.server.ts (server-side request handler: language detection and
redirect logic) and src/components/global/Header.svelte (the header component: sets the lang
cookie when the user clicks the JP/EN toggle). The previous session-only locale-visited cookie has

been replaced by the persistent lang cookie and root-only redirect.
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Additional Work Completed

Staging Environment Migration
The staging.japanactivationcapital.com subdomain has been migrated from Pages to a separate

staging Worker ( jac-main-site-staging ). It inherits all production settings (observability, smart place-
ment, asset handling) and is protected by Cloudflare Zero Trust Access.

Migration steps:

Step Action Status

1 Add env.staging to Done
wrangler.jsonc

2 Initial deploy: Done

yarn build && npx
wrangler deploy --env

staging
3 Set runtime secrets for staging Done
Worker:
wrangler secret put --env
staging
4 Connect Workers Builds Git Done

integration to
jac-main-site-staging

(branch: staging)

5 Remove staging custom domain Done
from Pages, re-add to staging
Worker
6 Verify Zero Trust Access policy Done

still applies (same hostname, no
change needed)

This eliminates the last dependency on the Pages project. Pages is retained only as a temporary rollback
option.

Post-Migration Improvements
The following work was completed after the initial Workers migration.

SEO fixes (February-March 2026):

Added unique meta descriptions to team member pages, homepage, and fraud warning page,
addressing Bing Webmaster Tools findings (110 pages with duplicate descriptions, 71 too-short, 1
missing)

Updated robots.txt to allow GPTBot (OpenAl) and ClaudeBot (Anthropic) to crawl the site. These
bots surface content in Al-powered search answers (ChatGPT, Claude). Bots used solely for model
training (not search) remain blocked (CCBot, Google-Extended, Bytespider, etc.). Note: Google-
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Extended only controls training data for Gemini/Vertex AI; it does not affect Google Search or Al
Overviews, which use Googlebot (allowed).

Stability fixes:

Fixed null guard on menu data in layout (prevented TypeError on edge cases)
Wrapped sessionStorage calls in try/catch for Safari private browsing compatibility

Removed leftover console.log statements from production code
WAF hardening (6 March 2026):

Documented separately in eSolia-JAC-WAF-Hardening-Report-Client-20260306-en.md. Eight custom
WAF rules deployed: probe blocking, geo-restrictions, scanner user-agent blocking, and AI scraper
filtering. Early results: 679 probe requests blocked in the first 6 hours. A Bing indexing issue caused by
a too-narrow bot skip rule was identified and fixed.

CI/CD tightening:

Hardened the GitHub Actions workflow: added permissions: {} (least-privilege) and
timeout-minutes: 5

Reduced post-deploy wait from 120 seconds to 30 seconds, as Workers Builds finishes faster than
initially estimated

524 Incident Report Follow-up
All items from the original 524 timeout incident report have been completed:

Cache pre-warming on deploy: The GitHub Actions post-deploy workflow now warms key pages
(both languages of homepage and team, plus sitemap and robots.txt) before notifying search
engines. This populates the Worker’s in-memory Prismic cache so the first end users get cached
responses.

Extended stale serving (5 min = 30 min): The Prismic response cache TTL has been extended from
5 minutes to 30 minutes. For a corporate content site that publishes a handful of articles per month,
30 minutes is a better trade-off: it reduces Prismic API calls and provides a wider safety margin if
Prismic’s API goes down. The stale fallback (serving expired cache when Prismic is unreachable) still
works beyond the 30-minute window.

Google Indexing API: Fully integrated into the jac-indexing Worker. On each deploy (and daily via
cron), the Worker authenticates via service account JWT, then sends URL_UPDATED notifications to
Google for all sitemap URLs. This runs in parallel with IndexNow (Bing, Yandex, Seznam, Naver) and
Wayback Machine archival. Google’s 200 requests/day quota is handled gracefully: if exhausted, the
step stops without retrying.

Prismic webhook integration: A Prismic webhook notifies the Jjac-indexing Worker whenever
content changes (team members, news articles). This triggers immediate search engine notification
via IndexNow and Google Indexing API, ensuring SEO updates are event-driven rather than limited
to deploy cycles.
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\‘@ eSO I Ia Cloudflare Pages to Workers Migration

Remaining Item

Prismic health monitoring (low priority): Planned via Cloudflare Health Checks — a zero-code monitor on
the Prismic CDN API endpoint with email notification. The current stale-cache fallback already handles
Prismic outages transparently (the site continues serving cached content), so this adds awareness rather
than resilience.

Contact Us

eSolia Inc. Shiodome City Center 5F (Workstyling) 1-5-2 Higashi-Shimbashi, Minato-ku Tokyo
105-7105, Japan

Phone 03-4577-3380
Email rick.cogley@esolia.co.jp
Web https://esolia.co.jp/en

Hours Monday-Friday, 9:00-18:00 JST
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