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Introduction

As organizations accelerate digital transformation to
compete in today’s fast-evolving omni-channel environment,
the limitations of traditional content management systems
(CMSs) are becoming increasingly clear. Legacy CMS
platforms, once the backbone of digital experience delivery,
are now liabilities in a world where personalized multi-
platform experiences must be delivered rapidly, securely,
and seamlessly across an expanding range of digital
touchpoints.

Monolithic CMS architectures struggle to keep pace with
modern demands. Their tightly coupled design slows
innovation, creates operational bottlenecks, and exposes
organizations to greater security risks. As customer
expectations rise — and the number of devices, platforms,
and interaction channels multiplies — the need for greater
agility, content reuse, and personalization has become
critical.

AT A GLANCE

KEY STATS

» 77.1% of organizations plan to
modernize their legacy applications
within the next two years.

» 80.6% of developers report needing
tools from multiple vendors,
creating friction with traditional
monolithic CMS platforms.

» 53.2% of developers now deploy
code into production daily or even
hourly, emphasizing the need for
faster and more agile CMS
architectures.

This IDC White Paper, grounded in IDC's research, market analysis, and technology insights,
examines the urgent need to modernize legacy CMS environments. Drawing on quantitative
findings from IDC'’s Software Developer Survey, 2024, Future Enterprise Resiliency and Spending
Survey, 2024, and broader content-management-system studies, it offers a research-driven
perspective on why migrating to a headless CMS is no longer optional but a strategic imperative

for digital success.

We explore the measurable business benefits of headless CMS adoption, address common
migration concerns, and provide practical guidance based on proven industry data. Throughout,
IDC's insights inform a comprehensive view of how enterprises can future-proof their digital
experience strategies while empowering both technical and business teams.

By combining a forward-looking technology approach with validated research findings,
organizations can position themselves to meet evolving market demands, deliver exceptional
customer experiences, and drive sustainable growth in the digital-first economy. The time to
modernize is now, and headless CMS provides the critical foundation for the next generation of

digital leadership.



The Case for Headless CMS: How Forward-Looking IT Leaders Are Solving CMS Pain Points

The Hidden Costs and Challenges of Traditional CMS Platforms

Traditional CMS platforms, long considered the workhorses of enterprise digital operations, are
increasingly revealing their limitations in today’s hyper-competitive environment. Built around
monolithic architectures — where content creation, storage, delivery, and presentation are
tightly coupled — these systems once promised simplicity. Yet, as the digital landscape evolved,
the very architecture that made them successful became a hindrance.

Today's organizations need to publish content quickly across multiple channels, integrate new
digital experiences, and respond in real time to market shifts. Legacy CMSs, however, have not
kept pace. Instead, they impose hidden costs and operational drag that erode competitiveness
over time.

Among the most pressing challenges organizations face when sticking with legacy CMS platforms
are:

o Workflow inefficiencies: Rigid linear workflows inhibit the simultaneous efforts of
developers, marketers, and content managers. Updates made in one area often trigger
cascading effects throughout the system, forcing extensive regression testing and
delaying content deployment. This lack of agility constrains marketing responsiveness and
innovation, turning even simple website changes into cumbersome projects.

e Security concerns: Extending the capabilities of legacy CMS platforms typically involves
third-party plugins, manual patches, and ad hoc integrations. Each additional layer of
complexity expands the attack surface, introducing new vulnerabilities. As a result,
organizations must devote increasing time and resources to security monitoring,
compliance updates, and emergency patching, often playing perpetual catch-up against
emerging threats.

e Customization and technical debt: Over time, most legacy CMSs accumulate an
unwieldy collection of custom code, quick fixes, and platform-specific workarounds. This
technical debt creates brittle environments in which even minor upgrades can cause
system-wide disruptions. Instead of supporting innovation, the CMS becomes a "house of
cards" — difficult to adapt, expensive to maintain, and risky to evolve.

¢ Tooling incompatibility: Today's development ecosystems are rich, fast-moving, and
specialized. Indeed, 80.6% of developers report needing tools from multiple vendors — an
operational reality that legacy CMSs, with their rigid and often proprietary toolchains,
struggle to accommodate (IDC's Software Developer Survey, 2024). This incompatibility
stifles developer productivity, slows innovation, and ultimately frustrates efforts to align IT
capabilities with business objectives.

e Training and adoption delays: Legacy CMS platforms often require extensive training
due to their outdated interfaces, non-intuitive workflows, and specialized knowledge
requirements. New employees face steep learning curves, while existing teams must
invest ongoing time and resources into maintaining platform expertise. The result is
slower onboarding, higher operational costs, greater risk of human error, and delayed
time-to-market for new digital initiatives.
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Figure 1: The Modernization Race

IDC's Software Developer
Survey, 2024 shows that
more than one-third
(34.1%) of all business
applications are classified
as legacy.
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Even more concerning,
50% of application
environments still
depend on legacy code
(IDC's Future Enterprise
Resiliency and Spending
Survey, 2024 Wave 1).

It is no wonder that 77.1%
of organizations will
modernize their legacy
applications within the
next two years (IDC's
Software Developer Survey,
2024).

Legacy Systems

Legacy Code

Organizations to
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Source: IDC, 2025

IDC's research draws a compelling conclusion: Relying on legacy CMS platforms is no longer
sustainable in a fast-moving digital economy. To remain competitive, organizations must
accelerate their modernization efforts, and headless architectures offer the flexibility, scalability,
and speed needed to lead in this new landscape.

Decoupling Content and Experience: Understanding Headless CMS and Its
Growing Importance

In today's digital economy, agility and flexibility have become strategic imperatives. Traditional
CMS platforms, where content creation and presentation are tightly coupled, are increasingly
unable to keep pace with rising customer expectations, emerging channels, and the need for
dynamic personalization. Enterprises seeking to deliver seamless omni-channel experiences are
moving beyond the constraints of monolithic CMS models toward architectures that enable
greater speed, freedom, and scalability.

Headless CMS architectures fundamentally transform how organizations
approach content management and experience delivery.

By decoupling the content repository from the front-end presentation layer, a headless CMS
enables organizations to create, manage, and optimize content independently of the
technologies used to deliver it. Content is treated as a centralized and structured asset, delivered
via APIs to websites, mobile apps, kiosks, digital sighage, 10T devices, or any other emerging
touchpoints.

Developers gain the freedom to use modern frameworks like React, Next.js, or Vue without being
restricted by CMS-specific templates or workflows. Marketers and business users, meanwhile,
can manage content centrally and deploy it consistently across multiple channels, improving
efficiency and experience quality without duplicating efforts.
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"A headless content management system is a back-end-only application allowing
organizations to manage, store, and track content. The front-end presentation
layer is removed, and front-end web developers use APIs to send and retrieve
content and apply presentation logic to dynamically generate the digital
experience." — IDC’s Worldwide Software Taxonomy, 2025 (IDC #US53306525)

A discussion on headless CMS is incomplete without mentioning its evolving hybrid capabilities.
Hybrid capabilities quickly become an inherent aspect of modern headless CMS architectures,
designed to meet the diverse needs of enterprises that require both technical flexibility and
business user accessibility. Today's headless platforms recognize that, while developers need
open APIs and full creative freedom, business users demand intuitive interfaces, visual editing,
live previews, and low-code page-building tools. By embedding these hybrid features, headless
CMS solutions enable organizations to maintain the agility of decoupled delivery models while
empowering marketers and content teams to create, manage, and optimize digital experiences
without reliance on development resources.

Empowering Flexibility: The Growing Role of Hybrid Capabilities Within Headless
CMS

According to IDC's Web Content Management System Survey, 2024, the adoption of hybrid headless
models is expected to increase by 50% over the next 12 to 24 months. This growth reflects the
increasing need for enterprises to balance technical flexibility with business user empowerment,
delivering omni-channel experiences at the speed modern markets demand.

Figure 2: Hybrid Headless CMS Adoption Continues to Grow
The organizational
deployment of hybrid-

Plan to use in next 12—18 months 37.1%
headless architectures
to support public
Currently use 25.7% pp P
websites

0% 10% 20% 30% 40%

Q: What type of commercial CMS solution have you deployed for your public website today and/or plan to use in 12-18 months?
Survey respondents: IT and line-of-business decision-makers in North America
Source: IDC's Web Content Management System Survey, 2024
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Headless CMSs with hybrid capabilities enable organizations to:

e Empower business users to manage content visually while developers innovate
freely. Hybrid capabilities within headless CMS platforms offer the best of both worlds:
business users gain intuitive WYSIWYG editing, live previewing, and low-code workflows,
while developers retain open APl access to build sophisticated front-end experiences. This
dual empowerment model accelerates collaboration and ensures neither marketing nor
technical teams are slowed down by platform limitations.

e Accelerate time-to-market for digital experiences. By enabling marketers to create
and update digital content independently — without waiting for developer support —
hybrid headless architectures dramatically reduce bottlenecks. Meanwhile, developers
can focus on crafting innovative experiences. This operational separation slashes go-to-
market timelines, allowing enterprises to respond rapidly to customer expectations and
competitive pressures.

e Improve collaboration between IT and marketing teams. Hybrid headless CMS
structures create clear zones of ownership: Developers maintain responsibility for core
platform flexibility and security, while marketing teams manage campaign and experience
execution. This balance reduces friction, improves governance, and fosters stronger
cross-team alignment on shared KPIs like engagement, conversion rates, and brand
consistency.

e Ensure consistent omni-channel delivery while minimizing governance risks. With
structured content models and API-first delivery, hybrid headless CMSs ensure a single
source of truth across websites, mobile apps, kiosks, and emerging channels. Centralized
governance policies — combined with local publishing autonomy — enable organizations
to maintain regulatory compliance, brand integrity, and quality control, even as they scale
to more customer touchpoints.

The growing importance of decoupled architectures is clear. As digital channels
proliferate and customer expectations rise, organizations must move beyond
monolithic CMS thinking. Headless approaches allow enterprises to build modular
and scalable digital ecosystems in which innovation is unimpeded by legacy
platform constraints.

Organizations that embrace this architectural shift are better equipped to deliver personalized

real-time omni-channel experiences — essential capabilities for competitiveness in the digital-
first economy.

The question is no longer whether content and experience should be decoupled, but how soon
organizations can transition.

Those who modernize now will unlock agility, improve developer and marketer productivity, and
create a foundation for long-term digital success.

IDC #EUR153612625  Page | 5 ._.—ID( :



The Case for Headless CMS: How Forward-Looking IT Leaders Are Solving CMS Pain Points

Unlocking Agility and Growth: The Strategic Benefits of Headless CMS

Migrating to a headless CMS is no longer just a technology upgrade; it is a fundamental shift in
how enterprises create, manage, and deliver digital experiences. For organizations competing in
fast-changing markets, headless CMS platforms unlock a new era of speed, flexibility, and cross-
channel consistency that monolithic architectures simply cannot match. As customer
expectations for personalization, real-time engagement, and omni-channel consistency
accelerate, the strategic value of migrating to a headless CMS has never been clearer — and the
business case has never been stronger.

Accelerated time-to-market: In a headless architecture, marketing teams and
developers can work in parallel without being bottlenecked by legacy platform
dependencies. Marketers can update and deploy content independently, while developers
build and optimize the experience layer using modern frameworks. This decoupling
slashes time-to-market for new campaigns, microsites, and digital services — a critical
advantage in a world where speed is a differentiator.

Enhanced security and compliance: Legacy CMS platforms often accumulate
vulnerabilities through years of plugins, extensions, and customizations. By contrast,
headless CMSs, with their streamlined API-first architecture, offer a smaller attack surface
and centralized security controls. Organizations pursuing modernization increasingly cite
enhanced security and regulatory compliance (28.6%) as key drivers, according to IDC's
Future Enterprise Resiliency and Spending Survey, 2024.

Greater scalability and performance: Decoupled content and experience layers allow
organizations to scale different components of their digital stack independently. Whether
dealing with surges in web traffic, expanding globally, or integrating with new digital
channels, a headless CMS architecture ensures performance under pressure — an
advantage noted by 27.5% of organizations re-architecting their platforms (IDC's Future
Enterprise Resiliency and Spending Survey, 2024).

Continuous feature deployment: Agility is no longer optional. With 53.2% of developers
now deploying code daily or hourly (IDC Software Developer Survey, 2024), headless CMS
platforms seamlessly integrate into CI/CD workflows, supporting rapid innovation and
incremental improvements without disruption.

Content reuse and personalization: Rather than forcing organizations to recreate the
same content separately for each platform (e.g., website, app, and kiosk), headless CMS
solutions allow content to be structured into reusable modular blocks. These content
blocks can be dynamically assembled and delivered across multiple channels through
APIs. This modular approach ensures the consistency of messaging and branding,
simplifies localization for different regions or languages, and enables real-time
personalization for different audiences — all while reducing the operational effort and
costs associated with managing multiple versions of the same content.

Hybrid capabilities for flexibility and control: Modern headless platforms increasingly
embed hybrid capabilities, providing APIs for developers while offering intuitive WYSIWYG
interfaces, live previews, and low-code tools for business users. This hybrid functionality
ensures marketing and content teams can create and optimize experiences without
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waiting on IT, while developers maintain full flexibility to innovate at the experience layer.
As already discussed, according to IDC's Web Content Management System Survey, 2024,
hybrid headless adoption will grow by 50% over the next 12-28 months, reflecting strong
enterprise demand for this dual empowerment.

e Lower training costs and faster onboarding: With modern headless CMS solutions
offering user-friendly administrative interfaces, organizations reduce the time and cost
required to train new users. This accelerates time-to-productivity for marketing, product,
and content teams, freeing technical teams to focus on higher-value development and
innovation. Streamlined onboarding also reduces operational risk by enabling new hires
and cross-functional teams to contribute effectively from day one, ensuring that digital
initiatives maintain momentum even during periods of growth or transition.

e Future-readiness: As the number of digital channels continues to expand, enterprises
must be prepared to deliver content across voice interfaces, AR/VR environments, loT
applications, and more. Headless CMS platforms inherently support this multi-channel
delivery future without needing disruptive re-platforming, providing a foundation for long-
term agility and growth. By decoupling content from presentation, headless architectures
future-proof digital strategies, enabling organizations to quickly adapt to emerging
technologies and customer behaviors without the cost and complexity of constant
platform overhauls.

By migrating to a headless CMS today, organizations position themselves not only to solve the
limitations of their legacy systems but to unlock a more dynamicg, resilient, and innovative
approach to digital experience management. Those that lead this transition will deliver richer
customer experiences, scale more flexibly, and compete more effectively in an increasingly
experience-driven economy.

Navigating Concerns: Why Headless CMS Adoption May Be Simpler Than
You Think

While the business case for migrating to a headless CMS is compelling, it is natural for leaders to
voice concerns about potential risks, from integration complexity to governance challenges.
These worries, while understandable, often overestimate the barriers and underestimate the
flexibility and maturity of modern headless solutions. In this section, we unpack common
objections and demonstrate why they should not deter organizations determined to future-proof
their digital strategies.

¢ Integration complexity: Some worry that integrating a headless CMS into existing digital
ecosystems will require disruptive reengineering. However, leading headless platforms
today are designed for interoperability from the ground up. IDC research recommends
selecting vendors with comprehensive API ecosystems and hybrid models, making it
possible to connect seamlessly with existing CRM, DAM, commerce, and analytics
systems. Far from causing disruption, headless CMS can often simplify tangled integration
architectures, creating a cleaner and more maintainable stack.
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e Security risks: Security remains a top concern in a world of increasing threats. While an
API-first model introduces new surfaces to manage, it also allows for greater control,
isolation, and protection. Modern headless CMS platforms enforce strict encryption
standards, granular permissions, and compliance with regulations like the EU’'s General
Data Protection Regulation (GDPR) and the California Consumer Privacy Act (CCPA).
Organizations working with trusted vendors often find that a headless approach actually
reduces systemic vulnerabilities by minimizing bloated plugin ecosystems and tightly
coupling content workflows with secure DevOps practices.

o Developer dependence: Some fear that headless CMS strategies place too much control
in the hands of developers. But the evolution of hybrid-headless platforms offers the best
of both worlds: Developers retain the flexibility to build rich experiences, while non-
technical users gain intuitive low-code interfaces for content authoring. Smart platform
selection ensures business teams can create, preview, and publish content without
needing to engage development resources for every update, dramatically reducing
bottlenecks.

e Total cost of ownership (TCO): Migration investments are real, but so are the long-term
savings. IDC data shows that organizations adopting headless CMS experience
operational efficiencies through reusable content models, reduced technical debt, and
accelerated innovation cycles. Instead of being locked into expensive monolithic
upgrades, headless architectures enable incremental improvements aligned to business
priorities, delivering a lower and more manageable TCO over time.

e Vendor lock-in: Concerns about being trapped in proprietary ecosystems are valid but
avoidable. Headless CMS providers committed to open standards, such as RESTful APIs
and GraphQL, allow enterprises to maintain portability and flexibility. By choosing an API-
first and standards-compliant vendor, organizations preserve the ability to integrate new
tools, replace front-end frameworks, or switch platforms without costly migrations.

¢ Content management complexity: A lingering misconception is that headless CMS
solutions complicate the lives of content authors. In reality, today's leading platforms
feature rich WYSIWYG editors, role-based publishing workflows, live multi-channel
previews, and intuitive dashboard interfaces, empowering business users to manage
content independently, without relying on technical teams.

Modern headless CMS platforms are built precisely to alleviate — not exacerbate — the
challenges organizations associate with legacy CMS environments. With thoughtful planning,
vendor selection, and change management, enterprises can overcome these concerns and
unlock the full strategic value that headless architectures offer.

Guidance for a Successful Migration

Successfully transitioning to a headless CMS requires more than just a technology upgrade; it
demands a strategic and carefully managed evolution of people, processes, and platforms.
Organizations that approach this shift proactively, building alighment across technical and
business teams, achieve faster time to value and maximize the benefits of their technology

=IDC



The Case for Headless CMS: How Forward-Looking IT Leaders Are Solving CMS Pain Points

modernization. Here is how to structure a migration that succeeds both technically and
organizationally:

e Engage the right stakeholders to ensure success. Modernization is a team sport. IT
leadership must partner closely with enterprise architects, marketing and content leaders,
security teams, and external vendors to ensure priorities align. The early involvement of
all key stakeholders builds ownership, reduces resistance, and ensures the migration plan
reflects cross-functional needs.

e Early alignment and vision setting are important. Migration initiatives often fail when
teams are unclear on success criteria. Defining a shared vision early — around omni-
channel delivery, faster time to market, enhanced security, and operational agility —
creates a guiding North Star for every decision. Setting measurable KPIs from the start
ensures that the project remains outcome-driven, not just technology-driven.

e Derisk and iterate with pilot programs. Attempting a "big bang" rollout of a new CMS
architecture introduces unnecessary risk and operational disruption. Smart organizations
adopt a phased approach, launching pilot projects within specific brands, regions, or
business units where early wins can be demonstrated. Decoupled architectures, like
headless CMS, are particularly well suited for pilot initiatives because they allow isolated
experimentation without impacting core systems. Pilots enable teams to validate
integration workflows, refine governance models, and surface any technical or
organizational challenges early.

e Empower developers. Developers are key to maximizing headless CMS flexibility.
According to IDC's Software Developer Survey, 2024, 46.8% of developers believe expedited
access to APIs is essential to their work effectiveness. By providing modern development
toolchains, API-rich environments, and microservices-friendly architectures, organizations
enable technical teams to deliver faster and innovate more freely.

e Design and build for multitenancy with federated control. Large federated
enterprises — universities, hospital systems, and franchised brands — must balance local
autonomy with centralized governance. Choosing a headless CMS that supports
multitenancy ensures that regional teams can operate independently while maintaining
brand integrity, security, and experience quality under centralized oversight.

A successful migration isn't simply about installing a new CMS; it is about transforming how
content is created, shared, and experienced across the enterprise. By prioritizing cross-functional
collaboration, investing in internal champions, and building flexible future-ready architectures,
organizations can ensure that their headless CMS migration becomes a catalyst for digital
excellence, not just a technology project.
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Conclusion

Once essential to early digital initiatives, traditional CMS platforms are increasingly unsuited to
the demands of today's dynamic omni-channel landscape. They constrain innovation, introduce
operational risks, and fragment customer experiences across touchpoints. As digital ecosystems
grow more complex, legacy systems become not only a technical liability but also a strategic
disadvantage.

Modernizing to a headless CMS is no longer an experimental strategy; it is a core enabler of
digital transformation. By decoupling content management from presentation, enterprises
unlock the flexibility to scale experiences across websites, apps, kiosks, voice interfaces, and
beyond. Headless CMS empowers both developers and business users, accelerates time to
market, strengthens security, and enables content reuse and personalization at scale.

Organizations that move quickly will not only eliminate the hidden costs of legacy CMS but also
position themselves as digital leaders capable of delivering connected, consistent, and
compelling experiences across all channels.

To capitalize on these opportunities, enterprises should take the following actions:

e Engage cross-functional stakeholders early to align technology modernization with
business priorities.

e Pilot headless CMS implementations in high-value areas to build internal momentum and
demonstrate quick wins.

e Select a headless CMS platform with robust APl ecosystems, multi-tenancy capabilities,
and hybrid support for business user empowerment.

e Prioritize security and compliance by choosing vendors with strong data protection
measures and standards-based architectures.

e Investin developer enablement with modern toolchains, CI/CD pipelines, and
microservices support.

Headless CMS is not just about replacing an old platform; it is about enabling a smarter, faster,
and more resilient digital enterprise. Organizations that modernize now will differentiate
themselves through agility, customer intimacy, and operational excellence.

=IDC



The Case for Headless CMS: How Forward-Looking IT Leaders Are Solving CMS Pain Points

In today’s fast-moving digital economy, the ability to deliver seamless personalized experiences
across channels is no longer a competitive advantage,; it is a necessity. Yet many organizations still
rely on legacy CMS platforms built for a different era — one in which speed, scale, and omni-
channel delivery were not mission-critical. This IDC White Paper offers a timely and research-
backed exploration of why headless CMS architectures have become essential for modern
enterprises. Drawing on market data and practical guidance, it highlights the strategic risks of
clinging to outdated systems and the significant benefits of transitioning to more flexible API-first
solutions. From enabling faster time to market and stronger developer-business collaboration to
improving content reuse and personalization, the findings in this paper provide a clear road map
for digital leaders looking to modernize their content infrastructure. At Storyblok, we are proud to
support research that brings clarity to organizations’ challenges today and helps decision-makers
take the next step toward building more agile and scalable digital ecosystems. We invite you to
explore the insights in this study and consider how your organization can unlock new value by
modernizing your content foundation.
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