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Introduction 
The dawn of the 
multichannel age

There have never been so many direct, 
simultaneous digital pathways to and from 
customers; never so many opportunities to 
deliver rich, personalized experiences and build 
meaningful, lasting relationships. 

But more opportunities to connect with customers 
places greater demands on the content systems 
used to do it. And the challenge is only getting more 
complex as new channels emerge. Wearables, voice-
based devices, and Internet-of-Things (IoT) devices 
hold the potential to fundamentally alter the way 
people consume information. 

Three things remain certain.
One, whatever, the size, shape, and focus of your 
organization, there’s never been a better time to use 
content to engage your customers and prospects.

Two, (for the immediate future, at least) your 
mothership website will remain foundational  
to supporting all the different content  
journeys your audience takes.

And three, to deliver great content experiences 
through your mothership website, you need a 
great content management system—otherwise  
known as a CMS.

Digital marketers, storytellers, and front-end 
developers stand at the beginning of the 
multichannel age. 
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Let’s get started.

The CMS in the multichannel age 
A CMS helps you create, edit, organize, and  
publish digital content. Choosing the right one  
is essential for organizations to deliver amazing 
customer experiences on the web, mobile, and  
any new digital devices and interfaces that emerge 
in the coming years. 

That’s why we’ve produced this definitive guide to 
choosing a content management system. 

We’re going to cover how CMSs are evolving, 
how they can help your company thrive in a 
multichannel world, and how to account for the 
needs of your content creators, developers, and,  
of course, your customers. 

Time to step up
This isn’t just a tech story. To transform the way 
your organization manages content, you need 
a champion who not only understands the tech 
solutions, but someone who can also see the big 
picture, share that vision, and drive change.

Reading this guide can help you become  
that person.
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How to use this guide

This isn’t a technical manual, and it’s not going  
to compare all the CMS platforms out there. It’s  
been designed to give you the knowledge you 
need to choose and implement the right solution 
for your company.

If you have time, we’d recommend you read the 
whole guide. But feel free to pick and choose  
the chapters you’d like to focus on. 

Who this guide is for

This guide has been written to help anyone who 
is involved, or likely to become involved, in a CMS 
buying decision for their enterprise or business. 

You may be an IT director, a front-end dev and 
architect, a VP of digital marketing, a web content 
manager, or someone else entirely. The ideas we 
present are also relevant for those who just want 
to learn more about managing digital content and 
improving their audience’s content experience in 
the multichannel world.
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content management system 
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CMS today?
Content management  
is changing
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What is a  
CMS today?
Content management  
is changing

Ever since Gutenberg started the print 
revolution, organizations have been finding 
ways to efficiently create content, make copies, 
translate it, and share access to it, in order to get 
their message out to people across the world. 

Fast forward 600 years or so, and early CMSs 
were helping people and businesses address the 
same underlying question (only this time, online):

How do we create relevant content for  
our audiences, manage it, best publish it,  
update it, control it, and repurpose it?

But over the last few decades, the volume  
and variety of digital content has exploded  
in tandem with new channels, devices,  
and interfaces. 

CMSs ain’t what they used to be—they’re 
becoming a whole lot more. 

WCM or CMS?
CMSs are often still referred to as WCMs, 
or web content management systems. 
But to many people in the CMS industry, 
this description is starting to feel a bit 
arcane—business CMSs aren’t just tasked 
with publishing just to the web anymore. 
Content is being delivered everywhere: from 
smartphones to televisions, from watches to 
voice devices. Content management needs  
to go beyond the web.

Of course, a website is still the center of  
most businesses’ digital ecosystems. But 
things are changing incredibly quickly. That’s 
one of the reasons why so many businesses 
are now reassessing their CMS options.

What is a CMS today?

Chapter 1
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What do CMSs 
actually do?
(and why that used to  
be a simpler question)

Let’s start with the basics.

Historically, a CMS was a software platform 
that automated some of the tasks required 
to manage and publish content online—stuff 
like uploading content, formatting it for a 
webpage, positioning headlines and images, 
and backstage tasks like improving SEO.

But the world is in the middle of a seismic digital 
transformation. Our online and offline lives 
are colliding. Businesses are fostering personal 
relationships with every customer and prospect. 
Marketers are tracking every digital step we take 
and building rich content experiences around them.

By sheer necessity, CMSs are accommodating 
more ambitious digital experiences. 

Enter the digital experience platform. 

Digital experience platforms (DXPs) equip 
businesses with an integrated software foundation 
for engaging users across a range of digital 
channels and devices. 

A DXP encompasses content management, 
powerful analytics, search, personalization,  
testing and optimization, and campaign 
orchestration technologies. They help marketers 
understand where individual customers are 
on their digital decision journey, and deliver 
personalized content experiences at scale,  
across any channel and any device. 

Increasingly, CMS solutions are merging  
with these new experience platforms,  
to the point where it’s hard to definitively  
state where one ends and the other begins.  
That’s a big part of why choosing a CMS  
is more complicated than it used to be.  
And it’s why understanding what you  
need (and what you don’t) is so important.

What is a CMS today?

Chapter 1
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Will a basic CMS still suffice?
Just because some CMSs are starting to merge 
with experience platforms doesn’t mean 
they’re necessarily the right choice for you. 

If you haven’t started delivering granular 
customer experiences—across different 
audiences, different channels, different 
geographies, different products, etc.— then 
a traditional CMS might be more than 
sufficient for now.

However, natural-feeling personalized 
experiences are becoming normalized, and 
consumer expectations are rising. You might 
not need the more sophisticated functionality 
of an experience platform today, but you 
probably will soon. Make sure that any basic 
CMS has the capacity and functionality to 
grow into an integrated experience platform 
when you’re ready for that.

A functional definition 
There’s no single correct definition of what  
a CMS is. A far more productive way to frame  
the conversation is to start by defining what  
a CMS should mean for your business’s evolving 
content needs. 

It helps to think about traditional CMS functions 
as separate from customer experience functions. 
For instance, you want the right workflow 
solutions for content publishing—but you also 
need automation, personalization, and analytics. 

The crucially important point is that a CMS must be 
able to sit comfortably at the center of a marketing 
technology ecosystem that is capable of growing 
and meeting the evolving needs of your business.

What is a CMS today?

Chapter 1
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How CMSs  
are changing
And what that means for  
making the right choice

Chapter 2
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Content management systems  
are not evolving in isolation. 
The changes we see on the CMS 
landscape are a symptom of a wider, 
seismic digital transformation, 
the scale of which is hard to fully 
comprehend. And we’re still only  
at the beginning.

Here are five major drivers of 
digital transformation, and their 
implications for what your CMS 
should be able to do in response. 

Chapter 2
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1. 
The empowered customer 
Customers today are more demanding, less loyal, 
and they’re gravitating toward experiences built 
around them. 

They want a convenient, anticipatory,  
and tailored service from every brand  
with which they interact, and it’s down to  
the CMS to deliver it—a smooth, connected, 
multichannel experience tailored precisely  
to individual needs and tastes. 

Delivering great experiences at scale requires 
the seamless integration of a CMS and a cross-
channel, analytics-ready customer experience 
platform. Even if you’re not ready or organized  
to manage experiences vs. just web content,  
you’ll want to ensure the CMS you adopt can 
support it in the future.

2. 
Globalization
Globalization and the internet have brought the 
world closer together, and it’s never been easier for 
brands to connect with international audiences. 
And while the right CMS is an accelerator of global 
growth, the wrong one can be a barrier.

A CMS with multi-lingual functionality offers  
the freedom and flexibility to quickly enter a 
foreign-language market. Meanwhile, a CMS with 
multi-site management makes global expansion 
much more scalable, as users can centrally share 
content and management functionality across 
different locations.

Walker’s Customer 2020: A Progress Report 
predicts that by 2020, customer experience 
will overtake price and product as a key 
brand differentiator. 

Five macro trends  
driving CMS change 

Chapter 2
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3.  
Accelerating change and
pervasive complexity
Mass digital transformation is a fundamentally 
disruptive force. Multiple new technologies and 
disciplines within the marketing ecosystem are 
rapidly evolving all at once, and CMSs need to 
integrate at the broadest possible levels. 

The convergence of technologies like machine 
learning, automation, and personalization, with 
newly emerging channels like voice assistants, 
wearables, and the Internet of Things, means 
that any prospective CMS needs to be flexible, 
extensible, and scalable enough to  
withstand continued, rapid change.

4.
Data centricity
The great value of delivering content digitally is 
that you can learn from every interaction and 
iterate based on feedback straight from the 
real world. Personalization—which is evolving 
to “individualization” for customer-obsessed 
companies—will be out of reach to businesses that 
aren’t collecting data about how customers are 
interacting with them across all channels.

According to 2017 Accenture Strategy research, 
“Customers crave personalized experiences. 
Approximately half (49%) expect specialized 
treatment for being a good customer. And 
one-third of customers who abandoned a 
business relationship last year did so because 
personalization was lacking.” 

To be able to do that, you need to be able to collect 
and connect a huge volume and variety of data, 
and it’s essential that your CMS supports, rather 
than inhibits, this process. 

Becoming data driven also means that your digital 
teams need to commit to strong data-governance 
practices. New technologies like AI, machine 
learning, and automation demand it. 

For those who fully commit, the rewards are 
huge—invaluable data about what content your 
audiences consume, their ever-changing interests, 
motivations, intents, purchase readiness, and 
buying journeys. But it’s a far bigger task than 
most organizations realize.

Scott Brinker of chiefmartec.com found that 
the number of marketing technology tools 
has increased over 5000% during the last 
seven years. The 2018 marketing technology 
landscape includes 6,829 marketing 
technology solutions.

Chapter 2
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5.  
The convergence of content  
and e-commerce
In the blink of an eye, great content experiences 
have become inextricably linked with the way 
retailers sell and consumers buy. To support a 
seamless buying experience, your CMS needs 
to be tightly integrated with your e-commerce 
platform. If those platforms are disconnected, 
chances are the purchase experience they 
support will also be disconnected. 

To deliver great content experiences across 
specific retail customer journeys, marketers 
need a great CMS, integrated with both a 
powerful experience platform and their chosen 
e-commerce system. 
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Bringing your content and commerce 
platforms closer together means retail 
marketers can marry elements like 
demographic insight with historical behavior 
and inventory to tell more relevant stories 
and create more compelling offers.

Here’s what that might look like:

Bringing content, context, 
and commerce together
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Joanne clicks on a social 
media banner promoting a blog 

about her favorite hobby, 
deep-sea diving

2The post discusses a new kind of 
wetsuit, with a link to a promotional 

sale, but she doesn’t click on it

The post discusses a new kind of 
wetsuit, with a link to a promotional 

sale, but she doesn’t click on it

3 45

6
7 8

9
A week later, she gets  

an email from the author,  
a popular diving brand

She visits their site and is taken 
straight to the wetsuit

She adds the wetsuit to her 
basket, but gets distracted  

and forgets about it

Within 24 hours, an email trigger 
sends her a reminder, also 

offering free shipping

She returns, buys the wetsuit  
(plus a mask that was 
recommended as a  
related accessory)

Three months later, 
the brand’s travel 

team sends Joanna
a link to an article 

about a diving holiday 

Later that year, Joanne is 
diving in the Seychelles

1
2The post discusses a new  

kind of wetsuit, with a link to 
a promotional sale, but she 

doesn’t click on it

Joanne clicks on a social 
media banner promoting a blog 

about her favorite hobby, 
deep-sea diving
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Finding your path

Navigating pervasive, all-encompassing change 
isn’t easy. But there are big rewards for businesses 
that find a way through. Choosing the right CMS 
makes it easier to: 

• Deliver exceptional, individualized  
customer experiences in every channel,  
not just your website 

• Shape marketing operations around  
great content 

• Gain insights that help you anticipate,  
and meet, the needs of individuals  

• Win customers from competitors  

• Build great relationships 

• Spend your content budget  
more intelligently 

However, the first step isn’t necessarily  
to rush to market and start weighing your  
options. Implementing a new CMS is a  
huge undertaking. Building enough internal 
advocacy to get the project off the ground  
(and carry it to completion) is essential.

And that starts by addressing the people  
holding the purse strings with a compelling 
business case.

Let’s find out how to build one. 
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Making the 
business case 
for a CMS
What’s the ROI of content 
management?

Chapter 3
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There’s no getting around it:  
Moving to a new CMS is an 
investment, and it’s important  
to formally justify the costs to  
the business as early as possible. 

That means telling the right story to the right 
people. While it might be easy to romance  
content and development teams with shiny  
new tools and features, financial gatekeepers  
need a compelling and airtight business case. 
That’s what this chapter is for. 

The important thing to remember (and 
communicate) is that an investment in a  
new CMS is really an investment in your 
customer’s digital experiences. 

Our research with Avanade shows that 
companies expect a return of $3 for every  
$1 they invest in improving customer  
experience. And six in 10 respondents  
focusing on the customer experience have  
seen increased customer satisfaction.

Building a strong, customer-centric digital 
strategy—supported by disciplines (like 
personalization, testing and optimization,  
and experience management) that CMSs 
enable—has a very tangible impact on the 
bottom line. 

Making the business case  
for a CMS

Chapter 3
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The three 
pillars of ROI

Investing in a new CMS can generate  
a multitude of benefits. But it’s helpful  
to group CMS ROI into three core pillars: 
Business impact, operational efficiency,  
and technology savings.  

Let’s look at each in more detail.

When your CMS 

integrates many 

functions, you get 

to market faster. 

Your production 

is more agile and 

faster from concept 

through testing to 

production.

Increased 
operational 

efficiency 

Using a CMS that 

is built from the 

start to integrate 

and connect many 

different capabilities 

means you’ll have 

lower integration and 

technology costs.

Increased 
technology 

savings

Increased 
business 
impact

Optimize business 

impact by using 

a CMS’s ability 

to personalize 

experiences, 

integrate powerful 

testing and 

optimization 

capabilities, and 

automatically 

distribute content 

across channels.

Making the business case  
for a CMS

Chapter 3
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A great CMS is a pathway to a great content 
operation, and your business case should be 
anchored to the tangible business impact that  
it can have. Remember, you’re talking to a  
non-marketing audience, so don’t be afraid  
to restate some basic truths, such as: 

Delivering the right content and calls to action,  
to the right customer, in the right way, and at  
the right time, pushes prospects along the  
sales funnel.

Of course, that simple phrase conceals a  
lot of complex, interdependent processes  
and disciplines. 

You might need to connect the dots explicitly  
by breaking down what specific processes do,  
and how they fit into the overall strategy.  

For instance: 

• Outline how personalization drives higher 
conversion rates by delivering more  
relevant experiences  

• Explain why managing the customer  
experience improves retention rates and 
customer lifetime value (CLV) 

• Describe how the feedback loop between  
sales-related data and behavioral data on  
your website generates invaluable insight  
that can speed deal closings  

By understanding how customer journeys  
lead to a purchase, you’ll be able to lead customers 
down the right path to maximize conversions and 
minimize cart or lead nurture abandonment.  
It’s a virtuous, revenue-boosting cycle. 

Be sure to clarify that the alternative—doing 
nothing—risks losing your audience to competitors, 
who are almost certainly investing in customer-
centric content operations. 

It’s also really important to set expectations 
around continuous improvement. Outline how 
you’ll test and fine-tune content to maximize its 
potential impact on different audiences, and that 
with integrated, connected functionality comes 
cost-saving benefits. 

Increased  
business impact

Your business case should disentangle that 
complexity while frequently restating the 
headline benefit: A new CMS will visibly 
contribute to revenue, conversions, and loyalty.
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Explaining the headline benefits of a  
new CMS is only one-third of the story.  
You also need to explain how it’ll deliver 
them, and why it’d do so more efficiently and 
effectively than the incumbent solution.

This is fundamentally a productivity story.  
You need to prove the new platform is intuitive 
and supports agile operations, and that these 
qualities tangibly help the content operation  
work faster. 

Outline how new ways of working will  
improve your current production challenges.  

For instance: 

• Will tools that are integrated with the CMS 
allow web team members to launch an A/B test 
in less than 10 minutes themselves, instead of 
using (and waiting on) a different resource for 
testing and test results? 

• Can ease of use in the CMS allow your web 
team and content creators to have more control 
over more functions, thus increasing their 
productivity and reducing the burden on IT? 

• Can the web interaction data your CMS collects 
be used to grow product lines, add new features, 
and capture new revenue?

It might also be helpful to anticipate how your 
needs might change as your digital maturity grows. 

Increased operational 
efficiency
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Finally, outline how a new CMS might impact 
your current technology costs—in terms of 
both people and infrastructure.

For instance, choosing an extensible, 
cross-channel CMS with broad connected 
capabilities reduces future integration costs 
and development requirements. That means if 
you want to add deeper capabilities down the 
line (say around commerce, social integrations, 
language translation, or otherwise), your costs 
won’t significantly escalate.

Equally, the right CMS is an offramp that  
reduces the need for IT support during  
normal operations.

Increased 
technology savings

Sitecore recently commissioned a “Total Economic 
Impact” study from Forrester that charts an ROI of 
142% from investing in Sitecore’s CMS. Find out more 
at www.sitecore.com/resources/forrester-tei

An integrated CMS 
increases value

• Competitive advantage

• Revenue

• Conversions

• Customer quality

•  Customer retention  
and advocacy

•  Customer Lifetime Value

• Customer self service

• Market share

• Market reach

• Brand awareness

•  Relevancy and 
engagement

• Reuse of content

•  Democratization  
of digital

And decreases costs

• Total cost of ownership

• Editing time & costs

•  Production time across 
multiple channels

•  Content management  
time & cost

•  Systems integration  
management

•  Specialist integration 
skills

• External agency costs

• Time to market

•  Call center resources/
time
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Total Economic Impact, or TEI, is a methodology 
developed by Forrester Research that can 
enhance a company’s technology decision-making 
processes by helping demonstrate, justify, and 
realize the tangible value of IT initiatives to both 
senior management and other key business 
stakeholders. The TEI methodology consists of 
four components to evaluate investment value: 
Benefits, costs, flexibility, and risks.

To evaluate the impact an investment can have, 
Forrester takes a multistep approach:

1. They perform due diligence, interviewing  
the vendor’s personnel as well as other 
Forrester analysts to gather data relative  
to the vendor’s marketplace. 

2. Then they interview the vendor’s customers  
to obtain data with respect to cost, benefits, 
risks, and long-term flexibility. 

3. Next, they construct a financial model and 
composite organization representative of the 
interviews using the TEI methodology. The 
financial model is populated with the cost and 
benefit data they obtained in the interviews. 

4. Finally, they risk-adjust the model based  
on issues and concerns the interviewed 
customers highlighted. 

How Forrester measures  
 “Total Economic Impact™”

A couple years ago, Sitecore commissioned 
a Forrester TEI study of the Sitecore® 
Experience Platform™. (If you click through 
you’ll see that it includes a handy ROI 
assessment tool that you can use to calculate 
a high-level estimate of the economic impact  
of Sitecore’s enterprise CMS based on your 
specific business environment.) 
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Becoming truly customer centric is a commonly 
cited objective of digital transformation 
initiatives, but the steps toward it are often 
poorly defined.

Implementing a new CMS represents a 
demonstrable commitment toward that goal. 
Proving that your business case aligns with the 
organization’s transformational ambitions is a great 
way to grab the attention of senior stakeholders 
and speak to them in a familiar language. 

This is an opportunity to build stronger, longer 
customer relationships using tailored, personalized 
digital experiences. 

Research from Bain & Co. shows that long-term, 
loyal customers are by far the most significant 
revenue stream for online retailers. Strong 
customer retention means continued sales,  
up-sales, cross-sales, and referral sales, high  
CLV, and a lower cost of acquisition.

Additionally, every salesperson knows that the 
easiest person to sell to is someone who’s already 
bought. An effective CMS automates the process 
of learning from someone’s past transactions to 
improve the likelihood of future transactions. 

Customer loyalty on the internet is a key driver 
of long-term profitability. Loyal online customers, 
just like offline ones, spend more, refer others 
more often, and are more willing to expand their 
purchasing into new categories. 

Crucially, a great customer experience can  
create enthusiastic customer advocates, who 
usually become your most powerful marketing 
channel by far. 

Lifetime customers 
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Proving business success
Calculate your ROI from implementing an integrated CMS

1. BUSINESS IMPACT 2. OPERATIONAL EFFICIENCY 3. TECHNOLOGY SAVINGS

Current annual value from  
digital conversions?

How many tests are you conducting per year?
Total annual cost of current systems?  
(Includes license and maintenance of CMS, web analytics,  
email, testing, personalization, marketing automation)

Percentage of visitors that would be 
exposed to personalization?

On average, how long in days does it take  
to conduct one test?

Total annual cost related to integration  
and updating current systems?

Projected impact based on 
personalization:

What is your FTE cost per day?
Cost of investment in an integrated,  
enterprise CMS: (License + first year maintenance)

Total operational costs of testing:
Cost of implementing an integrated  
CMS year one:

Estimated operational costs of testing  
with an integrated CMS:

PROJECTED ANNUAL VALUE EFFECT 
FROM PERSONALIZATION +

PROJECTED ANNUAL OPERATIONAL  
SAVINGS FROM TESTING WITH AN 
INTEGRATED CMS

+ PROJECTED ANNUAL COST SAVINGS

The projected business impact above is only based on personalization. 
Using more optimization capabilities from an integrated CMS, like 
testing and marketing automation, will add more to the optimized 
business outcome.

The projected annual operational savings is just based on testing; 
with an integrated CMS, there are also operational savings from 
personalization, marketing automation, email, and reuse of content 
across different channels.

The speed of operations allows organizations to be more agile, launch 
initiatives more rapidly, and frees resources to optimize more on those 
initiatives with a direct business impact.

The technology savings are based on selected capabilities. Often 
there are more costs associated when more technologies are used; 
for example, multiple technologies require multiple internal training 
programs as well as multiple development and maintenance programs. 
Integrating technologies reduces costs.

= TOTAL ROI
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CMS features 
you need
Nine ways a modern  
CMS can help you

Chapter 4
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First of all, a disclaimer: You shouldn’t choose 
a CMS by painstakingly comparing lists of 
features. There are simply too many unique 
factors specific to your business. 

Instead, the best starting point is to assess your 
current digital maturity, and work upward, to ask 
questions like: 

• What do we want to use content to achieve?  

• Where are we starting from and how far  
(and how quickly) do we want to advance? 

The expert perspective on…  
establishing requirements
 “The question of how a CMS fits inside a 
larger ecosystem, particularly alongside 
e-commerce, search, and headless layers, 
has remained challenging for our customers. 
They need to discern what role(s) a CMS 
can and should play among multiple digital 
delivery platforms and microservices, 
without compromising existing investment 
and maximizing the CMS value adds such 
as ability to personalize.”  
 
Amanda Shiga 
VP Marketing Science at Valtech

CMS features you need 

Chapter 4
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The digital marketing tactics and metrics you 
adopt will evolve as you advance in digital 
maturity, as will the requirements for your CMS.

Say your current web content operation consists 
of a brochure-like website, supported by a few 
people—and it’s working for you. You don’t need 
complex workflows or integration features. But 
if you intend to grow and get more sophisticated 
with your digital experiences, you might.

Alternatively, say you’re a highly regulated, 
multinational organization, and you regularly 
distribute personalized, mission-critical content. 
In this case, you’ll definitely need a CMS that 
supports a robust content governance framework. 

CMS features you need 
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Content distribution (cross channel dialogue)
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Customer Experience 
Maturity Model®

The Customer Experience Maturity 
Model breaks digital marketing 
capabilities down into seven stages  
of strategic value. 

This diagram also describes the 
underlying technologies and 
practices that constitute each stage, 
and the teams associated with them. 

Test your own digital maturity with 
our assessment tool to find out where 
you land on the scale and how you 
compare with others in your industry.

Optimize
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Nurture

Engage
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Then there are other factors like the publishing 
requirements of your particular business, the  
goals of your site, and how your business is likely  
to evolve.

Don’t ask vendors, “What features does your  
CMS have?” Instead, try asking them, “How can 
your CMS meet my organization’s objectives  
and needs—both right now and over the next  
five years?”

The CMS arms race
There’s a current trend in the CMS 
industry of packing as many features and 
functionalities into systems as possible. 
Many vendors don’t want to be left behind, 
so they keep on adding on—forcing others  
to follow. 

Unfortunately for users, the result is that many 
CMSs are burdened with poorly functioning 
features that aren’t intelligently integrated. 

Usability and practical functionality matter 
far more than lists of features. A tick-box 
approach to CMS buying should never take 
precedence over a deep dive into potential 
CMS options to uncover the diamonds and 
the dirt. Proof-of-concept demonstrations 
are essential.

The expert perspective on…  
planning for future needs
 “I think customers are looking ahead, even 
a little bit to their own demise. They’re 
buying ahead and two years later they’re still 
not even tapping some of the good value 
proposition of what they purchased.”  
 
Adam Wolf 
Chief Technology Officer,  
Americas, POSSIBLE 
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Review this list of nine 
important CMS requirements 
with your business needs in 
mind. We’ve mapped each 
requirement to applicable CMS 
features and attributes.

9 requirements
CMS
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1 WYSIWYG PREVIEW

Text

FooterTitle

Text & Image

Image Button

Move the item one step down in the Content Tree (Ctrl + Alt)

Up

Down

First

Last

As a minimum requirement, a suitable CMS  
should give you the tools to easily create, edit,  
and deliver content.

An intuitive user interface
A simple, accessible user interface lets even 
inexperienced content teams complete tasks with 
minimal training needed. Look for features such 
as drag and drop, drop-down lists, and in-context 
help to complete tasks. 

Text usability
First-class word processing is a must. Features 
such as built-in spell check and options for pasting 
text from Microsoft Word in clean form (without 
formatting code) are relatively standard, but be 
sure to check.

Content preview (WYSIWYG)
What-you-see-is-what-you-get (WYSIWYG) 
functionality ensures you can preview the content 
before publication. Look for multiple preview 
modes for different devices—fully functioning 
device simulators provide the truest sense of what 
the experience is going to look and feel like. 

And if you plan on delivering personalized content, 
it will be handy for your content teams to see what 
specific audience profiles will experience. 

Design flexibility/customization
Easily customizable CMSs include tools that let 
designers create and update site experiences 
without coding. Look for features that enable  
easy design for different audience devices. 

In-context help and documentation 
Even after training, it’s unlikely your content 
team will understand all the nuances of your 
CMS. In-context help systems reduce inefficient 
workarounds and refresh knowledge of seldom-
used features. 

1.
Features you need: Great 
editorial functionality
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Search and indexing functions 
A flexible and scalable built-in search engine will 
help your content team (and your audience) find 
the information they need faster. Look for search 
functionality that includes:  

• Predictive search  

• Suggested fill-in of fields  

• Search-filter functionality  

• Matching misspelled words and verb variations 
(such as write, wrote, and writing) 

• Full-system searches at any level of the  
content hierarchy 

• Boolean (AND, NOT, OR) query logic 

Content storage and accessibility 
Well-designed storage and intuitive folder 
structures help your content editors work from the 
same pool of approved assets. They also make it 
easier to rationalize what’s being stored by getting 
rid of duplicate or retired content. 

Templates
Well-designed page and component templates 
act as a guardrail to keep web content production 
smooth, consistent, and aligned to best practices. 
They help writers and editors create content faster 
and with fewer mistakes.

A template might contain a headline field, 
summary field, a body field, and image containers, 
with the right fonts and colors for each—all based 
on a pre-determined style guide. 

Version control 
Good version control increases visibility across  
the whole content lifecycle, from first draft to  
post-publication edits. It can also act as a safety 
net for editors, making it easier to catch mistakes 
by keeping a record of who’s done what, where, 
and when.

Scheduling and reminders
Scheduling functionality ensures pre-written 
content goes live at exactly the right time—maybe 
an article has an embargo, or a piece of financial 
information can’t be released until a certain date 
and time. 

Scheduling is also integral to dynamic marketing 
strategies that react to time-based events. So, for 
instance, in the run-up to Christmas, you could 
launch a product page advertising one price on 
Dec. 15, and then apply a 20% discount on Dec. 26, 
before reverting to the original price on Jan. 2. 

CMS features you need 
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2
Workflow and approvals
Workflow describes the overall flow of content 
through various stages of publication, usually 
authoring, editing, staging, approval, translation, 
publishing, and promotion.

A CMS with an adaptable workflow system  
can save your users time and safeguard your  
team from publishing the wrong content at  
the wrong time. 

Automated workflows can also smooth multi-
stage approval processes, progressing edits 
from writers to senior editors via text or email 
notifications.

Reporting
Intelligent reporting tools and dashboards can help 
you keep tabs on different categories of content 
in your system. The types of reports you generate 
might include: content on hold, content awaiting 
approval, available images for a certain topic, 
articles in your workflow, and how many articles 
your business has published this month. 

Link management
Link management helps content teams 
automatically preserve the integrity of in-content 
links when moving pages around the CMS. 

Say a bank’s content team moved a “home equity 
loan page” from “personal banking” to “lending 
services.” A link management system would 
automatically update all the links that point to the 
“home equity loan” page throughout the system. 

Likewise, if someone deletes that home equity 
page, the system should issue a warning about 
deleting a piece of content that has references 
pointing to it.

Content modeling 
CMSs use metadata to intuitively understand the 
differences between different content types and 
apply rules to them accordingly. Content types 
could be a blog, product description, press release, 
or otherwise—they each have metadata that 
describes their nature.

2.
Features you need: 
Workflow, reporting,  
and content organization
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3
Tailored user (and group) permissions
Some CMSs have simple and limited permissions 
systems. For example, someone can: 

• Change page design (or not)  

• Edit text (or not)  

• Edit metadata for SEO purposes (or not) 

Meanwhile, others can flexibly tailor permissions 
around both groups and individuals based on 
criteria like content type, job type, rank, and 
geography. For instance, the person who manages 
your website’s metadata for SEO might not be the 
same person authoring the pages.

If you have a choice, look for a CMS with 
granularity down to each individual field.

While granular user administration is primarily 
useful for larger content teams, smaller teams 
may opt for a CMS with more customization 
functionality than presently needed to leave more 
headroom to grow. 

Regulatory compliance
Any prospective CMS should be agile enough to 
accommodate new content policies or regulations 
required by different jurisdictions. For instance, 
your industry may have regulations that require 
you to prove what content was live on your 
website at a specific date or time.

3.
Features you need:  
Smooth user administration
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4
Good versioning functionality, the right approvals 
process, and granular user administration all help 
prevent mistakes and reduce errors. 

But you’re also going to need tight security 
controls around access to specific documents and 
information—so content is only seen by the right 
people and released at the right time.

Furthermore, some CMSs integrate with strong 
authentication mechanisms to prevent illegitimate 
access. If security is a high priority for you, look 
for a CMS that integrates well with your chosen 
enterprise security provider and/or third-party 
authentication systems such as Azure AD, 
IdentityServer, OpenID, and Oauth.

4.
Features you need:  
Rock-solid security
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““Generally speaking, no individual CMS 
platform is inherently more secure than 
another. Instead, vulnerabilities are 
usually caused by improper deployment, 
configuration, and overall management.



5
If you’re going to be delivering content to multiple 
channels and devices, your CMS will need to help 
you do it efficiently.

Creating once, delivering everywhere
Instead of uploading the same piece of content 
multiple times, your CMS should support delivery 
across different form factors and screen sizes from 
a single action. 

Pulling this off typically requires a CMS with 
an object-based (as opposed to a page-based) 
architecture. Object-based architectures store 
content in a presentation-neutral format and 
render pages in a form that suits the visitor’s 
device, context, and personal preferences. 

We talk far more about the crucial importance  
of object-based architecture—and separating 
content from presentation—in Chapter 5.

Adding new channels with ease
New devices and channels—some not yet even 
invented—will continue to emerge within the 
lifespan of your new CMS. So, buying a simple,  
less customizable CMS might seem sensible  
today, but you will likely have to rip and replace  
it in a few years.

Choosing an open and extensible CMS means 
developers (and integration partners) can help  
you adapt to new channels as they emerge.

A vendor that keeps up
You don’t just need an extensible, flexible  
platform. You also need to know your CMS vendor 
keeps up with trends and regularly updates its 
software development kits (SDKs), application 
programming interfaces (APIs), connectors, and 
pipelines. If they don’t, distributing content on the 
latest devices, apps, and other platforms will be 
challenging at best. 

The expert perspective on…  
multichannel scalability
 “It’s naive to think that your main CMS will 
be the only place your customer is going 
to encounter your content. If you can track 
them across channels, you’re in a much 
better position. Content delivery is becoming 
so distributed and you need to find a way to 
follow them around.”  
 
Deane Barker 
Chief Strategy Officer, Blend Interactive

SEO friendly 
Your CMS should also help with search engine 
optimization. As SEO algorithms change regularly, 
there’s always the potential need to supply 
additional or restructured metadata that you 
manage alongside your content without having to 
alter or, even worse, re-enter all existing content.

5.
Features you need:  
Multichannel scalability
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To consumers, globalization has made the world 
feel smaller. For content publishers suddenly 
addressing audiences overseas, the challenges 
have gotten bigger.

The right CMS can make multi-site, multi-national, 
multi-lingual challenges far less complex and  
time consuming.

Multi-site support 
If you’re managing multiple web properties for 
different brands and audiences, choose a CMS 
with multi-site support. Managing content, 
presentation, and modules centrally is by far 
the most efficient way to distribute the same 
functionality across multiple sites. 

Multi-lingual support 
If your organization has foreign-language sites, 
or might in the future, look for CMSs that can 
natively support content and websites in multiple 
languages as well as provide content editing 
tools that operate in the languages your regional 
marketing teams need. 

Integration with localization and  
translation services 
Tight integration between your CMS and a good 
localization provider makes it faster and cheaper 
to provide consistently high-quality content 
experiences across different territories and cultures.

The automated movement of content through 
workflows—in, then out, of the translation service—
means marketers can translate content without ever 
leaving the CMS. The right localization integration 
increases productivity, reduces time to market, and 
ensures translation accuracy and brand consistency.

Multi-lingual editorial functionality
Quality assurance is a critical editorial 
responsibility with content translation. Fortunately, 
there are many CMS tools that can help, including: 

• Editorial interfaces that provide side-by-side 
views of original and translated content 

• Permissions settings that ensure any content 
team members unfamiliar with a certain 
language can’t make changes to content in  
that language 

• Preconfigured workflows to ensure pages 
created in the mother website trigger an 
automated translation request 

• Intelligent link management to ensure any links 
in the original language page or component are 
replicated in the foreign-language website 

6.
Features you need:  
Ability to go global 
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The right architecture and workflows  
for multinational content 
A CMS with an object-based (as opposed to a 
page-based) architecture will allow you to create 
language variants of each content item. For 
example, a “Contact Us” page might be in an 

original English version, but you can also have it 
in Spanish, French, and Japanese. From the CMS’s 
perspective, it’s still just one piece of content. 
This also means users don’t have to navigate to 
language-specific sites—the right content surfaces 
automatically based on their browser preferences. 

If you’re running a global website, you might also 
look for a CMS that offers language fallback.  
Say your business predominantly serves English 
and French customers and offers translated  
pages for both. 

With language fallback, if a visitor from France 
views a page that hasn’t yet been translated, you 
can choose to surface the English version (with a 
templated apology) rather than giving them a dead 
link or 404 error.

Multinational governance
Content that crosses international (or inter-state) 
jurisdictions needs to conform to local regulations. 
That means that, for instance, the flexibility 
you enjoy around setting cookies in the North 
American market needs to be adapted for the more 
stringent requirements of EU member states. Good 
geo-targeting means you can adapt marketing 
approaches based on where someone lives. 

Only object-based architecture can render content trees optimized for multi-lingual sites.
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7
Your CMS going down is just as bad as your 
website hosting provider going down. 

Your CMS needs to be resilient, highly available, 
and scalable enough to support different types  
of growth—whether that’s organic visits over 
time, seasonal spikes, entry into new countries,  
or anything else your business strategy demands. 

The expert perspective on…  
running your CMS in the cloud
 “Most customers include cloud and DevOps as 
a core component of the CMS’s future at their 
organization. This is not just about the hosting  
and getting away from managing infrastructure, 
but everything that is implied by cloud: 
Continuous deployment, automated updates, and 
rapid delivery of new features to the customer-
specific solution.”  
 
Glen McInnis 
Vice President, Solution Delivery  
and Technology, Valtech

7.
Features you need:  
Flexibility, scalability,  
and performance 
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7
Cloud capability
Cloud deployments offer more flexibility, 
scalability, and faster time to market. You can  
spin up new websites and campaigns in hours 
instead of days and weeks, and respond to 
spikes in demand automatically, even if they’re 
unexpected. Deploying your CMS in the cloud is 
also more cost effective, reducing high initial capex 
costs and moving to a usage-based opex model. 

Regardless of your deployment needs, you’ll  
want to make sure you have a choice of options 
with your CMS—whether that’s on-premises,  
IaaS, PaaS, or SaaS (or a combination of all four). 

Multi-site deployment
If you’re working with several different  
brands (or within different geographies),  
you’ll most likely want a CMS that supports  
the deployment and management of multiple  
sites from a single system (and by a single  
content team). 

Practically, this means sharing and reusing 
components, testing practices, and analytics 
across multiple sites in support of global 
management with local execution. 
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7
Extensibility
The extensibility of your CMS—the degree to 
which it can be integrated with the ever-expanding 
martech stack—is a huge indicator of its lifespan.

Even if your current content ecosystem doesn’t 
touch that many other systems, it’s wise to plan 
around future integration flexibility. Look for 
solutions with pre-built integrations into other 
leading business software like databases and 
marketing automation services. 

Alternatively, look for CMSs that use open 
standards (like OWIN, OData, JSON, and XML) 
and that incorporate a framework for exchanging 
content data among systems. Vendors should 
always be optimizing future releases around 
extensibility, with clear points for integration.

Connectors
Where extensibility often requires development 
work, connectors are out-of-the-box solutions with 
no (or very little) development requirements. 

They’re designed with usability, consistency, and 
painless maintenance and upgrading in mind, 
and they’re built on a framework that provides a 
blueprint for how to deliver data and functionality 
to your CMS. But bear in mind, compared with 
more flexible APIs, individual connectors may be 
too specific to meet your exact requirements. 

APIs
You’ll want to make sure your chosen CMS comes 
with an extensive set of modern APIs. Finding 
people or applications that speak ancient API 
languages is difficult.

APIs increase the potential reach of your content by 
helping your CMS integrate well with other systems, 
applications, channels, devices, and cloud services. 

If your CMS doesn’t have APIs, you’ll want to 
ensure it has a healthy developer or partner 
ecosystem for integration help.

The difference between good  
and great APIs
Say you’re a sporting goods retailer. A good 
API between your CMS and a smartphone 
would allow you to create a voice app for 
runners that reads out exercise tips from 
your CMS. The app developer just has to use 
the CMS’s API to fetch the right articles. A 
great API would also allow you to track back 
which of these tips are rated, used, or shared 
most with other runners.
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8
Some of the leading companies in the world have 
grown at incredible rates precisely because they 
deliver personalized, relevant digital experiences. 

Now businesses everywhere are beginning to 
realize they have to offer content tailored to who 
their visitors are, how they’ve interacted over 
digital channels in the past, and what they’re  
doing right now, in real time. 

The importance of data
Personalization requires a CMS that can collect, 
connect, and process interaction data in real time—
information like inbound interactions, browsing 
behavior, geolocation, profile, and past purchases. 

Your CMS should be able to collect interaction 
data from every channel—even from external 
sources and applications—to measure and report 
on every customer interaction and journey. This is 
foundational to your future personalization efforts. 

46

The returns on personalization
In its 2018 Trends in Personalization survey, 
Researchscape International and Evergage, 
Inc. found that 87% of marketers are 
seeing a measurable lift in conversion from 
personalization. Half (54%) experience a  
lift of more than 10%, while 13% report a  
lift of over 30%.

We’ve covered how to choose the right CMS 
for customer experience management in our 
white paper, “How to choose the best CMS for 
customer experience management”.

Get the white paper

A unifying experience platform
Customer insights are mutually informative— 
the more you bring together, the more potent  
the end result. 

That’s why content consumption data is invaluable. 
When combined with things like demographic and 
behavioral data, it paints a much clearer picture of 
individual customer interests, motivations, needs, 
buying readiness, and their overall journey. 

This kind of personalization is much more 
straightforward if your CMS integrates with a 
wider, digital experience management platform 
that unifies all your channels, campaigns, and 
analytics into one integrated ecosystem. 

8.
Features you need:  
Personalization and 
analytics 
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9
As content increasingly influences purchase 
decisions, it’s getting more important to integrate 
content and e-commerce systems. Without this 
integration, the user experience of your brand  
feels disjointed. When investing in a CMS, 
you’ll want to ensure it supports the following 
e-commerce features. 

A unified interface for e-commerce
To stay on top of everything, you’ll need a single 
pane of glass for inventory management, catalog 
management, order management, customer 
profile, pricing, and promotion management. 

Migration tools 
You’ll want to be able to import customer profiles 
and product catalogs from disparate sources.

Seamless inventory management
This depends on the scale of your operation, but 
you’ll likely need to manage online-to-offline, multi-
store, multi-warehouse, and multi-site inventory.

Adaptable inventory handling 
Your CMS should make it easier to define rules 
for stock outs, pre-orders, and back orders. And 
crucially, it’ll also need to integrate with your  
back-end ERP system.

Automation with flowchart-based rules 
You don’t want to compromise on the 
fundamentals of e-commerce. So, you’ll need  
an intuitive way to automate next steps for  
actions like cart abandonment, customer nurture, 
and purchase follow up.

Personalization capabilities
You’ll want to set up personalized offers, products, 
or even digital access (to things like exclusive 
content) for different customers. And look for 
additional capabilities like location-based targeting.

Third-party integrations
You’ll need to make sure your basket and orders 
can be configured to integrate with all major 
payment, shipping, and tax solution providers.

User-generated content creation
The biggest e-commerce players aren’t just selling 
products on a site. They’re building communities. 
So, make sure your CMS lets your users engage 
with your products through things like social 
media and product reviews.

Testing capabilities
The biggest difference between old-school  
brick-and-mortar retailers and e-commerce 
players is that online players can use testing to 
continuously optimize shopping content. Make 
sure your CMS makes that easier to do, at scale.

9.
Features you need:  
Strong integration between 
content and e-commerce 
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Why CMS 
architecture 
matters
What is a headless CMS, anyway?
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The phrase “CMS architecture” couldn’t be 
more of a turnoff for non-technical marketers 
just looking to create, manage, and deliver 
content more efficiently.

But choosing the right CMS architecture is 
fundamental to your content operation, both in 
terms of what is possible and how it gets done. 
Your IT teams and developers will appreciate you 
reading this chapter.

There are some big differences among CMS 
architectures, and your choice can: 

• Dictate how you make content and where  
it’s presented  

• Make you manually replicate content changes  
or edits in multiple places 

• Require editors and developers to work  
together in specific ways 

• Restrict the channels to which you deliver  
your content 

• Affect the speed of delivery, and hence the 
experience of your visitor

 

In this chapter, we’re going to look at CMS 
architecture in terms of two fundamental 
distinctions: 

• Page-based vs. item-based architecture,  
or how content exists on a page.  

• Headless vs. non-headless architecture, or how 
and where content is presented to the audience.

Why CMS architecture matters
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Before we do that, however, let’s explain the 
basics of CMS software architecture.

The basics of CMS architecture
The content management system is  
software that contains:  

• A programming framework  
(e.g., ASP.NET or Java),  

• A database that stores the content 
 

• A user interface for web editors

These elements are hosted on a web  
server, which has an operating system.  
The detail here is important—particularly  
if your organization’s IT department  
supports only a specific technology  
stack or framework.

The CMS software itself includes multiple 
application layers. An application layer supports 
CMS functionality and specifies how different 
parts of the software connect to each other  
(and the host system). 

Using Sitecore’s CMS as an example, the Sitecore 
Experience Manager™ CMS has one application 
layer for managing content (functions like editing, 
managing, and storing content) and another  
layer for assembling the content into a layout  
(or delivering it). We call the first the “content 
layer” and the second the “delivery layer” or the 
“layout engine.” 

So, to get content to an audience, the delivery 
layer (or layout engine) requests content from the 
content layer through an API. That content then 
moves through a rendering or a “presentation layer,” 
which takes what the delivery layer has produced 
and renders (or presents) it on a screen. Visitors to a 
website built on Sitecore see the published version 
of what the presentation layer has produced. 
 

Content management Content delivery Content presentation
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In industry terms, when the content management 
and delivery functions are built as separate layers 
apart from the content presentation layer, this is 
called a “decoupled CMS.” In a coupled system, 
the content management, content delivery, and 
content presentation layers are one in the same. 
In other words, all three functions are supported 
by one application layer. 

Page-based vs. object-based  
content storage
Now, the content management layer stores 
content you create, edit, manage, etc. in a 
database. But not all CMSs store content in the 
same manner. Some CMSs store whole pages 

of content, and the stored files represent the 
webpage. When you’re building pages with such 
CMSs, you may be working with different page 
modules or components—like banner images, 
titles, and body copy—but what the CMS stores 
in the database are whole pages. We call this 
“page-based content storage.”

Other CMSs store content in much smaller bits, 
called “items” or “objects.” So, for instance, a 
component’s headline is stored as one object 
and its graphic is another and the body copy is 
a third object. The benefit to storing content 
in the smallest possible format is that it can be 
reassembled in such a way as to support different 

device requirements, different formats, even 
different applications—without requiring you to 
rewrite it or copy/paste it for a different purpose. 
This is what we call “object-based content storage.”
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Object-based storage is inherently more flexible. 
When you don’t need to duplicate content from 
one page and recreate it for presentation in a 
separate application’s interface, it’s easier for 
your developers and content teams to scale. 

As we’ll go on to see, storing page objects as 
discrete, abstracted items also has big implications 
for the way headless and non-headless CMSs 
present content to the viewer.

Object-based 
content storage
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Giving CMS a voice

AI-based voice assistants, like Siri, Alexa, Cortana, 
and Google Assistant, are quickly becoming part  
of the CMS story—news reports, sports results, 
and entertainment guides are proving to be great 
early use cases. 

For CMSs to integrate with voice platforms, they 
need to store and structure content in a way  
that’s easily consumable by each platform’s  
text-to-speech capability. 

This makes object-based CMSs a good fit, because 
content is channel agnostic, easily extractable, and 
not bound by any presentation requirements. You 
don’t have to make the content in the way Alexa 
likes and the way Siri likes. You just make it once, 
and it gets delivered to both. 

Page-centric CMSs, on the other hand, give you no 
other option than to repurpose all the content on 
the page, hardly a snappy on-the-go update. 

If you’re looking for a CMS that integrates 
with voice, make sure it has developer-friendly 
functionality to access content within the platform 
using something called RESTful APIs. REST (which 
stands for “representational state transfer”) is a 
ubiquitous API used on the web for delivering 
content; it relies on the system delivering the 
content to determine personalization logic. 
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Headless vs. non-headless 
architecture 

Where page-based and object-based terms 
describe how content is stored, headless and  
non-headless architectures describe how a  
CMS renders and presents all that content to the 
audience. It’s easiest to understand this by looking 
at how application layers are organized— 
a content management layer vs. a delivery layer  
vs. a presentation layer. 

• In a traditional, non-headless CMS, the back-
end functions like managing content and laying 
it out on a page are coupled with the front-end 
function of presenting it on a screen. Everything 
is managed by one application layer.  

• A headless CMS decouples or separates the back-
end functions from the front-end presentation 
function and lets developers render content 
objects for any application or device.

So, why is headless architecture useful? 
Newly emerging devices and channels have 
unique (and increasingly divergent) presentation 
requirements. Think about the difference between 
a Fitbit wearable, or Amazon’s Alexa, or Facebook’s 
Oculus virtual reality headsets. They only require 
the underlying content from the CMS, not the page 
layout, styles, management framework, etc. 

Headless CMSs retrieve raw content as data 
through API calls and enable developers to build 
as many front ends or “heads” as your various 
channels support. You’ll sometimes hear headless 
CMSs referred to as “API-based CMSs.” 
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Here’s what that means:
Developers can get creative
Headless architecture releases developers from 
the back-end restrictions of CMS systems—they 
don’t need to know how to develop for the 
back-end CMS. They can build the look, feel, 
and functionality of user experiences using tools 
they know and like (like JavaScript libraries and 
frameworks), and then push content out anywhere 
using the latest APIs.

 
Write once, display anywhere
Headless architecture means content authors and 
designers can create and store content once, and 
developers can display it on any device. Unlike 
HTML, which can only be displayed on a website, 
the content-as-data that headless architectures 
produce can be rendered on anything. This avoids 
unnecessary duplication and increases consistency 
across the whole content operation.

 
A faster user experience
Viewing content on a web page can feel sluggish, 
depending on network speed and page complexity 
and complex rules. With a headless CMS 
architecture, the content is rendered on the client 
side without the back end, so it’s faster (assuming 
the device in the user’s hand is fast).

User experienceDisplay anywhereGet creative
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Here’s the rub

Headless CMSs sound great, right? Especially 
if you have your sights set on presenting your 
content on all the new IoT devices out there. 

However, for all their benefits, there are trade-offs 
with headless CMS architecture that you should 
be aware of. 

For one, what you gain in flexibility, you lose in 
accessibility. Since rendering or presenting the 
content is done by developers writing JavaScript 
code, non-technical marketers can’t use WYSIWYG 
authoring and editing, and so they can’t preview 
what the audience actually sees. Even if content 
marketers work closely with the developer or with 
a QA system in place, this lengthens review cycles.

Adding new components (or simply repositioning 
existing ones) always requires additional coding. 
Without developer support, content editors are 
working in the dark.

There’s one other challenge for marketers, and it’s 
a big one. 

Disciplines like personalization and content 
analytics become harder when content storage is 
decoupled from its presentation. These practices 
depend on collecting and analyzing customer 
interaction data from the front-end interface in real 
time in order to optimize experiences from the back-
end. Plus, when your CMS stores that interaction 
data, you benefit from knowing a user’s history of 
interaction over time, and can profile that user to 
receive content tagged especially for them.

Headless CMSs—because they separate back 
end from front end—can’t collect interaction data 
nor can they allow marketers to personalize the 
experience for end users. No interaction data gets 
collected over time. So the headless experience is, 
well, lost in space.

But the multichannel age is marching on.  
Luckily, there are ways around the drawbacks  
of headless CMSs.

57

Why CMS architecture matters

Chapter 5

 < Previous chapter Next chapter >Back to contents



58

Why CMS architecture matters

Chapter 5

The expert perspective on… 
the future of CMS architecture
“Headless won’t eliminate the traditional, 
coupled WCMS. Most organizations would 
suffer pain by converting everything to a 
headless-only architecture.

Instead, most organizations are “also  
headless,” meaning they have traditional 
website needs that are best served by a 
traditional WCMS, but they also have some 
situations that would benefit from a headless 
CMS. In addition to their website, they have 
some apps, microsites, or other integrations 
where a headless CMS would give them lots of 
flexibility to try different things and different 
development paradigms.

The death of the traditional WCMS at the hands 
of headless has been greatly exaggerated.”  
 
Deane Barker 
Partner, Blend Interactive

 < Previous chapter Next chapter >Back to contents

http://www.blendinteractive.com


Enter the “hybrid 
headless CMS”

The perfectly architected CMS solution would 
benefit multiple contributors: 

• Web content teams who want WYSIWYG 
preview and would rather write once, use 
anywhere than maintain multiple copies  
of the same content.  

• Digital marketers who want to personalize 
experiences based on collected interaction data.  

• Front-end developers who want to be free from 
back-end CMS conventions and structures.

The best way to find this kind of CMS is to start 
with an item-based, headless CMS system, and 
retroactively integrate the specific pieces of 
functionality that headless architecture forfeits.  
In other words, look for a CMS that:

• Decouples content management and delivery 
from content presentation 

• Stores content as objects rather than pages 

• Allows content editors to edit and use 
WYSIWYG tools to create content once for  
any device (and attach personalization rules 
when applicable) 

• Supports an API-based retrieval of content for 
device-agnostic presentation 

• Can extract data about what the end user is 
viewing and store that data in a content  
delivery server 

• Supports delivery of personalization rules along 
with the rendering or presentation layer

The headless CMS approach will increasingly prove 
invaluable to many organizations because there’s no 
longer a need to endure the traditional downside.

When deciding on CMS architecture, businesses 
should now be asking a simple question: 

How does this CMS empower marketers, web 
content teams, and developers to deliver the most 
rich and individualized experiences to our audiences?
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A 14-step buying process
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The process of buying a CMS can be just  
as complex as the software itself.  
For a lot of reasons.

• The digital environment is evolving rapidly  
and growing more complex, and CMSs sit  
at the core of that digital ecosystem 

• Digital visitors are more fickle, demanding, 
and quick to leave if their needs aren’t met 
immediately (and with little friction) 

• The number of internal stakeholders (and 
breadth of competing use cases) you need  
to worry about has never been greater. 

But relax—this is a well-worn path. There’s a way 
to get this process right, and we’re going to cover 
how, in 14 steps. But the underlying principle 
connecting them all is this:  

Choose the CMS that best supports the present 
and future needs of your business and campaigns. 
Features, services, and bells and whistles are all 
incidental to suitability. 
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Reasons for change

Start the selection process by explicitly listing 
the reasons behind the decision to change 
your CMS. This is particularly helpful to 
refer back to as you become immersed in the 
selection process later on. 

As a starting point, here are some commonly 
cited reasons: 

• Your current CMS doesn’t integrate well with 
other technologies such as CRMs, experience 
platforms, and commerce solutions.  

• You want to consolidate multiple websites under 
one CMS. (It’s much easier and more efficient to 
manage one CMS vendor than several.) 

• Your CMS might be too difficult for non-
technical content team members to use. 

• Your CMS might not be extensible enough—so 
your developers can’t customize it and quickly 
react to market developments. 

• Your CMS might lack the security your business 
now requires. 

• You may be unable to deploy your CMS  
to the cloud. 

• Your company may be going global and need 
multi-lingual CMS functionalities.
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14
Buying the right 
CMS in 14 steps
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1
1. 
Build a broad team 
of stakeholders and 
supporters

The first step to buying a CMS is to acknowledge 
that there are going to be a lot of competing voices 
in the room. This is a good thing, and definitely 
preferable to someone charging ahead without a 
full understanding of who needs what from the 
prospective solution.
 
However, that also means that someone’s going to 
have to play mediator. 

The marketing team will probably want to charge 
ahead and kick-start content production, without 
much regard for the methodical risk mitigation 
that the IT team prefers. 

Likewise, IT leaders are unlikely to share the 
marketing team’s urgent desire for richer 
functionality and breakneck speed to market.
 
You need to wrangle a set of common objectives 
from cross-functional teams to best inform 
the consideration process. That means getting 
developers, content creators, marketers, front-end 
designers, analytics wonks, and administrators in  
the same room. 

It also doesn’t hurt to get the backing of at least 
one executive sponsor—a project of this size and 
significance needs commitment, understanding, 
and support at senior levels.
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2
2. 
Take your time

This one is simple, but worth stating at every 
opportunity—this is going to take a long time. 
Think months, rather than weeks. Diligence here 
will pay big dividends later. 

That also means giving key stakeholders space to 
assess their own needs through discussion, debate, 
and collaboration. Setting aside time for this in your 
project plan will inspire more thoughtful, objective, 
well-thought-out contributions from everyone.

By the same token, it’s important to discourage 
guesswork. Emphasize it’s a fast-evolving market 
to absolve anyone from feeling under informed or 
relying on ambient knowledge of the CMS market 
as a result.

The expert perspective on… 
planning ahead
 “There is always the initial migration, and no 
one ever enjoys that process, but the more 
insidious issue is when a customer plans 
out this masterful personalization strategy, 
and then realizes too late that they do not 
have the internal capacity to build all of the 
content needed to support the approach.” 
 
Glen McInnis
Vice President, Solution Delivery  
and Technology, Valtech
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3
3.
Tie everything 
to use cases 

With the stakeholders assembled and the table 
setting done, start to consider your business needs 
from a CMS. For example: 

• As a small, mid-size, or enterprise-size business, 
will you be planning for significant growth  
in web visitors? Do you anticipate having  
to support traffic spikes more effectively? 

• Are you addressing the content needs of  
the whole organization, a department, or  
a specific project?  

• Who are the primary users of the CMS,  
and what is their technical aptitude? 

• What is the current standard of cross-functional 
collaboration throughout your organization, and 
where do you want this to improve? 

• Will your existing technology dependencies 
persist or will they evolve with a new CMS? 

• On how many channels, and in how many 
languages, will you want your content?

Traffic spikes

Technical aptitude

Cross-functional collaboration
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3
After answering these initial questions,  
think about more practical use cases.

• Think about the last campaign you ran, from 
inception, execution, to evaluation. Who was 
involved? What were their roles? What would 
they need to input to the CMS? What channels 
(and additional roles) were involved? How did 
you measure success? 

• Think about your future ideal state; would you 
like to incorporate testing, optimization, or more 
granular personalization? Or are there better 
metrics that would help you define success? 

• Think about the user journey data that would 
give you more visibility into how visitors are 
interacting with your content. Can you track the 
paths visitors take through your pages? Would 
doing so help you plan a more relevant web 
content experience? 

Your future requirements are important—you need 
to skate to where the puck is going. 

For instance, think about whether you need 
a system that allows you to engage through 
conversational interfaces, smartwatches, or 
augmented reality glasses. Even if you don’t need 
that functionality immediately, future-proofing is 
important—your CMS should remain relevant for 
at least the next five years.
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4
4. 
Create a requirements 
checklist

Once you’ve defined some use cases, draw up 
a requirements checklist to reference when 
comparing what specific solutions deliver.

It might look something like this:

Content authoring
 Inline editing
 Structured content authoring
 Drag-and-drop page creation
 Media management

Workflow requirements
 Approval process for publishing
 Version history
 Audit trails
 Reporting

Multi-lingual and content reuse
 Separation of content from presentation
 Manage content in multiple languages

Development tools
  Does the system offer tools to manage 

development and implementation of  
new functionality? 

  Does the vendor support a community  
of developers? 

  Is the technology proprietary or  
open source? 

  What are the available resources to help staff 
upskill on the central technologies  
and workflows?

Security and permissions
  Users
  Groups
 Permissions
  Roles

Social media and collaboration
  Blogs
 Networking, friending, following
 Ratings and reviews
 Collaboration
 Content moderation

License and deployment models
 Deployment model
  License types

Additional training and support 
  Developers
 Administrators 
 End users
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5. 
Factor in your company’s 
existing technology 
framework

6. 
Find an implementation 
partner

5 6
Make sure you’re aligned with the IT department 
before you start researching CMS options. Your 
choice of CMS is likely to be dictated by your IT 
department’s chosen application infrastructure. 

For instance, if your business has already 
committed to a .NET or Java framework, your 
choice of CMS will be narrowed. Technology 
frameworks deliver features and functionality 
for developing and executing applications in 
a standard way on different client and server 
operating systems. 

Companies that don’t have large in-house 
development teams often hire an implementation 
partner or digital strategy agency to both 
help choose a CMS and implement it within a 
larger digital strategy. Many will continue the 
engagement with maintenance support after  
initial implementation is complete. 

Don’t underestimate the value of a great 
implementation partner. Not only are they 
experienced in integrating the system into various 
client scenarios, but they also have the objectivity 
and experience to drive the change management 
that many CMS implementations (and digital 
transformations) require. 

Look for a partner who:  

• Has experience with a range of CMSs 

• Has implemented sites in your industry 

• Possesses technical chops as well as digital 
strategy expertise 

• Has an opinion about how to deliver standout 
customer experiences for your audience 

• Comes with a list of willing references
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7

7. 
Research your shortlist

Once you’ve got your list of use case-based 
requirements together, it’s time to research 
potential solutions. If you’ve chosen to hire an 
implementation partner first, they can of course 
help from this phase on. 

Look to analyst reports, like Gartner’s Magic 
Quadrant or the Forrester Wave, to evaluate the 
strengths and weaknesses of the leading CMSs in 
your field of business. If your budget allows, ask a 
leading analyst to provide insight into which CMS 
vendors can best serve your needs. 

Reconcile anything gleaned from analysts with 

direct references and testimonials from actual 
users of the CMSs you’re considering. Find 
businesses of a similar size (and with similar 
needs) and have a frank discussion about their 
experiences to date. What’s been working  
well and what are the main drawbacks? What’s 
been pleasantly surprising, and what’s been  
an unexpected limitation?

Try and extract a rich and deep reference rather 
than having a quick chat around basic functionality. 
Find out how much of the platform they’re using, 
and how technical aspects like scalability and 
security are working out. 

It would also be helpful to find out who 
implemented the CMS for them—whether  
it was an external party or in house. If it was in 
house, then what was the size of their  
team, and what were the skillsets needed? 

If possible, talk to end users of the CMS and find 
out what they use the system for, what tools they 
use, how the system performs,  
and the scale of their operations. 
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7
The expert perspective on… 
building a shortlist
 “During an evaluation, the “cool” capabilities 
can easily overshadow the most fundamental 
requirement—can the content and marketing 
team quickly and easily design, build, and 
launch a content-driven campaign? 

“There is also a temptation to be boxed into 
assumptions and existing pain points that are 
born out of the existing system. When that 
existing system is either quite old or went 
through a challenging implementation, there 
can be a real struggle to not let that experience 
unduly color a new product evaluation.”  
 
Glen McInnis  
Vice President, Solution Delivery  
and Technology, Valtech
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8
8. 
Write a request  
for proposal 

A request for proposal (RFP) isn’t just an 
invitation for CMS vendors to raise their hands 
and register interest. It’s an opportunity for 
prospective vendors to demonstrate they 
understand your needs and objectives and have 
the experience to deliver. But you have to ask the 
right questions to elicit that kind of response. 

Too often, RFPs boil down to a shopping list of 
required features, to which vendors respond  
“yes, we natively support that,” or (much less 
frequently) “no, we don’t support that.”

A much better approach is to frame your 
requirements in a way that encourages the vendor 
to explain why they’re right for you, and how they’ll 
help you meet your objectives. For instance, group 
a few related requirements into a narrative use case 
and ask the vendor how they’d respond, e.g., ask,  
“as an editor, how would I upload a new image, add 
it to the homepage, and link it to an article? And can 
I find the effect of this change against the current 
item linked on the homepage?” 

Framing your needs around real scenarios prompts 
a far richer quality of answers and provides 
vendors an opportunity to demonstrate ideation 
and problem solving. 

Equally, when your selected vendors are 
demonstrating their system’s functionality, make 
sure you’re seeing the CMS in real-life action, not 
a rehearsed demonstration. If they can directly 
address a use case from your RFP, all the better. 
Set up sessions with the vendor for different users 
in your stakeholder team, and make sure your 
stakeholders are prepared to ask questions based 
on their needs and those of the business.
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9
9. 
Go deep 

There are three different types of deep dive  
into potential CMSs that you and your team 
should be prepared to make—using inputs from 
calls with customer references, the vendor itself, 
and analysts. 

A technical deep dive 
If you have the capacity and capability to 
implement a CMS without a partner’s help,  
your development team should go very deep  
into the CMS. 

This could mean technical training in the:  

• Software 
• Application architecture
• System architecture

As well as upskilling in the  
technologies around:  

• Scalability
• High availability 
• Performance
• Integrations with other systems 
• Security 

Developers can particularly benefit from attending 
one of the vendor’s technical training classes or 
enrolling in an online course. 

Application architecture

Scalability
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9
A functional deep dive 
Allocate plenty of face time between your team of 
stakeholders and the vendor to cover their business 
and technical requirements in detail. 

The team could also attend vendor training to 
help them gain a clearer picture of the CMS’s 
capabilities and shortcomings. At a minimum, ask 
vendors for training documentation or guides 
to self educate (and to assess the quality of their 
supporting resources).

  

A business deep dive 
Finally, think about the practical, interpersonal 
relationships you’re forging. How will you engage 
with prospective vendors as a strategic partner? 
Think about factors like: 

• What does the management structure look like 
and how would it work for you? 

• How do they respond to support requests? 

• Is there a culture fit that encourages trust 
between the vendor and your organization?  

• How do they respond generally when you have 
questions about roadmaps or what influence 
you can have with the company?  
 
 

• What kind of training and professional services 
do they offer? 

• A vendor should have a sense of responsiveness—
and the ability to manage an account like yours.
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10
10. 
Technical support 
and training

Evaluate the breadth and depth of the support 
and training the vendor offers. Consider:  

• Do they have the level of support  
and education an organization your  
size requires? 
 

• Are courses available online as well as  
in person, around the country or globe? 

• Are training materials available in  
different languages?  

• Are training materials refreshed with  
each software version?
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11
11. 
Look for a  
vibrant developer 
community 

The expert perspective on… 
developer communities
 “You need to evaluate the community before 
you buy. There’s nothing so frustrating as 
thinking you’re the only person that has a 
problem and nothing so satisfying as a Google 
search which finds someone who solved the 
exact same problem that you have.” 
 
Deane Barker 
Partner, Blend Interactive

Picking a CMS with a rich developer community 
behind it can pay you back for years. 

First, developer discussions can inform the 
buying process—helping you find out about the 
CMS, addressing your concerns, cross-referencing 
the knowledge you receive from the vendor’s 
sales team, and validating your instincts.

Second, a thriving community will also help 
whoever is handling the implementation and 
ongoing maintenance of your CMS with best 
practices, obtaining tested code, and sharing 
ideas. Investigate whether the vendor hosts user 
groups, answers development questions online, 
and gives demos of what they’re developing. 
You should be able to find a raft of technical 
documentation and technical forums online.

Back to contents 76

How to buy the right CMS

Chapter 6

 < Previous chapter Next chapter >

http://www.blendinteractive.com


12. 
Integrations 

12
Find out how your CMS integrates with different 
tools and systems—not simply whether it’s 
possible, but how easy (or difficult) those 
integrations actually are. 

Make sure the APIs or modules you need exist 
(and work well) and find out how the CMS brings 
value to the applications with which it integrates.

The right vendor should develop APIs and 
connector modules regularly. Look for how 
regularly paths are upgraded and whether 
customers upgrade with them—request the 
technical team provide a code-level tour through 
the most important APIs if needed.

Find out whether the CMS makes customization 
easy. Even if most of the functionality you need 
comes out of the box, an extensible framework 
makes reliability and security easier for your  
dev team. Approach any vendor that fails to 
mention how it handles fast and constant  
change with caution.

Finally, take any connectors showcased in sales 
demonstrations with a grain of salt—they’re usually 
focused around very specific use cases. Validate 
early on: What do these integrations actually give 
you? And do they truly address your business need 
for the integration?
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13. 
Address scalability 
and availability  

13
A CMS should be viable for at least five years.  
You need to ensure any prospective solution  
will remain reliable, secure, and relevant for your 
needs from both a technology and a content 
production standpoint. 

Consider:  

• How will your content output grow in  
the next one, three, or five years?  

• Is there a chance of big spikes in visits?  

• Will you need to manage hosting in  
different territories?  

• Is the flexibility to rapidly expand  
(and, if needed, scale back) important? 

• Are your availability requirements likely to change?
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14. 
Try before you buy  

14
This bears repeating: What you’ve seen in a sales 
demonstration might not be what you get out of 
the box. In fact, it can be helpful to ask the vendor 
to build a simple website from scratch for your dev 
team to verify the pitch.

Clean, out-of-the-box trial installations are actually 
a great way for your stakeholder team to evaluate 
functionality and technical complexity away 
from the vendor’s sales team. Equally, take the 
opportunity to look at implementation concerns, 
such as what’s involved in migrating your old 
content to the new system.
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10 steps to successfully 
implementing a CMS
The process after the purchase

Here’s the bad news about choosing a CMS: 
Buying it is the easy part. Everything now  
rides on an effective implementation, a 
long-term, ongoing project that will persist 
beyond launch of your digital properties. It’s 
going to be a collaborative exercise between 
content teams and developers, marketers, 
implementers, and IT teams toward continual, 
incremental improvement.

In truth, you probably won’t realize the full  
value of your new content system for at least  
six months (and probably a year). 

The good news is that, just like the buying 
process, there are established best practices  
to reduce obstacles, improve outcomes,  
and get this right. Let’s take a look at them.

The different flavors of implementation
One caveat right at the beginning: Every 
implementation is unique and entirely  
dictated by your goals. 

For instance, you might want to change your CMS 
without changing your audience’s digital experience. 

Alternatively, you might want a new CMS, plus a 
new look and feel for your website and the digital 
experiences you offer. 

Or, even more ambitiously, you might be rebuilding 
the entire digital experience from scratch—with 
a new CMS, content strategy, website, user 
experience, and branding.

Situating the scope and pace of your 
implementation within your wider content 
objectives is critical context. 
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3
5

6
7 9

Choose the right implementation 
partner at the right cost

Start the project off with risk 
identification and mitigation

Don’t underestimate the 
integration challenge

Plan for ongoing management

Do a post-launch  
review with vendor

1

10Plan your content 
migration meticulously 

2Build internal advocacy around 
the system (and what the 

system represents)

4Get a good governance 
strategy in place

8Manage the scope 
and timeframe 

Be objective and lead from the front 
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1
1. 
Be objective and lead 
from the front 

CMS implementations need strong, impartial 
leadership. Content teams and developers often 
have competing priorities, and you need a strong 
negotiator who can reconcile two different 
agendas while driving the project forward.

This is easier said than done. Leaders tend to come 
from either marketing or IT, depending on the 
nature of the implementation. 

If you’re working with a technical implementation 
partner, it might make sense to have them 
nominate a leader with marketing and customer 
management experience to champion CMS 
governance and content flow, from production  
to publication (and beyond). 

Conversely, if you’re proceeding alone, there’s  
a strong argument for the leader to have a 
technical background. 

Regardless of where they came from, or where 
their allegiances lie, your leader’s first loyalty 
should be to the customer, in service of protecting 
and improving the audience experience. 

Back to contents

10 steps to successfully  
implementing a CMS

Chapter 7

83 < Previous chapter Next chapter >



2
2. 
Build internal advocacy 
around the system (and what 
the system represents) 

Whatever your digital maturity, a new CMS 
implementation should represent forward 
momentum—toward ideas like personalization  
and individualization.

However, a CMS is just a box of tools. It’s an 
enabler of change—not the change itself. Moving 
your marketing forward is as much a cultural 
challenge as it is a technical one. 

You need to build internal advocacy around both 
the new CMS solution itself and around the wider 
business case driving its implementation. (Get that 
last one right, and future CMS investments will 
come much easier). 

To do this, you need to assemble a team of 
ambassadors to support the system and increase 
its visibility outward across business functions. 
This might include roles like:

• Customer Experience Leader 
Executive sponsor with C-level influence, able  
to direct marketing, operational, and IT efforts.  

• Digital Strategist 
Responsible for building cross-channel digital 
strategies and developing business cases for 
personalization initiatives. 

• Experience Architect 
A UX designer with strong CX acumen 
responsible for designing, optimizing,  
and personalizing customer journeys.  

• Content Marketer 
Works in close partnership with strategists  
and architects to create all site content. 

• Marketing Technologist 
Responsible for implementing marketing  
tactics around website optimization,  
analytics, automation, and e-commerce  

• Digital Analyst 
Provides insight into customer journeys  
and intent, as well as channel and  
campaign performance. 

• IT Leader 
Balances timeframes, marketing needs,  
and IT capabilities to build the best  
possible solutions. 
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2
This list isn’t exhaustive, and if you’re just starting 
out, you probably won’t have the resources to 
fill all these roles. That’s OK. As you realize more 
success over time and make more quick wins, the 
internal advocacy increases and makes it easier  
to build out a team. 

Even if you’re further along in your marketing 
maturity, a new CMS implementation is a fantastic 
opportunity to re-engage senior stakeholders 
(whose attention and enthusiasm may have drifted 
elsewhere). Go to them with clear objectives and 
ambitious goals to get them excited, educated, and 
aligned around the transformation you’re driving. 

When implementations go wrong
Advocacy isn’t just about getting people excited; it’s 
also about providing senior leaders an opportunity 
to identify issues and rectify problems before they 
can cause damage.

Too often, senior company leaders wait until after 
a CMS implementation to review its suitability. 
And too often, the new solution is deemed unfit 
for purpose, and the IT team has to start the 
implementation from scratch. This usually costs 
a few people their jobs, sets the business back 
hundreds of thousands of dollars, and dramatically 
increases the time to value of the new CMS.

With early and continual advocacy from company 
leaders, costly U-turns like this are easily avoidable. 
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3. 
Choose the right 
implementation partner  
at the right cost

3 
One of the best decisions you can reach early on is 
to honestly assess your internal capability to deliver 
your own CMS implementation. The truth is, most 
organizations don’t have the expertise, resources,  
or objectivity to run things themselves.

If you haven’t already engaged a partner as part of 
your CMS evaluation stage, it’s time to find one. 
Look for a systems integrator or digital agency 
with demonstrable experience implementing your 
chosen platform, ideally with strong partnerships 
to the vendor in question. It’ll give your new  
CMS the strongest start possible. 

Be wary of using a digital implementation agency 
simply because you have a pre-existing relationship. 
CMS projects get complex very quickly—they’re 
their own beast entirely—and they require deep 
technical skills and specific expertise around 
building digital experiences. 

Furthermore, bear in mind that not all 
implementation partners offer ongoing 
maintenance and technical support. This shouldn’t 
necessarily rule them out, but it also doesn’t 
incentivize them to build for longevity (as opposed 
to getting the launch over the line). You may wish 
to build in your own incentives to address this.

Alternatively, choose a partner interested in a 
long-term relationship—building the initial site and 
maintaining and evolving it over time. This type 
of partner will obviously be highly incentivized to 
both build a system that is maintainable and to 
maintain a good relationship with you. 

Whether you partner for the long term or 
not, it goes without saying that you get the 
implementation you pay for. Vendors that drastically 
undercut the competition generally do so for two 
reasons. One, they’re so hungry for business they 
haven’t considered the skills and experience needed 
to deliver. Or two, they haven’t factored aspects like 
change requests into the initial proposal, leaving 
little room for flexibility further into the project 
without incurring surprise costs. Implementation 
costs are much higher than the cost of the CMS—
usually two to three times as high.

Demonstrable experience is always the best 
metric on which to base your choice.
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4. 
Get a good governance 
strategy in place

4
Broadly speaking, governance refers to the rules 
relating to a content production operation.  
A governance policy dictates:  

• How content should flow through  
to publication 

• Who can edit it, approve it, publish it,  
or take it down  

• For how long content should be published 
 

• What happens to it when it’s taken down 

Good governance is a balance between speed and 
control. Overly complex governance processes 
slow publishing down, whereas weak governance 
increases the risk of error. 

Publishing the wrong content at the wrong time 
can have serious ramifications—whether it’s 
business results before the stock market closes or 
product information before a formal launch date. 

Creating good governance demands that 
everyone involved with the CMS is familiar with 
the overall content strategy and the associated 
requirements—such as knowledge of the audience, 
the business environment, editorial strategies, and 
market restrictions and obligations. 

Once this is worked out, the right implementation 
decisions will naturally fall into place.
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5
5. 
Start the project off 
with risk identification 
and mitigation 

Risk management often struggles for attention 
at the beginning of implementation projects, as 
teams gravitate toward the sexier tasks of discovery, 
strategy, and creative. 

This is a mistake. You should identify (and start 
addressing) project risks as soon as possible. 
Importantly, identification is proactive. Don’t 
stare at your plan and wait for risks to present 
themselves. Instead, uncover issues by:

• Piloting aspects of the editorial  
user’s experience 

• Conducting interviews and gathering  
early feedback on functionality  

• Doing something end to end, like publishing  
a blog from first draft through to  
multichannel distribution 

Be clear about the non-functional parameters 
you want to de-risk and integrate them into your 
implementation plan. For instance, you might want 
to test performance and high availability. 

If you have an implementation partner, remember 
to set out expectations around your service level 
agreements, and agree what sort of quality metrics 
are provided for their code. Obtain guarantees 
about meeting essential targets.

Finally, simulate failure—not just of the CMS itself, 
but also of some of the dependent technologies. 
If there’s an outage or a performance issue, what 
impact is it going to have? Knowing your tolerance  
for failure in advance, and including that in a test plan,  
is a crucial part of your organizational resilience.
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6
Integrations can eat up a lot of time and 
maintenance if not handled well in the 
implementation. 

Broadly speaking, integrations are made with either 
APIs or out-of-the-box connectors from the vendor. 

Identify the systems that need integration from 
the start and (with your implementation partner 
if you have one) estimate the time and effort 
required to get each up and running. Don’t take 
anything for granted, regardless of what you might 
have seen in a sales demonstration. The out-of-
the-box capabilities of connectors may fall well 
short of expectations. Build-from-scratch scenarios 
aren’t uncommon in cases where connectors don’t 
provide the required coverage.

Also remember that software stacks are regularly 
updated with different versions, updates, and 
patches. Without ongoing care, integrations can 
break. With this in mind, project managers should 
be wary not to bite off more than they can chew  
with initial integrations. 

6. 
Don’t underestimate 
the integration 
challenge
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6
The expert perspective on… 
successful implementations
 “A key ingredient to a successful 
implementation would be treating the 
content authoring and marketing experience 
as equally important to technical architecture 
and solution performance.”  
 
Amanda Shiga 
Vice President,  
Marketing Science, Valtech
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7. 
Plan for ongoing 
management

7
The initial implementation of your CMS is just 
the beginning of an ongoing digital experience 
program. The more you commit to the continuous 
improvement of both user and audience 
experiences, the more value you’ll derive from  
the solution. 

You can make this easier in three ways. 

The first is to keep the teams that launched the 
new CMS together after delivery. They’re already 
invested in its success, and they’re the best 
candidates to maintain the momentum of change. 

The second is to ensure that content operations 
don’t revert to basic, legacy practices after the 
novelty of a new system has worn off. Driving real 
behavioral and process changes are key to realizing 
the potential of your new CMS. Monitor working 
practices closely. 

The third is to maintain senior sponsorship, 
and continually assess how well the CMS, the 
governance program, and the content strategy 
is helping the business meet its goals. Conduct 
regular reviews and identify opportunities for 
training, system optimization, and new initiatives 
that help the CMS (and the people using it) better 
serve business needs.
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8
8. 
Manage the scope and 
timeframe 

 “Time to value” is a frequently cited success metric 
for CMS implementations, but it’s important not to 
try too much, too fast. 

First, a reality check: It’s going to take at least three 
months to implement an end-to-end enterprise-
class CMS—and probably closer to six. In fact, it’s 
not uncommon to see CMS implementations—
especially large-scale ones—require over a year. 

That said, a year is probably too long for most 
businesses to wait to start seeing some value. This 
is partly a question of release strategy. Are you 
aiming for a single, big-bang launch, or can you 
adopt a more phased roll out, punctuated by some 
modest initial goals?  

The latter can accelerate value realization if  
you need some early success stories to take to 
senior stakeholders.

For instance, you could run some initial pilot 
projects of different sizes—say, one to architect a 
solution from a systems perspective, and another  
to try out an integration.

Compromise and prioritization are also useful  
tools in scope management. If your site has 
thousands of pages and lots of legacy content,  
you might consider leaving older material on 
legacy platforms to be migrated after your initial 
three- or six-month project. 

Alternatively, you might decide that discrete 
product and brand-specific microsites are good 
candidates for trial migrations.

This bite-size approach demands company-wide 
acceptance that the CMS is not going to deliver 
everything immediately—with the added benefit 
that your team will have learned important lessons 
to drive continuous improvement after launch.

Ultimately, a quick, modest win is much more 
preferable than a drawn-out, ambitious failure. You’ll 
have proven to the business that you can pull off a 
project and that you’re already generating value.
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9 10
9. 
Plan your content 
migration meticulously 

It sounds obvious, but it’s easy to forget in the 
commotion of an implementation: You need to  
pay attention to the content you migrate to your 
new CMS.

For one, you need to make sure you’re moving the 
right stuff. There’s no point taking old material with 
you. Perform a content audit on all your web pages, 
and be ruthless: If something never gets viewed, 
and provides no value, then archive it and leave it 
behind. This is a process that can begin as soon as 
you decide to replace your CMS.

Second, treat vendor claims around automated 
migration with caution. Content is messy and 
complex, and moving it is hard. Challenges around 
missing data, varying formats, and broken links  
are common.

Third, migrate content as early on in the 
implementation as possible. There’s no substitute 
for having real content in a CMS while it’s being 
developed. Developing around a theoretical body 
of content means your dev team won’t have the 
right relationships, links, and pages to work with  
in the content tree.

A post-launch review with your CMS vendor  
is a great way to get an objective point of  
view on how the system looks overall, how  
it’s performing, and how it can be improved.  
It’s a great process to inform and prioritize  
your optimization roadmap. 

Lastly, this is a chance to get some validation and 
win some important advocacy after what is sure 
to have been a challenging period. You’ll be able 
to go back to the business and say, “We did it. We 
launched, we met an acceptable timeframe, and 
our vendor says we have something solid.”

10. 
Do a post-launch  
review with the vendor
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10
The expert perspective on… 
implementation priorities
 “I think from an organization standpoint, 
if you’re moving to a new CMS, it’s really 
important to have your content ready and 
broken down. It seems simple, but it’s a 
big endeavor. And have it designed for the 
CMS and have it ready for the process of 
implementation. I also think it’s important to 
invest in training. You don’t want to invest in 
a new CMS that people aren’t ready to use.”  
 
Scott Stoltz 
Technology Director, POSSIBLE
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Everything in this book so far has addressed the 
process of selecting, buying, and implementing 
a CMS today. 

But, as we mentioned at the beginning, we’re in 
the middle of a huge transformation—the biggest 
(and fastest) digital upheaval there’s ever been. 

The combined forces of ubiquitous high-speed 
connectivity, data centricity, smart devices, and 
increasingly sophisticated AI are impacting almost 
every aspect of content production and delivery. 

The average CMS implementation has a five-year 
lifespan. Let’s take a look at what could change in 
that time.
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An hour in 2023 

It’s 6:45am on October 28, 2023. Kate’s sleep app 
has given her an extra half hour in bed to ensure 
she gets her minimum required slumber. Data from 
her smart, sensor-laden linen and her wrist-based 
wearable device shows she had a restless night.
 
Kate’s 9am meeting with a colleague is 
automatically put back 15 minutes. 

Music starts to faintly play from her earbuds, 
which also begin to let in ambient sounds around 
her. Her partner, James, continues to sleep.  
Kate’s AI assistant greets her:  
“Good morning, Kate. Can I give you a family 
health update?”

“Sure.”

“James’ temperature is 0.3 degrees above his  
30-day average. His pulse is four beats a minute 
above average, too. A cold virus has been  
detected. Symptoms will become more apparent 
later today. He should work from home. I’ve sent  
a recommendation for an amended vitamin intake 
to his smartphone, and I’ve sent a message to  
his office.”

Kate showers and then wakes her children, James 
and Milla. She gives them breakfast and then 
receives the family-recommended lunch plan on 
her kitchen screen, based on data such as the 
estimated exercise they will take today.

“Good morning,
Kate.” 

7:00am
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After Kate gets her children ready for school, 
her AI assistant reads out a curated collection of 
news and financial reports. Kate tells her assistant 
to order her car (which she rents out for income 
when the family’s not using it). Minutes later, it 
swings on to her drive and her OS syncs with it. 
The AI assistant informs Kate the flight she’s taking 
that afternoon is likely to be delayed. Her diary  
is rearranged accordingly.

While the car drives Kate to her meeting, she 
shops for shoes she’d like for an event that evening. 
3D renders of her favorite styles and brands are 
projected through her augmented reality glasses. 
She chooses a pair and her feet dimensions are 
sent to the vendor. She asks for the shoes to be 
flown to her as soon as possible by drone. She then 
watches a quick presentation about the customers 
she’s due to meet on her car’s screen. 

Kate arrives at a café for her meeting. The shoes are 
waiting for her. She’s offered a decaf cappuccino, 
her favorite drink, and the meeting begins. 

Predicting the future can be a fool’s game. But the 
technologies used in Kate’s life are already on the 
market in some form. The events of her morning 
are simply extensions of trends that exist today, 
such as: 

• Universal access to information  

• Consumer uptake of mobile technology  

• Falling cost of storage, computing,  
sensors, and analytics 

• The rise of machine learning and  
artificial intelligence

Todays News
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It’s also not unreasonable to expect that new 
interfaces and devices will evolve, become more 
sophisticated, and become a permanent fixture of 
our lives, like: 

• Voice interfaces  

• Wearables  

• Smart devices  

• VR headsets 

• AR glasses

Our underlying human nature isn’t going to 
change. Consumers will continue to hunt for 
enjoyable experiences that deliver value in some 
way. Any large CMS purchase and implementation 
carried out today should proceed with this future 
in mind.

So, let’s look at this hour in 2023 in more detail.

Food intake: activity levels
Energy 8,700 kilojoules
Protein 50 grams
Fat 70 grams
Carbohydrates 310 grams
Sugars 90 grams
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The CMS workload

Kate’s AI assistant is extracting information from 
CMSs belonging to various organizations—including 
a health insurer, a lifestyle consultant, a news 
organization, a retailer, and a business networking 
site. Some of these CMSs would operate as part of 
wider experience platforms that use data on Kate 
and her family to deliver personalized services. 

Almost 100% of the information flowing to and 
from Kate is automated. As we move closer to this 
fully automated reality, and our online and offline 
lives blur, CMSs will become an essential part of 
our daily lives. 

Now and then—channels
Content is seamlessly delivered to Kate across a  
number of different platforms—audio via her AI 
assistant, through AR glasses, or via a kitchen screen. 

That’s possible for two reasons. 

One, technology has moved quickly in five years, and 
interfaces have become more universally intelligent 
and versatile. Conversational interfaces feel natural 
and intuitive with convincingly personalized 
responses. AR and VR are more affordable, and offer 
a rich, less nauseating experience. 

Two, content teams are feeling the benefits of the 
headless CMSs deployed in 2018. They’re finding 
ways to rapidly deploy new experiences on new 
platforms, designing for experiences instead of 
devices. It’s quickly become much easier to build 
and deliver smooth, consistent services.

7:40am

Friendly reminder:
Time to leave shortly.
Train services running 
smoothly on all lines. 

Good

Good

Good

Good

Good

Good
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Progressive enhancement
When smartphones arrived in around 2007, 
web teams had to start designing for mobile 
and touch interfaces. This gave rise to a design 
strategy called “progressive enhancement.” 

Progressive enhancement emphasizes 
the core webpage content first and 
then progressively adds more layers of 
presentation and features on top of the 
content as the end user’s browser/internet 
connection allows. So, if an audience 
member has a flat screen, they get the 2D 
basic content. If they have a VR or AR device, 
then the same content comes alive. 

Progressive enhancement is the core tenet 
of “progressive web applications”—web 
pages or sites that can appear to the user 
like traditional applications or native mobile 
applications. Progressive web apps combine 
the best of web browsers with the benefits 
of a mobile experience.
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 Now 
 
 Then

Now and then—interoperability
In 2023, the barriers between technologies are 
disintegrating. In a world where everything talks  
to everything else, CMSs necessarily have a 
broader mandate.

The leading CMSs have kept up with channel 
and technology proliferation. They provide the 
most comprehensive range of APIs, pipelines, 
and connectors, and they’re highly extensible, 
so developers can adapt to new platforms and 
channels as they emerge.

Now and then—personalization
Personalization was already moving from a nice-to-
have in 2018. In 2023, it’s become a necessity, and 
the ability to personalize for an audience of one  
isn’t far off.

This has created a need for a lot more content. 
Fortunately, advances in CMS technology and 
machine learning tools have helped content 
departments handle bigger workloads, and 
deliver quality, relevant content at scale without 
increasing headcount. 

Laying foundations
The leaders in 2023 are doing the same things that 
the leaders in 2018 did—laying firm foundations 
for the future by making smart investments and 
anticipating challenges.

Those who spent time and resources tagging, 
governing, and structuring their data and content 
perfectly positioned themselves for things like:

• Automated, cross-channel content distribution 

• Dynamic workflows for personalized,  
predictive scenarios

They’re also leveraging AI, machine learning, and 
natural language generation to create, personalize, 
and manage content and experiences.
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 Future

An AI future

Between 2018 and 2023, the use of AI in content 
production and marketing exploded, and machine 
learning has freed marketers from the constraints of 
available resources. 

Self-improving algorithms process data and content, 
find opportunities, and trigger intelligent responses 
across all digital channels. The production and 
delivery of content is fully automated. Huge-scale 
analytics are not only possible but simple. Marketing 
teams can manage an unlimited number of 
interactions without data scientists.

It wasn’t always like this. 

In 2018, forward-thinking marketing teams were 
deploying rudimentary machine learning in 
places like marketing automation or e-commerce 
recommendation engines. It was all about 
connecting structured, tagged, and organized data 
with machine learning algorithms. And machine 
learning was just beginning to influence content 
management in a more profound way. 

Here are some examples of how:

Enhanced search
CMSs can leverage machine learning to make audio, 
video, and graphical imagery files searchable using 
non-textual query types—like searching for an 
image by referencing a similar image. Also, natural 
language processing can be used in service of tasks 
like predicting the intent of search queries. 

Classifying and tagging content
CMSs can also use machine learning to analyze, 
classify, and tag text, images, and rich media. Tags 
and classifications become more accurate (and 
specific) over time as the CMS analyzes more source 
material and learns from emerging patterns. 
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Automated content production
Machine-learning algorithms can assemble whole 
pages of content from individual components, 
drawing on libraries of headlines, teasers, and 
images. Natural language generation platforms can 
write articles themselves by identifying patterns 
and insights in data, then describing them. But 
even in 2023, machines are a long way from 
putting writers out of business. 
 
Content creation recommendations
Machine learning can enable a CMS to recommend 
topics and subjects for creators to focus on, based 
on what will create the most mutual value for the 
business and audiences. 

Automated, optimized delivery 
Machine learning algorithms can evaluate 
audience members’ past behavior and then  
send content (such as emails) when they’re most 
likely to open them.

Suggesting the right content keywords or photos 
Content can be analyzed using natural language 
processing to automatically generate relevant 
keywords and match them to a tagged library image.

Dynamic segmentation
Marketers can leverage machine learning  
and pattern recognition to dynamically discover new 
audiences, groupings, segments, and behaviors. 

Adding context to content tests
Machine learning brings intelligence to traditional 
A/B tests. Instead of basing success solely around 
conversion rates, a machine-learning algorithm can 
add context, for example: “Test A works better with 
audiences from Germany than Test B.”
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Tying together the context of the content,  
and the context of the customer 
Machine learning algorithms can optimize 
content for different audiences. For example, say 
you’re building an article about retirement for 
an audience in Colorado. You might choose to 
accompany it with a photo of a sailboat in Florida. 
But to a Florida audience, retirement might be 
better represented by a photo of a mountain 
property in a Colorado ski resort. 

Matching tone with audiences
Machine learning can assess which tones of voice 
tend to work best for different clusters of audience 
and make recommendations around style  
and sentiment.

Product recommendations
Companies like Amazon are already using 
AI to deliver accurate, anticipatory product 
recommendations to individuals. And with the 
right e-commerce platform, CMS, and experience 
platform, you can start matching audience 
segments to product categories, too. 

Automated testing
A homepage could be created with 100 different 
component variants for different audience 
members. The machine could showcase all these 
different kinds of content, learn the right content for 
different segments, and then optimize personalized 
experiences based on mutual value—for the 
business and the user.
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The expert perspective on… AI
 “It’s an arms race, for better or worse. 
The ability to analyze usage patterns and 
determine what to deliver is going to 
become so ingrained that it’ll certainly 
become a thing your competitors are doing.

 “For organizations with large repositories 
of content and large authoring bases, 
automated analysis of content is the only 
way to keep it under control. Editors need 
to know about related content, outdated 
content, and ways to optimize the content 
they’re working on. Machine learning 
becomes a way to provide a common 
thread through large content repositories.”  
 
Deane Barker 
Chief Strategy Officer, Blend Interactive
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Preparing for the AI future
When evaluating CMSs, you’ll want to make sure 
potential solutions fully leverage machine learning. 
There are some requirements to consider.

First, you need an extensible CMS, well integrated 
with any external technologies (like your CRM 
system) that collect and connect the data generated 
by customer interactions. 

Second, you’ll most likely need to partner with a 
cloud service provider to flexibly (and affordably) 
scale up the processing power required for 
machine learning. 

Third, you need an object-based architecture 
that breaks down content into discrete elements. 
Ensuring your content objects are ready for cross-
referencing and analysis means machine-learning 
algorithms can control production across different 
channels much more effectively. 

The CMS companies best positioned to provide 
outstanding content experiences share some 
fundamental qualities. They have:

• The best data 
• The most organized content
• The most flexible content architecture 

And increasingly, they have access to the most 
intelligent and high performing self-learning 
algorithms and AI capabilities. 

The best data

The most organized content

The most flexible content 

architecture
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Machine learning in 
content marketing

Say you’re an electronics retailer with data on 
every customer interaction you’ve had during the 
last five years. 

One day, you see that Jessica—a regular customer 
with a “technology enthusiast” profile—reads an 
article written by your content team. 

Your CMS should already know everything  
about the article—its topic, themes, and  
intended audience. 

If your CMS is part of an experience platform, 
you might also know Jessica’s age, address, 
interests, occupation, salary bracket, and previous 
interactions (and possibly, more).

Next, you’ve got to decide: 

• What content to serve up next  

• How to present the information 

• What images to use  

• What type of headline 

• What call to action  

• Whether to make an offer 

• What that offer should be

That amounts to thousands upon thousands of 
permutations to sift through and calculate, all in real 
time. Some of them will deliver mutual value—for 
Jessica and your business—far better than others.

Machine learning algorithms have an infinitely 
better chance of making a better decision, based 
on more data than a human-designed, rules-based, 
or automated taxonomy-based system ever could. 

What’s more, the machine learning algorithm 
improves based on the results. If Jessica engages, 
or better yet, converts—great, more of that. If she 
bounces—no intrusive banners next time. 

Best of all, any learnings take their place among all 
your other data points—informing both Jessica’s 
next interaction and many other customer journeys.
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AI and machine learning are going to be a precious 
source of competitive advantage for the early 
movers. There will be challenges to overcome, and 
these challenges will evolve as the competition 
to serve customers intensifies and customer 
expectations shift. 

It’s important to start considering a road to 
implementation now. And we can’t emphasize 
enough how important it will be to have a CMS 
operating at the center of an experience platform 
with a centralized database that unites everything 
at the data layer.
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A
Admin – A senior user role with permissions to 
assign rights to other users, define workflows, 
rules, and other advanced functions.

Analytics – Metrics that deliver a quantitative 
view of web performance, such as page views, 
conversion rates, open rates, click through rates, 
bounce rates, abandonment rates, etc. Analytics 
can also measure such qualitative metrics as 
whether a user’s interaction is contributing to a 
business goal as you define it.

App – Application.

API – Application Programming Interface, a set 
of functions or tools which provide access to a 
service, channel, or dataset.

AI – Artificial Intelligence describes a machine’s 
ability to learn through problem-solving. AI uses 
machine learning elements like pattern recognition 
and recommendations based on results.

B
Back end – All of the website code that supports 
the storage, editing, and management of content 
on the server before it reaches its presentation or 
rendering on the front end. 

Back-end developer – Technical user that creates 
the core computational logic of websites, software, 
and systems. These are accessed by a user through 
a front-end system or app. 

C
Client – The device belonging to the end user.

CMS – Content Management System.

Component – Templated collections of content that 
make up a web page. Also often called “modules,” 
components can contain and position titles, body 
copy, graphics, and other content objects.

Connector – A pre-built set of APIs that connect 
a specific system (e.g., Sitecore) to another specific 
system (e.g., Salesforce).

Content delivery engine – A suite of technologies 
that helps you control how your digital content is 
served to your audience.

 
Content item – A single piece of content, 
(anything from a whole article down to a headline, 
an image, pre-formatted text, etc.) with its own 
unique identification number. 

Contextual intelligence – The ability to discover 
the most likely needs and intentions of customers 
during every digital interaction.

CRM – Customer Relationship Management.

D
Database – A repository where content and data 
is stored. 

Development – The process of coding a solution.

Developer – A technical engineer who writes code 
in various programming languages.

DAM – A digital asset management system, which 
organizes and makes available various digital 
assets used on a website.
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Decoupled – Separated, as in separating 
different application layers of a CMS, e.g., content 
management and delivery can be decoupled from 
content presentation.

Deployment – A transfer of code from a developer’s 
working environment to production systems.

Deep learning – Part of a broader family of 
machine learning methods that works by learning 
data representations based on multiple layers of 
artificial neural networks.

Dynamic website – A website which changes  
as a user interacts with it and visits pages.

E
Extension – Code to add extra functionality  
to an application.

F
Field – Part of a content object, e.g., a headline, 
summary, body text, metadata.

Front end – The code which is written to render  
or present content on a user’s device and make  
it interactive.

Front-end developer – Technical user who 
uses languages such as JavaScript, HTML, and 
CSS to make the visual part of websites work on 
computers, mobile phones, and other devices.

H
Headless – A type of CMS architecture which 
supports back-end content management tasks 
without a prescriptive front-end presentation layer. 

HTML – Hyper Text Markup Language.

I
Item-based repository – A form of CMS 
architecture in which content objects exist 
independently from their presentation on  
the page.

J
Java – A back-end programming language.

JavaScript – A programming language that  
makes things happen inside the browser,  
including interactivity.

JSON – Short for JavaScript Object Notation, 
and is the preferred way to exchange information 
between a server and a web application.

L
Layout – Sometimes known as “template” this 
defines how content will appear/be rendered  
on a device.

Lead generation – Finding people who are 
interested in your product or service and having 
them supply contact information so you can  
follow up.
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M
Machine learning – Describes systems that can 
automatically learn from data and improve over 
time—without additional programming.

Metadata – Data that describes or classifies  
the content.

Module – See Component.

N
Natural language processing – A field focused 
on understanding human text and speech, already 
being used in products like Apple’s Siri and 
Amazon’s Alexa.

O
OData standards – A protocol that defines a 
set of best practices for building and consuming 
RESTful APIs that enables interoperability between 
disparate data sources, applications, services,  
and clients.

Open source – A type of software with publicly 
accessible source code.

Operating system (OS) – The low-level software 
that supports a computer’s basic functions.

Optimization – Also known as testing; to find out 
which version of content or layout your visitors 
prefer. Optimization is usually done to refine and 
perfect personalization.

Out of the box – Generally referring to features or 
functionality of software that requires little or no 
configuration and is immediately usable. 

P
Permissions – Security rights over different 
functionality or content.

Personalization – Changing the content or layout 
according to known or assumed information about 
the visitor.

PHP – An open source, general-purpose  
scripting language.

Plugin – A software component that adds a 
specific feature to an existing system or CMS.

Predictive analytics – The process of looking 
for patterns that can help increase the odds of 
predicting future events or performance.

Presentation layer – Contains the components 
that interpret HTML code, JavaScript, and other 
items passed from the server and transforms them 
into what the audience sees on a screen.

Progressive web app – A web app that behaves a 
lot like a mobile app, can often download content 
to the local device ahead of it being requested or 
for offline use.

Publish – The process of moving content to a  
live state.

R
Rendering – The process of interpreting content 
data and other items passed from a server into 
what the audience sees on a screen.

REST (or RESTful) API – A ubiquitous web API 
that allows content to be output or transferred 
between systems that may not speak the  
same language. 
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S
SDK – Software development kit; A package of 
software development tools and documentation 
that helps with the development of applications 
for a platform.

SEO – Search Engine Optimization.

Sitecore JavaScript Services (JSS) – A toolkit 
for JavaScript developers to build solutions for 
Sitecore using the latest modern JavaScript UI 
libraries and frameworks that physically decouple 
rendering from content delivery without losing the 
value of the Sitecore Experience Platform™. 

Static website – Website with no dynamic 
elements (such as personalization).

T
Tags – Metadata of predetermined words.

Taxonomy – Metadata in a structured tree format.

Template – See Layout.

Third party – Tools or systems which are not part 
of the core offering.

Tree – Hierarchical structured arrangement  
of items.

U
User roles – Different roles within a CMS which 
allow different users to accomplish tasks requiring 
different levels of permission, e.g. subscriber, 
editor, administrator.

V
Versioning – Creation and management of 
multiple releases of content. When you make a 
change to content you may want to make a new 
version, to preserve the old version in an archive.

W
WCMS – Web Content Management System.

Web server – A computer connected to the 
internet where a website’s logical code is saved 
and executed.

Workflow – The processes between  
different teams involved in producing and 
distributing content.

WYSIWYG – What You See Is What You Get. 
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Sitecore enables a world of infinite possibilities for delivering 
exceptional, individualized digital experiences across the entire 
customer journey. We’ve been designing and building CMS 
solutions since 2001, and we’re widely recognized as the global 
leader in providing:

• The best digital experiences on the web and beyond 

•  Contextual content and commerce for immersive 
shopping experiences 

• Connected insights that drive real-time individualization 

This book is a distillation of our experiences in helping many 
thousands of companies across dozens of industries connect 
with their customers. We’ve seen just about every kind of 
content program possible over the last few decades. 

That’s why we’re perfectly positioned to help businesses fulfill 
their potential by going beyond the web, beyond the cart, and 
beyond segmentation, to bring amazing experiences tailored  
for individual customers.
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