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What is the Future of Web CMS?



Annnnd…Here’s the Answer

Near- to Mid-Term: Get Lighter with Legless WCM 4.0

Stop overspending and focus on experience integration

Longer-term: Web CMS Goes Away

Assemble bespoke experiences from core content, data, logic
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What we’ll cover

Web CMS is no longer a central component

Sites remain important, but rest of stack grows in 
relative CX importance.

DXP is a dead-end framing

Bundled suite dreams added cost and complexity 
without solving the omnichannel experience.

WCM 4.0 is lighter and more useful

The CMS becomes an inbound experience 
director backed by stronger foundations.

What to do next2
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Right-size investment, externalize reusable 
components and decisions, apply agents, and 
transition to post-CMS world.
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The Stack No Longer Starts with Websites

Earlier model

WCMS

Content Templates

SEO Mobile

Analytics

Emerging model

Foundation Services

Web Email Mobile Paid Agents Social

The web is now one inbound touchpoint among many — and 
an increasingly important assembly surface.

Content Data Decisioning

The center of gravity is moving from pages to reusable components, signals, and decisions.
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“Legless” Architecture: Loosely Coupled; Strongly Backed
Pluggable engagement services draw from a shared foundation instead of 
carrying the whole stack on their own.
Legless does not mean unsupported. It means the legs are shared services, not 
trapped inside WCM.

6

Only way to 
• speed & 

scale
• omnichannel
• effective AI
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The DXP Overpromise

• DXP is a vendor packaging story, not a 
future-state stack strategy

• At enterprise and upper-market tiers, 
most companies never really wanted the 
CMS vendor to own six+ adjacent jobs

• Most paid for a large portion of the suite 
and never used most of it

• Irony: The headless CMS vendors have 
begun to move in this direction

DXP

CMS CDP ESP

Personalization Portal Commerce

Module X Module Y Module Z

Generally, loosely assembled through 
acquisition.

DXP is a dead-end architecture when the future requires a shared, 
channel-neutral foundation.
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WCM 4.0

Web CMS is no longer a central component

Sites remain important, but rest of stack grows in 
relative CX importance.

DXP is a dead-end framing

Bundled suite dreams added cost and complexity 
without solving the omnichannel experience.

WCM 4.0 is lighter and more useful

The CMS becomes an inbound experience 
director backed by stronger foundations.

What to do next2

3

4

1

Right-size investment, externalize reusable 
components and decisions, apply agents, and 
transition to post-CMS world.
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Rethinking for WCM 4.0

• The strongest future 
CMS may be 
simpler, not bigger

• Level 4 reduces CMS 
scope while 
increasing stack 
capability
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Mid-Term: WCM 4.0 Inbound Experience Director

WCM 4.0WCM KEEPS

Long Form Web Content

Any Page-Specific Curation and 
Final Assembly

Web UX, Governance, and 
Performance

Workflow for Site-Specific Needs

Orchestrates, assembles, 
and directs inbound 

experiences

Inbound 
Experience 

Director

Core Content & Data 
Components

Customer Context and Segments

Personalization and Journey 
Logic

Assets, Translations, Product Info

WCM INHERITS

The WCM Keeps web-specific strengths while importing content, data, and decisions

Simpler platform. Stronger stack. Better inbound experiences.
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Engagement-Tier Choices Simplify
Evaluate WCM by fit and interoperability, not by the size of the vendor’s suite story

The answer is not bigger CMS”. The answer is “right CMS + right stack.”
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What to Do Next

Web CMS is no longer a central component

Sites remain important, but rest of stack grows in 
relative CX importance.

DXP is a dead-end framing

Bundled suite dreams added cost and complexity 
without solving the omnichannel experience.

WCM 4.0 is lighter and more useful

The CMS becomes an inbound experience 
director backed by stronger foundations.

What to do next

Right-size investment, externalize reusable 
components and decisions, apply agents, and 
transition to post-CMS world.
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“Content Warehouse” Shifts Core from Web CMS
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Long-Term: Agentic Assembly Obviates Web CMS
Agents will ultimately make the CMS vanish – replaced by stack services

Agentic assembly is a stack consideration, not a CMS feature checkbox.

Foundation Services: Content | Data | Decisioning

Guardrails across the foundation: Privacy | Compliance | Brand Safety | Human Review | Cost Controls

User goal, query, 
conversation. 

signals

Content, data, 
identity, search, 

APIs, integrations

AI/agents select, 
synthesize, 

personalize, and 
orchestrate

Digital-specific 
layout, UX, assembly, 

via omnichannel 
design systems

Website and other 
inbound channels 
(web, app, portal)

1. Intent + context 2. Foundation services 3. Agentic workflow 4. Render logic 5. Inbound experiences
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Redirect Efforts From Bloat to Shared Foundations

• Page template sprawl
• Duplicated logic
• Heavy customization
• Unused features

Overbuilt 
WCM / DXP

Where budget gets trapped

Redirect budget, talent, 
and governance

Foundation Services

Where budget creates leverage

Reusable capabilities that support web, mobile, search, 
and agentic experiences

Decisioning & 
Optimization

AI Governance & 
Workflow

OCP / DAM / 
Warehouse:

Structured Content

Customer Data 
Activation

Future advantage comes from a shared foundation, not a bigger CMS.

The CMS can be lighter when content, data, and decisions become stronger.
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Getting There: Different Kind of Analyst Firm…

GEEKS MYSTICS

LOSERS POSERS

“the mystical 
quadrant”

NO

NO

NO

NO

YES

YES

YES

YES
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A 2026 Action Plan for MarTech Leaders

1
Where are you really: page publisher, catalog, site 
personalization manager, or inbound director?

2
Define data contract and governance model; clarify enterprise vs 
channel content; explore expanded role for DAM/OCP.

3
Hybrid authoring + open APIs + clean integration beats DXP 
bloat for most enterprises.

Classify your current 
WCM level

Identify what should 
move “south”

Define a right-sized 
target

4
Use constrained use cases, human review, measurable 
outcomes, and channel-neutral content.

Pilot agentic 
assembly carefully

Decision rule: choose the CMS that does the web job cleanly, then 
integrate it into the stack you need.
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Thank you

Stay in touch!
• explore@realstorygroup.com 
• linkedin.com/company/realstorygroup/

Get RSG on your side…
www.realstorygroup.com/Membership

Questions?
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