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What you might uncover on your composable journey

Hidden Traps with
Sitecore Headless

XM Cloud Applications
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Let’s get started

Trap #1 
Poor coordination and unmanaged dependencies lead to release chaos
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Not considering an API hosting layer lead to integration bottlenecks
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Trap #3 
Security gaps in composable architecture increase surface attack surfaces
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Trap #4 
Incomplete monitoring leaves critical gaps in your composable architecture
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Trap #5 
Rushing to implement the wrong content generation methods
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Trap #6 
Managing multiple systems and vendors creates fragmentation and delays
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Avoiding the traps and getting started8.

Introduction1.



Introduction

There’s a reason that a headless Digital Experience Platform (DXP) has really taken off. It’s 
flexible, super-fast and can offer your teams the opportunity to build rich front-end 
experiences without having to wait for the backend to catch up. It sounds very dreamy, 
and it can be, but for many teams it can also become chaos quickly.

We’ve seen it across the multiple environments we’ve helped to optimize and make the 
move from monolith to headless.

This guide is here to help you uncover the common traps that teams can sometimes fall 
into when going headless without the right guardrails in place. We’ll share what to look 
out for, how to avoid unnecessary complexity and how to make headless work best for 
your organization - not the other way around. 

Hidden Traps with Sitecore Headless XM Cloud Applications www.dataweavers.com

33



Hidden Traps with Sitecore Headless XM Cloud Applications www.dataweavers.com

In a composable architecture, agility is the dream, but chaos is the risk when releases across 
decoupled components aren’t coordinated properly. When front-end teams ship before 
back-end updates are ready, or when one service deploys without syncing to the rest of the 
platform, the result is mismatched features, broken experiences, and downtime that no one 
saw coming.

• Inconsistent user experiences caused by stale content or mismatched services.
• Feature rollouts that break or behave unpredictably in some regions or environments.
• Missed deployment dependencies that lead to real downtime during or after go-live.

What goes wrong?

Trap #1 - Poor Coordination

Make it work: The fix isn’t about slowing down it’s about syncing up. Build coordinated, 
intelligent pipelines that know what’s changed and deploy all interdependent 
components together. Automate cache clears, version checks, and release validation. 
DevOps isn’t a nice-to-have, it’s essential. Make it your core enabler for composable 
success.

Poor coordination and unmanaged dependencies lead to release chaos
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One of the promises of composable architecture is agility. But that agility disappears fast if 
you’re stuck forcing business logic into the wrong places like your front-end rendering host. 
That’s exactly what happens when teams overlook a dedicated API hosting layer. It’s a 
common mistake, and one that creates integration headaches that ripple across your entire 
stack.

Make it work: Build an API layer that does the heavy lifting. This layer should handle 
integrations, business logic, and processing leaving your front-end lean and focused. 

Think of it as your backend-for-frontend (BFF) engine, designed for scalability, 
performance, and language flexibility. It must be easy to deploy, horizontally scalable, 
and secure by design. Most importantly, it should serve as a logical destination for 
migrated components from your monolith, supporting a clean, modern architecture 
without compromise.

With a robust API platform in place, you can confidently decouple and orchestrate 
services without creating new bottlenecks in the process. It’s your foundation for 
sustainable agility.

• Developers embed logic into the front-end runtime, breaking separation of concerns.
• Integrations become tightly coupled and difficult to maintain.
• Performance and security suffer, and deployment agility grinds to a halt.

What goes wrong?

Trap #2 - Integration Bottlenecks 

Not considering an API hosting layer leads to integration bottlenecks
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Composable architectures offer flexibility, but they also introduce more potential points of 
vulnerability than traditional DXPs. Each new service, API, or integration becomes a possible 
entry point for attackers. Without a well-planned and layered security strategy, you may find 
yourself exposed to modern threats across multiple vectors.

Make it work: Security needs to be built into every layer of your composable stack. Start 
with front-end protections: WAFs with OWASP compliance, DDoS mitigation, and bot 
detection. Then wrap your APIs in robust security protocols, ensuring that access 
control, rate limiting, and encryption are standard. Your integration layer must connect 
securely to back-end systems, without exposing internal business logic to the outside 
world.

Go further with full-stack observability and real-time threat monitoring via SIEM 
integration. Vulnerability and patch management must be proactive, and incident 
response must meet your SLAs. Yes, composable increases your surface area—but with 
a strong operational security foundation, you can stay agile without being exposed.

• The front-end is left vulnerable to bot attacks, DDoS incidents, and malicious injections.
• APIs carry sensitive business logic without adequate protection, becoming a high-value 

target.
• Back-end connections whether to SaaS platforms or on-prem systems may be poorly 

secured.
• A lack of unified monitoring means threats go unnoticed until damage is done.

What goes wrong?

Trap #3 - Security Gaps

Security gaps in composable architecture increase surface attack 
surfaces
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Headless and composable architectures may deliver flexibility but without proper 
observability, they also deliver blind spots. With so many moving parts headless CMS, API 
layers, rendering hosts, and integrations like search, personalization, commerce, CDPs, and 
DAM issues can silently stack up. A broken link between services might not be noticed until 
your users start abandoning sessions or customer data goes stale.

Make it work: Full-stack observability isn’t optional it’s fundamental. Your platform 
should be monitored from end to end: front-end performance, rendering host activity, 
API interactions, and integrations with key services. Use synthetic monitoring for user 
experience simulation, application runtime monitoring for backend diagnostics, and 
centralised logging to tie everything together.

Even the best logs are useless without people who know what they mean. Equip your 
team with actionable logging that highlights root causes not just symptoms. Integrate 
with a Security Information and Event Management (SIEM) platform to detect threats 
in real time, and empower a platform team that knows how to act quickly.
Observability isn’t just about keeping systems online it’s about ensuring everything 
works together, and your users never feel the friction.

• Missing or fragmented monitoring leads to undetected performance issues.
• Broken integrations silently degrade the user experience.
• Your team reacts to outages instead of preventing them.

What goes wrong?

Trap #4 - Incomplete Monitoring

Incomplete monitoring leaves critical gaps in your composable 
architecture
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In composable and headless architectures, content delivery isn’t one-size-fits-all. But in the 
rush to go live, teams often choose the wrong content generation method usually defaulting to 
Incremental Static Regeneration (ISR) without considering the actual needs of the platform or 
users. The result? Pages that don’t update when they should, frustrated content teams, and a 
poor user experience.

Make it work: The answer lies in On-Demand ISR, tailored for CMS-driven 
environments. It allows pages to regenerate instantly when content is updated no 
waiting, no stale pages. Users see updates when they hit publish, and your 
infrastructure stays efficient. But that only works if your cache strategy is on point. Plan 
cache invalidation carefully to avoid serving outdated content, especially across 
regions.

And don’t fall into the SSR trap. While it ensures real-time delivery, it adds server strain 
and can bottleneck under traffic spikes. On-Demand ISR, paired with smart caching, 
gives you the best of both worlds: immediacy and performance. It’s how modern teams 
keep their content fresh without breaking their architecture.

• Pages show outdated content because ISR updates aren’t timed with actual publishing 
events.

• Real-time updates needed by CMS users don’t appear fast enough.
• Some teams overcorrect by switching entirely to Server-Side Rendering (SSR), sacrificing 

performance and scalability.

What goes wrong?

Trap #5 - Performance Issues  

Rushing to Implement the Wrong Content Generation Method Can Lead 
to Performance and Sync Issues
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Composable and headless architectures thrive on flexibility but that flexibility can backfire 
when you’re juggling too many systems and too many vendors. From hosting and rendering to 
API integration and performance monitoring, spreading responsibility across multiple 
providers often leads to fragmented operations and serious delays.

Make it work:  The antidote to fragmentation is a platform engineering mindset. That 
means one team, one integrated approach, and one seamless delivery model. By 
consolidating operations under a unified platform, you gain transparency, consistency, 
and speed.

At Dataweavers, we’ve solved this by giving customers a single point of engagement 
across their entire stack. From enterprise-grade rendering and secure integrations to 
proven DevOps and observability pipelines we bring it all together. Your teams stay 
focused on delivering value, while we handle the complexity behind the scenes.

The result? Less firefighting. More foresight. And a composable solution that performs 
like one.

• Each vendor operates in a silo, making coordinated delivery a constant struggle.
• DevOps, SecOps, and performance teams are disconnected, slowing response times.
• Inconsistent service levels, compliance gaps, and delayed issue resolution become the 

norm.

What goes wrong?

Trap #6 - Fragmentation 

Managing Multiple Systems and Vendors Creates Fragmentation 
and Delays
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Getting Started
Arc has been built to give digital teams the agility and performance of modern web frameworks 
without the overhead of managing front-end infrastructure themselves.

With Arc, you get a pre-integrated, production-ready rendering layer that slots straight into your 
Sitecore solution. It supports modern front-end frameworks like Next.js, giving your developers full 
creative control while delivering lightning-fast experiences to your users.

Arc is more than a rendering host. It’s powered by platform engineering principles, fully automated 
deployments, built-in observability, and enterprise-grade security. That means less time on setup 
and firefighting, and more time delivering results.

Whether you’re planning to go headless or just need your front-end to move faster, Arc lets you 
modernize Sitecore delivery with confidence.

www.dataweavers.com

Ready to go: A high-performance rendering environment without building from scratch.

Modern frameworks: Supports Next.js and JAMstack architectures out of the box.

Fully managed: Monitoring, security, scaling, and DevOps all included.

Enterprise-ready: Deployed inside your cloud tenant, aligned to your compliance needs.

Why teams love Arc for Sitecore:
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