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Typical transformational change initiatives at leading government agencies involve 
implementing innovation plans, applying performance management metrics, and 
cutting budgets. Historically, these initiatives have had one thing in common: they 
have not succeeded in delivering sustainable improvement. Budget cuts, for exam-
ple, lead to short-term cost savings, but often result in simultaneous neglect of in-
frastructure and system maintenance.

CIOs of many government agencies are aware that their companies must be agile 
and innovative in order to continue to provide top-level services. However, they are 
finding it challenging to quickly drive digital initiatives. Moreover, CIOs are chal-
lenged to find a balance between managing their often outdated system landscape 
and meeting their company’s future digital needs.

Low-code platforms 
for the public sector 
are rapidly becoming  
more relevant
Government agencies around the world are looking for ways to offer 
their customers modern digital products and services with better quality 
and at a lower cost. They can no longer afford to spend months defining 
requirements, developing an application, and testing it in order to go 
live. Today, the journey from idea to finished product must be completed 
faster and more efficiently.
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“An application platform that 
supports rapid application develop-
ment, one-step deployment, execu-
tion and management using declar-
ative, high-level programming 
abstractions, such as model-driven 
and metadata-based programming 
languages.”
Gartner Inc., 2019

“Platforms that provide low-code 
features to deliver digital process 
applications with strong pro-
cess-modeling capabilities and the 
ability to create and manage com-
plex, long-running processes.”
Forrester Research, 2019

Coding applications with traditional languages like Java offers maxi-
mum flexibility and adaptability. This approach, however, often re-
quires substantial budgets for application design, development, and 
maintenancen. It’s time for a new approach: the introduction of a 
digital business platform with low-code support.

A digital business platform enables automation of “end-to-end” 
business processes. The development of tailor-made applications 
based on the existing system architecture is the focus. With this strat-
egy, CIOs of government agencies can continue to operate their 
current systems and still meet the evolving requirements of internal 
and external stakeholders.

If a digital business platform is based on low-code functionality, de-
velopers can use visual, model-driven technologies to quickly assem-
ble customer-friendly web and mobile applications. This accelerates 
the implementation of a process application and makes it available 
to customers more rapidly.

The world’s leading research and advisory company Gartner Inc.  
describes low-code development platforms as follows:

In contrast, the analyst firm Forrester Research extends the defini-
tion of low-code to include process automation:

Therefore, low-code is a software development approach that re-
quires little to no coding to create applications and processes. Vi-
sual interfaces, simple logic, and drag-and-drop capabilities allow 
users to develop successful business applications without formal 
programming or software development skills.

It’s time for a change

Definition of low-code

The top priority for application developers in the public 
sector is to improve the quality of all digital customer ex-
periences, closely followed by reducing the cost-of-service 
delivery. The question arises – Can this be implemented 
with current system architecture and with familiar comput-
er languages?
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Due to the shorter release cycle of new digital government products, 
there is a growing demand for business process automation in the 
public sector. IT departments at government agencies must make 
their applications available to internal and external stakeholders 
quicker than ever. Digital business platforms with low-code support 
are a proven means of reducing time-to-value. As efficiency, transpar-
ency, and flexibility are becoming increasingly crucial for the public 
sector, the introduction of a standards-based platform is essential to 
cover all these requirements.

Despite the fact that each additional component involves integration 
effort and risk, a low-code-supported digital business platform offers 
a library of ready-made “out-of-the-box” connectors for integrating 
peripheral systems. This allows any type of process, most notably 
business-critical core processes, to be developed in less time and with 
greater flexibility.

In summary, it can be said that digital business platforms with low-
code support enable faster development of applications and, at the 
same time, offer excellent usability. Core processes and back-office 
applications, which have proven to be costly and difficult to modify 
in the past, can be mapped to existing IT landscapes. All this is 
achieved in an agile and innovative way using process orchestration 
and an “end-to-end” business process view thanks to low-code sup-
port.

Low-code is a discipline: 
easy and fast integration with 
high usability

As we have just described, digital business platforms with 
low-code support make it easy to develop user interfaces, 
enable the creation of business logic graphically, and visu-
alize data management in a model-driven manner. Gartner 
Inc. states that low-code platforms are mature and that en-
terprise-low-code application platforms offer convincing 
productivity gains as well as a significantly faster start-up.
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Let’s explore how business stakeholders can take de-
velopment into their own hands without jeopardizing 
the security, performance, or effectiveness of the 
company.

Introducing the Citizen Developer
“Citizen Development” is a term often associated with 
low-code platforms. A Citizen Developer is a business 
user who can independently create applications (also 
known as “apps”) or build additional functionality on 
top of existing applications via a user-friendly web ap-
plication without programming.

Gartner Inc. defines a Citizen Developer as follows:  
“A citizen developer is a user who creates new business 
applications for consumption by others using develop-
ment and runtime environments sanctioned by corpo-
rate IT. In the past, end-user application development 
has typically been limited to single-user or workgroup 
solutions built with tools like Microsoft Excel and Ac-
cess. However, today, end users can build departmental, 
enterprise, and even public applications using shared 
services, fourth-generation language (4GL)-style devel-
opment platforms, and cloud computing services.” 
(Gartner Inc., 2020)

Two different categories of Citizen Developer can be 
defined. The first category is the Citizen Developer from 
the business side, also called the “Business Citizen De-
veloper.” This person has limited technical skills but can 
create apps independent of the existing IT landscape. 
This is typically referred to as “no-code development.” 
The second category is the Citizen Developer with some 
technical acumen, also known as a “Technical Citizen 
Developer.” Such a developer knows how to develop 
applications integrated with the existing system land-
scape.

Citizen Developers sharpen customer focus
As IT resources are limited in most companies, the ac-
commodation of Citizen Developers is an efficient way 
for IT departments to accelerate the development of 
applications. This is becoming an increasing necessity 
today as IT teams are often fully occupied with existing 
system maintenance and cannot meet all the emerging 
application needs of the business.

A key element of successful digital transformation is the 
ability to provide agile and innovative services with a 
consistent customer focus. Therefore, offloading devel-
opment from the IT department delivers several advan-
tages:

 –  Speed: New solutions can be put into operation 
quickly and independently of other departments in 
the company. The timeframe from the idea to finis-
hed development is significantly reduced.

 –  Agility: With this new approach, collaboration is 
more agile and iterative, contributing to faster de-
velopment. This includes enabling more users to 
contribute to the solution.

 –  Focus: The IT department can concentrate on the 
maintenance and ongoing development of “off the 
shelf” software, ensure integration with legacy sys-
tems, and create the environment for low-code ap-
plications to go into production. In contrast, the 
specialized departments can work independently to 
create apps.

Let us promote Citizen Developers 
and build an ecosystem
When business users ask an IT team when they 
have time to develop an important new appli-
cation, the typical answer is: “We are almost 
done with the standard software moderniza-
tion. We should be ready next month.” Howev-
er, this response means that the IT department 
will usually not be able to meet new needs in a 
reasonable timeframe.

“ … a user who creates new busi-
ness applications for consumption 
by others using development and 
runtime environments … ”
Gartner Inc., 2019
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Here is a comparison of Mode 1 and Mode 2

The idea of this approach is to create, in addition to the 
traditional IT development and operations organization 
as a large oil tanker, a kind of speedboat for digital 
transformation projects with high priority and high-
speed requirements. For the oil tanker, it is then primar-
ily a matter of further developing the core systems 
based on clearly defined requirements and following 
the paradigm of “stability and reliability.” The speed-
boat, on the other hand, focuses on “disruptive” IT 
solutions and is characterized by the customer- and 
business-driven digital transformation projects. The 
focus here is primarily on “innovation and differentia-
tion” (Horlach, Drews, & Schirmer, 2016, pp. 1417-1428).

Segmenting these two modes of operation means that 
the IT department now has an excellent way to classify 
application development with a digital business plat-
form and low-code support. Low-code should pay off 
in speed, agility, and innovation.

All low-code platforms can be positioned in the Mode 
2 category and ideally complement the existing IT 
landscape. If an IT department consequently ensures 
Mode 2, an ideal symbiosis is created between tradi-
tional IT with stability and reliability and agile IT for in-
novation projects.

“ … the practice of managing two 
separate but coherent styles of work: 
one focused on predictability; the 
other on exploration … ”
Gartner Inc., 2020

Consequently, IT departments face the great challenge of providing 
innovative solutions for digital transformation while maintaining the 
existing system infrastructure with many legacy applications. This 
conflicts with the fundamental goal of an IT department: to ensure 
the stability and reliability of systems. The traditional IT mission is, 
therefore, not designed for innovation.

Bimodal IT – a knight in shining armor
This issue has been highlighted by Gartner Inc, who has coined the 
term “bimodal IT.” With bimodal IT, companies can operate secure and 
stable IT departments on the one hand while remaining agile, flexible, 
and innovation-driven on the other, and as a result, solve organiza-
tional problems successfully.

As defined by Gartner, Inc., the term “bimodal IT” describes the divi-
sion of the IT organization into the management of secure and pre-
dictable core systems (mode 1) and more practical, agile applications 
for customers and partners (mode 2):

“Bimodal is the practice of managing two separate but coherent styles 
of work: one focused on predictability; the other on exploration. Mode 
1 is optimized for areas that are more predictable and well-under-
stood. It focuses on exploiting what is known, while renovating the 
legacy environment into a state that is fit for a digital world. Mode 2 
is exploratory, experimenting to solve new problems and optimized 
for areas of uncertainty. These initiatives often begin with a hypoth-
esis that is tested and adapted during a process involving short iter-
ations, potentially adopting a minimum viable product (MVP) 
approach. Both modes are essential to create substantial value and 
drive significant organizational change, and neither is static. Marrying 
a more predictable evolution of products and technologies (Mode 1) 
with the new and innovative (Mode 2) is the essence of an enterprise 
bimodal capability. Both play an essential role in digital transforma-
tion.” (Gartner Inc., 2020)

Traditional IT
(Mode 1)

Agile IT 
(Mode 2)

Objective Stability and 
reliability

Innovation and 
differentiation

Focus System-centered User-centered

Outlook Long term Short term

Methods Scheduled Iterative and agile

 Development Cycles Long Short

Development and operation Strictly separated Integrated

A problem emerges
Digital transformation leads to new challenges for IT depart-
ments in many companies. While many IT departments have 
concentrated on transforming the requirements of the busi-
ness stakeholders into high-quality IT services and operating 
these services as effectively and efficiently as possible, they 
are increasingly called upon to play an active role in shaping 
the entire company (Urbach & Ahlemann, 2016).
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It is important not to buy a platform “zoo” but to choose 
a platform that can cover all requirements. Mostly dig-
ital business platforms with integrated low-code sup-
port offer an excellent basis for establishing bimodal IT 
success.

The figure below divides the requirements for a plat-
form into four areas. Explanations of the individual areas 
follow afterward.

The complexity of an application is shown on the x-ax-
is. The range is from applications with limited complex-
ity, uncomplicated workflows, and simple processes to 
complex applications with comprehensive workflow 
requirements and extensive integration needs.

In contrast, the y-axis defines the strategic value of an 
application. This ranges from applications with a limited 
number of users, a non-critical application purpose, and 
a partial distribution within the company to applica-
tions with a large number of users, a critical application 
purpose, and a company-wide distribution. The latter 
also requires maximum availability.

Based on this graphical classification, the four areas and 
their different requirements for a low-code platform can 
be characterized:

Area 1: The business department manages, deve-
lops, and implements independently
In this least complicated area, the business department 
manages the development and deployment of applica-
tions and independently decides when to bring an 
application into production, whether for internal or 
limited external use.

In area 1, the use of no-code application platforms should be 
mandatory, and the department should be gradually motiva-
ted to take independent control of application development 
and management.

Area 2: The business department manages, deve-
lops, and implements IT
As the complexity or relevance of an application in-
creases, it moves to area 2, and the business department 
remains the driving force behind developing applica-
tions with a low-code platform. However, due to mount-
ing integration challenges, the help of the IT department 
is increasingly needed.
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What demands does 
bimodal IT place  
on low-code platforms?
Different requirements related to an application’s complexity and business 
strategy play a decisive role when choosing the right low-code platform. 
The choice of platform depends on the goal of the application (Mode 1 or 
Mode 2) on the one hand and the versatility of the platform on the other.
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Good coordination between the business department 
and IT is essential when it comes to version manage-
ment, solution stability, and applications which do not 
influence each other. With the right organizational 
structures (governance), however, the business depart-
ment still has control over the development of applica-
tions.

Area 2 is a perfect candidate for the use of digital business 
platforms with low-code support.

Area 3: Cooperation between the business depart-
ment and the IT department implementing IT
Area 3 includes applications that are business-critical 
and require integration with other applications in order 
to ensure that the end-to-end business process func-
tions smoothly. Due to the increasing complexity of 
integration, IT is heavily involved in the delivery of these 
applications.

A business process can still have capabilities which were 
created by the business department in a low-code 
platform. However, integration work by the IT depart-
ment is necessary to ensure data exchange between 
the different applications and smooth operation.

Area 3 is an excellent candidate for the use of digital business 
platforms with low-code support. An IT team is still required 
to facilitate or enable integration and deployment with other 
applications.

Area 4: Company-wide application development 
with IT professionals
Enterprise-wide applications that contain complex 
logic and require integrations with modern and legacy 
applications could be classified in area 4. These appli-
cations often do not run in a cloud environment and 
have few APIs or web services for communication.

In this area, typically, custom code written by profes-
sional IT developers needs to be assembled and linked 
to complete production applications. Parts of the infra-
structure may not yet be implemented or migrated to 
the cloud and, therefore, will require unique handling 
mechanisms. This requires specialized IT expertise to 
change and manage new functionality.

For area 4, classical digital business platforms with robust pro-
cess orchestration capabilities are best suited. If these offer ad-
ditional low-code support, certain components can be created 
by the business department using low-code – coordinated 
with the IT department. Typically, IT is needed to meet all user 
interface requirements.
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An important factor is the flexibility of the tool, which 
should be considered during the evaluation. After all, 
an application needs to evolve almost daily with agile 
development methodologies. From a prototype, a 
“Minimum Viable Product (MVP)” is created (a first offi-
cial version). As this version is further developed, addi-
tional functionality or requirements from new user 
groups are added. Over time, an application in area 1 
will become an application in area 2 or 3 and later, 
perhaps even one I area 4.

Considering this, the four previously defined areas can 
be extended, as shown in the following graphic:

 For CIOs, it is crucial to consider low-code platforms 
when defining future IT strategy and to develop appro-
priate guidelines. In doing so, it is particularly important 
to avoid deploying multiple tools for the same task from 
the IT portfolio.

Digital business platforms with low-code support have 
proven to be the optimal tool set. They enable a seam-
less transition from one area to the next. 

The Tool Choice:  
One Last Challenge
Within the IT department, the question inevitably arises as to which tools 
are best suited to each of the four areas. The choice of the right tool also 
depends on how it can be integrated into the existing IT landscape. There 
are plenty of providers on the market, but each has a different focus and 
correspondingly different functional scope.
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The recommendation is to ensure that both business and IT depart-
ments of government agencies work together to analyze where and 
how low-code platforms can provide an alternative to the typical 
development of applications (according to mode 1). The introduc-
tion of bimodal IT (mode/model 2) requires a seamless symbiosis 
between both disciplines – traditional IT with stability and reliabil-
ity, as well as agile IT for innovation projects.

It is also important to note that the IT department does not need 
to be changed, neither in its orientation nor in the composition or 
size of the team. Thanks to the introduction of a digital business 
platform with low-code support, both teams will be able to work 
better, more efficiently, and more productively with and alongside 
each other in the future. The customer journey will be improved by 
making applications more customer-oriented.

For a company to benefit from this new paradigm of working and 
application development, the IT strategy should be defined and 
supported by senior management. When choosing the right solu-
tion, flexibility, integration possibilities, and scalability of the tool 
should be taken into account.

Conclusion and 
recommendation
In summary, it can be said that low-code platforms are be-
coming increasingly relevant. Some government agencies 
have such platforms deployed at the department level. 
Often, these are pilot systems and, as such, are often not 
coordinated with IT departments.
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