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“We have always done so” is a dangerous remark. Many IT organizations are so
stuck in iron discipline and processes to run IT smoothly that they hardly get to
manage the renewal of the organization with technology. In the outside world
however the number of newcomers who have radically changed their services or
products with the help of technology is growing. In this white paper we explain how
you can permanently renew the IT services with the help of a separate team that
quickly embraces and realizes innovation and the advantages and disadvantages of
this approach. We show the example of the globally operating company Ford that
was able to radically renew the service to its customers with the help of a bimodal
model. We are also going to discuss important issues and accents that are necessary
to be successful with this approach.

Management summary
Time for innovation

From project to entire IT function

In many organizations, the IT department is perfectly capable of running
the existing IT services well. This is because processes are optimized in
order to ensure the orderly management of an existing IT environment.
This focus makes it harder for an IT department to cater for the wishes
of the business to quickly implement changes or to take the initiative
in innovating products or services with the use of technology. To make
the organization more agile and to increase the speed of unfolding new
IT solutions, more and more organizations start a so-called two-speed
policy of their IT delivery. Bimodal IT offers organizations a new approach
to innovation. Besides the existing IT delivery team, there is a special
team that deals with a more experimental and innovative approach to
technology in order to prototype new IT services faster and to prepare
them for use.

The example of Ford Motor Company shows that established companies
with a bimodal approach can indeed boost innovation and agility. It is
remarkable that in the example of Ford the two-speed approach had the
full support of CEO Mark Fields. This is an indispensable prerequisite for
success. It enabled Ford CIO Marcy Klevorn to develop a new version of
the Ford Service Delivery Network, which is based on the Azure public
cloud platform of Microsoft. During the next few years this high profile
program brings the customer experience of Ford drivers worldwide at a
higher level – at reasonable cost and in a predictable manner. CIOs can
easily create on their own a first bimodal project with a limited scope.
However, this can’t be the end of the exercise. After a first successful
bimodal project IT managers should strive to advance the comprehensive
skills and transform the entire IT function with it. Failure to do so increases
the risk of inconsistencies in the management and consequently increases
the chance of defects.
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Management summary
Special focus on people
It is crucial not to focus on the process working with bimodal, but on the execution. Improvement of a culture of co-operation is essential. The same
is true for transformation. Sharing the competences and skills that were gained by the innovative mode 2 team to the traditional IT delivery mode
1 team is crucial for the added value of bimodal IT. Only in this way a two-speed approach makes a fundamental contribution to the transformation
of the IT function in the long term. The two different teams work separately from each other but must also cooperate in the best possible way to
embed new technologies and competencies in new ‘best practices’ for the delivery and support of IT services. In that respect, bimodal IT always
has an expiration date. CIOs who establish a new mode 2 team should watch out that the cure won’t be worse than the disease. Possible conflicts
between mode 1 and mode 2 teams must be avoided at all costs. These are not-to-be-missed warnings not to focus too much on technology, but
primarily create the conditions enabling employees to move forward.
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03 Special focus on people

01 Time and space for innovation
In many organizations, the IT department is perfectly capable of running the existing IT services very well. Processes are optimized to ensure the orderly
management of an existing IT environment. To make the organization agile and to increase the speed with which new IT solutions are introduced and
can be implemented, more and more organizations begin with a so-called two-speed policy of their IT delivery. Bimodal IT offers organizations a new
approach to innovation. Through the introduction of two speeds of IT delivery the existing solid approach to IT management can be combined with a
more experimental, fast and innovative approach and prototyping of IT. In this way, the CIO keeps the availability of existing IT maintenance as it is, while
better fulfilling the needs of internal customers to allow technology to add more value to the company.
In this white paper we explore the possibilities of a bimodal approach, we show an example of an organization which could quickly start working with
new technology and we discuss the risks and limitations of this approach. In this chapter, we give a definition of bimodal and show how a recipe for a
successful application of a two-speed approach to innovation looks like.
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A definition of bimodal IT
Technology developments are currently evolving so fast that IT management according to long-term plans and standardized processes are no longer
adequate. Short cycles and iterative processes are necessary to create space for new technology that for example makes it possible to provide customers
with personalized service. Bimodal IT is IT delivery with two speeds. On the one hand there is an IT organization that optimally supports a slower,
transaction-oriented legacy back-end IT. On the other hand, a faster operating IT team is created that, together with the business, iteratively builds and
supports customer-focused innovation. An example of such innovation is a closer integration between software development and software maintenance
- the so-called DevOps model, resulting innovations to be brought into production more quickly. Another possibility is orchestrating IT services of various
kinds.
In 2014 Gartner pushed the bimodal approach to get the IT innovation in motion and defines the concept as follows.
“Bimodal IT is the practice of managing two separate, coherent modes of IT delivery, one focused on stability and the other on agility. Mode 1 (core
mode) is traditional and sequential, emphasizing safety, availability and accuracy. Mode 2 (emerging mode) is exploratory and nonlinear, emphasizing
innovation, agility and speed. Each mode has its own people, resources, structure, culture, methods, governance, performance indicators and unique
views on concepts like added value and risks”.
In addition to an introduction of bimodal IT through project and program management Gartner believes that organizations should strive for bimodal IT
on enterprise level. This means that the entire organization and not only the IT department is optimally adapted to respond quickly and agilely on the
internal customer demand and new developments in the market.
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Gartner is not the only one who proposed a two-speed approach to IT. Numerous organizational consultancy firms have come up with a recommendation
to follow a two-speed IT strategy. Examples include Boston Consulting Group and McKinsey. McKinsey puts bimodal IT mainly in the context of
the digitalizing trend. With a two-speed approach, companies can free up more energy and resources to improve their business by digitalizing and
automatizing some sub steps. This allows organizations to put more energy in a better support of internal demand and the end customers. A bimodal
IT approach helps companies to develop capabilities to deploy customer-oriented innovations in a faster pace. In addition to new skills, organizations
should also pay attention to technology. Legacy systems must be adjusted in such a way so that they no longer impede updating of new interfaces and
functionalities, but provide optimum support.
In many organizations, there is a huge gap between what the business needs and what its own IT department can provide.
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How does the recipe work?
Where do you start and what should you do and not do? Gartner distinguishes the following rules of thumb for choosing a good project for bimodal
IT. Greenfield projects are the easiest because they usually do not require major changes in the IT infrastructure. An example is the creation of mobile
applications by using a new programming tool. Other good candidates are innovative and transformative projects that are listed high on the agenda
of key stakeholders in the organization. Also projects in which IT is focused on end customers or citizens and tries to respond to the major trends
in the consumer market offer the necessary opportunities. Many CIOs begin bimodal IT by changing the way the organization develops software.
Organizations that have achieved positive results with bimodal IT usually have applied not a single particular agile method, but a blend of iterative
agile development methods by applying scrum, lean or lean startup.
To achieve two speeds of IT delivery in a project, the initiators should focus on acquiring new skills, especially regarding the interaction between IT and
business. In addition, a separate organizational structure is necessary to put the mode 2 team apart from the rest of the IT department. The new team
should focus on acquiring three competencies:
•
•
•

setting up a high-performance team that accepts uncertainty as a given;
developing agile, lean or other forms of iterative development;
managing processes empirically and learning continuously.

CIOs can realize a first bimodal project with a relatively limited scope themselves quite easily, because little change is needed in the rest of the organization.
After the first successful bimodal project IT managers should strive to advance the attained skills further and transform the entire IT function with it.
Gartner calls such a state: the achieving of bimodal enterprise. This is not so much a question of size or how much work mode 2 programmers do in an
organization, but more a question of how many more things IT can change and the extent to which innovation can be better supported. On the side of
business, executive management involvement is crucial. That’s because certain standard business processes such as reserving budgets, prioritization and
project planning need to be redesigned to enable agile mode 2 projects to succeed.
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So it is common in an agile project to work not with a fixed scope where a fixed budget is assigned, but to develop functionality with an incremental
funding. In addition, experiments can only succeed if they are accompanied by certain freedoms. At trial more risks are taken. The probability of
wrong choices that will lead to mistakes and failures is greater than in conventional IT projects. For this reason risk sharing between departments is
recommended or an agreement that a risky project is exempted from the obligation to make a direct contribution to the organization.
Pressing a bimodal initiative ahead to the next level is more difficult because it requires a fundamental change in interaction between IT and the
business. There is a good chance that IT organizations get stuck at this point because the organization does not choose to radically change the existing
processes. To carry out a complete introduction of bimodal IT in the organization, many elements and details should be put in this way right where the IT
department has no direct control, such as support of the executive management to work with an iterative planning. Certain things also need to mature
before one can reap the benefits. Building and implementing a new digital core requires time and effort before the organization has a base on which
it can innovate further. Such issues make it difficult to the bimodal enterprise stage and it is certainly far from a clear-cut case for many organizations.
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Bimodal IT and cloud
Most of the examples of bimodal projects out there revolve around the use of bimodal IT for the development of new client systems or customizing the
manner in which software is built and implemented. At a later stage, the bimodal concept is also effective for the renewal of the IT infrastructure by
replacing its own IT infrastructure environment by a service from the cloud. At Gartner’s Infrastructure, Operations and Data Centre Summit, in Sydney
in May 2015, Gartner VP and Distinguished Analyst Cloud Computing Lydia Leong showed at a briefing the contours of a two-spead approach to embrace
public IaaS services (Infrastructure-as-a-Service). This service provides computing services from a shared infrastructure by offering computing power in
the form of virtual machines. Another practice is to provide storage capacity to store data. It can also involve other features such as dividing workloads
proportionally between available machines to maintain application performance.
The initiative to opt for public IaaS service comes in many organizations not to the credit of the CIO but is often an initiative from the business. If
business managers take the lead to use public cloud services than they do this for a reason. Almost always there is a great need for more flexibility than
the existing private cloud initiatives can offer. Even though in case of private cloud implementations one works with cloud technology, many people’s
actions are needed to be able to provide certain services. Those acts or steps create almost always extra waiting time which is not the case with public
cloud providers like Amazon Web Services and Microsoft Azure. In addition, these players have expanded their offers considerably and numerous facilities are provided to optimally support innovation. For these reasons, more and more organizations choose to supplement private cloud initiatives with
public cloud services and thus to pursue a hybrid approach. According to a recent study by IBM, organizations with a mature cloud approach pursue
goals that are close to improving the company operating profit.
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You might see such a public cloud initiative of the business as a threat to the existing IT organization that has based the internal supply on their own IT
infrastructure. You can also approach it differently, as an opportunity to let your own IT organization acquire new skills and competencies and to seize
the opportunity for a bimodal initiative. The experience that the IT team gains with public cloud IaaS can be used to improve its own infrastructure
management by accommodating it in a mode 1 delivery organization. This way the IT department can grow into a role of an IT services broker rather
than just an internal provider of IT infrastructure. Figure 5 shows what steps can be distinguished in this change which is often a gradual process. The
right choices in IT architecture, best practices in sourcing and organizing optimal management for a variety of cloud services are essential in order to
apply the public cloud optimally. Cloud IaaS is more than just renting hardware. In this aspect it seems more like using an entire data center ecosystem
as a service. Enterprise architecture, IT strategy and CIO leadership are crucial to make the right choices for the future.
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02 Focus not only on technology
Applying the latest technology to launch a digital transformation in the organization bears the risk that the emphasis will be placed on technology
instead of the people and the organization. Bimodal IT revolves much more around boosting a culture of change, learning experimenting skills and
iteratively moving towards innovation together with the business, rather than applying the latest technology. That’s why in this chapter we pay extensive attention to the process and the conditions to make bimodal IT successful. This implies and includes finding and describing good examples. For
this reason, we begin with an outline of bimodal IT at Ford Motor Company.

An example: bimodal IT at Ford Motor Company
Like other players in the automotive industry, besides producing cars, Ford is getting ready to support new concepts of transport and mobility as well. It is
expected that the car market will change dramatically over the next decade because of these concepts, giving it a new character. To make this vision concrete
Ford puts more resources in order to get this kind of innovations in mobility functioning properly. Ford CEO Mark Fields has stressed that Ford should be at
the forefront of it, to maintain its relevance. The introduction of new technologies and finding new ways to innovate faster are crucial for the future of Ford.
To facilitate this innovation Ford CIO Marcy Klevorn has developed a bimodal IT strategy and put it into practice. Besides the usual IT department
Klevorn created a separate team that works directly on the application of emerging technologies. The focus of this team lies in trying new technology
and learning about the use of such innovations. IT processes have been adapted to support this type of technology experiments in addition to traditional
and proven technology systems that support the company in the main daily activities. Bimodal IT has put an end to the bureaucracy that entail rigidly
and narrowly designed IT processes. It has made the IT service delivery more efficient.
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Ford-CIO Klevorn also decided that mode 1 IT department and the more experimental mode 2 team would work simultaneously but separately
from each other to limit the risks of the experiments as much as possible. The IT needed to keep the factories and supply chain running received
a high risk label which is always the responsibility of the mode 1 or the core mode IT department. Pilots or areas that are less business critical
are open to experimentation with emerging mode 2 trials. If these experiments could prove themselves, they can eventually be incorporated
in the core mode by formalizing this process, just as it happens with all Ford processes. This distinction between emerging and core mode allows
a large corporation like Ford to quickly try out new technology, make mistakes and to use those lessons to improve implementation of the
technology for as long until its added value has been proven. In this way, Ford can innovate iteratively, while at the same time the company’s
hand and feet are tied because of the iron discipline of a daily routine, something that large international company cannot ignore nowadays.
This emphasis on risk management is understandable given the size of the Ford company. The controlled implementation of changes becomes a big challenge
once you know you deliver IT services that support the 83 thousand employees in the US branches of Ford in their daily work. Ford’s IT department has
walked the same path for a long time as other comparable large enterprises by establishing processes and documenting very carefully what is required
from new technology to be applicable. Such an approach works against you if you need to bring new IT solutions to the market at an accelerated pace.
Because of bimodal IT the prospect of innovation has shifted from ‘do more with less’ to ‘do more with innovation’. Facilitating innovative IT does
not mean that all the reins are just be eased. It means that IT is used smarter and more flexible. It does not mean that IT must get rid of standardized
processes and IT frameworks. Instead, creativity and a strict process must go hand in hand. Without a process, there is chaos and it is difficult to remain
creative in chaos. With the two-speed approach you can do two things at the same time. On the one hand keeping a systematic IT approach based on
IT frameworks in order to keep the benefits of an industrial approach to IT maintenance. This you desperately need in expertise areas such as service
management and the management of IT infrastructure. On the other hand, a mode 2 team had the opportunity to try out innovative technology. This
approach has brought a lot to Ford in a relatively short time.
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It is crucial for the successful deployment of a two-speed IT not to dwell for a long time on the process, but pay extra attention to implementation.
Promoting a culture of cooperation is very important. To give this collaboration a concrete shape, Ford programmers write applications together on one
screen, a practice known as “pair programming”. To improve the IT services Klevorn organizes daily stand-up meetings which are led by a small group of
senior IT managers. One hour a day this team is answering business managers who experience blockages in the IT services in the organization. This may
involve arranging a signature, sorting out contractual conditions or other issues. These meetings are a means not only to make better decisions faster,
but also a means to facilitate current processes and bring the interaction between the business and IT to a higher level. In many ways this is similar to
the introduction of agile working or implementing scrum in the organization.
In addition to this focus on improving cooperation much attention is paid to new technology as well. Bimodal IT is successful at Ford because Klevorn
benefited from a large number of innovations that her predecessor Nick Smithers had made. Smithers ensured that the application development was
greatly improved and he reduced the number of data centres from six to two. At this time Klevorn put a lot of energy in the development of analytics
roadmap. In several analytics programs she explores the possibilities of big data with descriptive and predictive data collections. The descriptive data
collection brings data together coming from the car management systems in order to analyse historical trends, for example on fuel economy and safety.
With predictive analytics Ford tries to anticipate future trends in mobility that could give Ford a business advantage over competitors. There is a back
end built with open source tools like Hadoop to accommodate the massive data set. Analysts use front end applications such as Tableau to visualize
patterns in these data sets.
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In addition, customer service improvement received the necessary attention. An existing alliance with technology partner Microsoft was revived last
year to provide Ford drivers with a better digital experience. Microsoft’s public cloud service Azure became the platform for a new generation of the
Ford Service Delivery Network. The first version which was released in the US in the summer of 2015 served mainly as a content delivery platform for
the car entertainment system SYNC. Version 3 of this software supports voice control and supports Apple Carplay, and the Android operating system
provides seamless integration with the most popular smartphones. An additional important feature is the processing of updates via Wi-Fi. In older
versions it was still necessary to carry out SYNC updates using manual steps, such as downloading files on a USB device via a PC and then uploading
these updates with the stick in the car. Version 3 of SYNC has Wi-Fi support with spooling and caching features that automatically enables software
downloads and installation via the cloud without user intervention.
The aim of the next planned upgrade of the Ford Service Delivery Network is to be able to deploy updates to the car management system without
having car owners visit their dealer. In addition, the Ford Delivery Network will also be the bearer of a new MyFord app, which allows people to find a
car in a full parking lot and to pass and inform on the status of the fuel quantity or the state of the battery charge. Within the first year, Ford expects
to be able to support more than 1.5 million vehicles in this way. Earlier this year the roll-out began in Europe and Asia. This way, in three years Ford
will provide all the cars with new functionality by using the public Microsoft Azure cloud as a central carrier.
Such innovations can be brought quickly to the consumer through the use of public cloud technology. This infrastructure as a service offers Ford IT
the opportunity to significantly increase the manoeuvrability, agility and to scale up easily. Only a strategic planning is necessary to gradually enrol the
opportunities of cloud innovation and to ensure that core mode IT delivery is complemented with the possibilities of emerging mode technology. This
change is not reached in one large step, it is rather a long row of small changes which provide a significant transformation over a long period of time.
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Composing the right team
Crucial for the success of bimodal IT is not so much the technology but rather composing a special innovation team. The new team must taste new
technology. Some initiatives will lead nowhere, but testing them will gradually lead to acquiring useful skills. For this experimenting a different behaviour and a different organization are required than the standard methods and practices that are now common in most IT departments. It is crucial for
a CIO to stimulate and encourage a new way of thinking to get the full potential out of a mode 2 team.
There are four distinctive aspects to this new culture:
• An outside-in view of the world as opposed to the inside-out look that most IT departments practise (how others look at us instead of how we look
at the rest of the organization).
• Many IT departments show risk-averse behaviour mostly. That culture is in a mode 2 team not favourable to success. Taking risks carefully, making
mistakes and learning are crucial for moving further.
• For a mode 2 team very specific skills and behaviours are needed that are rare in IT departments. That is, on the one hand, the ability to be able to
deal with ambiguity and working with risks that the discovery and experimenting with new technology bring along, and on the other hand the ability
to be able to work optimally in small fast operating teams.
• Not only the team, also an adjustment of the management style is important. A two-speed approach also requires changes in the leadership of a
CIO. Managing a mode 2 team can’t be hierarchical, but requires a more democratic style where the emphasis lies on coaching and collaboration.
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Gradually many organizations hire new people to establish a mode 2 team with the right mind set and skills. In Gartner’s study of bimodal IT almost all
organizations pointed out that they had hired new staff to get the right skills and capabilities. The external DNA that entered the IT organization resulted
in employees who love working in multidisciplinary teams where business representatives and IT collaborate. In addition, these new people were perfectly capable to interact well with the mode 1 team. They were enthusiastic and eager to learn new technologies and new skills continuously. Finally
mode 2 team members must be prepared to take responsibility for the end product. It really needs to be their baby.
There is also a strong argument for involving people from the existing IT department into the new team. Eventually, this team which is going to work with
new technology should also bring new approaches and methods to the existing organization. Work with current colleagues provides existing and natural
lines between the new team and the IT department which can offer the necessary connection and support. In addition, these people have an example
function. They personally show how current employees can be perfectly able to move and change.
To achieve a long-term success it is important to pay extra attention to two specific roles in mode 2 team. These are the relationship managers communicate with the business and enterprise architects. In a two-speed approach, improving the contact and cooperation with the internal customers of
IT services is a major concern. For that reason, employees who work in small project teams together with the business play a crucial role. In the current
situation, these are often the information managers and demand management. Managing the relationship with the business has also become more
relevant because discussing agile IT feedback loops requires continuous consultation with the business. A high performing mode 2 team must therefore
operate closely intertwined with the business. Continuous input is needed to catalyse innovation, to make the demand concrete, and based on that to
clarify objectives and results. In mode 2 team this kind of business relationship managers could also play a role of innovation managers being a part of
the business.
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Any organization can sprint, but it is a challenge to do it in such a way that this fast pace can also be sustained for a longer term. For this reason, the
contribution of enterprise architects is vitally important. When trying new technology, many organizations try SaaS applications and numerous public
cloud services to create a platform for innovation. An overly colourful collection of this type of services can quickly result in an uncoordinated tangle
of external services with far-reaching consequences for the support, integration possibilities and security complexity. To operate agilely without
making crucial mistakes, it is essential not to lose sight of the quality of the information and IT architecture. For this reason, enterprise architects play
a central role in the success of a two-speed approach of IT.

New accents in leadership
To implement a mode 2 team, separate funding is often needed, which like already mentioned, looks different because the results of innovation are uncertain. In every organization, changing planning and budgeting processes are quite a challenge. For a while CIOs can remain under the radar to finance
the new team from its own current budget. But if the bimodal initiative needs to have some impact then the scale and influence of these initiatives must
become larger in order to deliver real added value to the organization. For this, the planning and funding of these processes and projects will have to
be adjusted. In many cases, the CIO must seek support in the organization for a new approach. This also shows the importance of leadership and the
competence to search and find political support a crucial component of a bimodal approach.
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02 Focus not only on technology
To be successful, a mode 2 team should be able to operate independently from the regular IT department. In many organizations, there are steering
groups and committees in order to control IT and make adjustments. At the initiation of a mode 2 team it is wise to avoid these delaying practices
as much as possible. For this reason a manager of the new IT team needs to be able to ignore the rules and unwritten etiquette of the existing IT
department and get support for this. A mode 2 team for that matter can’t gradually disintegrate from the regular IT team. Before you know it, the
immune cells of the existing organization have done their job and attacked, paralyzed and rendered the new initiatives harmless.
CIOs can address the following accents in their own role:
• The mode 2 team needs stimulation and challenge, while the mode 1 team needs to keep running enthusiastically and effectively.
• Choosing the right projects for the mode 2 team is essential. The right IT professionals and stakeholders must be involved in these initiatives.
• Make sure that the experimentation behaviour of mode 2 team doesn’t leak onto the current IT department. Allow mode 2 team to bypass existing
rules.
• Provide direct coaching and encourage cooperation as much as possible and keep the decision making as democratic as possible.

The instructions
When developing a bimodal approach Gartner gave some clear warnings. Because of the arrival of a new innovation team IT delivery can get a hybrid
approach, but Gartner stresses that the management of the IT infrastructure should be approached from a single standard. This does not mean that
nothing can change. To achieve the benefits of bimodal enterprise, principles and approaches of the mode 2 team must be regularly evaluated by the
team that manages the existing IT backend. For that reason it is important to give the management of both teams to one person, for example the CIO.
This person oversees both teams and can take pragmatic decisions.
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Practice shows that bringing the innovations back to the existing IT department is a challenge for many organizations. Most of the bimodal cases that
Gartner studied, had only very limited changes that had proven themselves when brought back by the mode 2 team to the traditional IT department.
However, this is what ultimately needs to happen if one wants to continue to reap the benefits of bimodal IT innovation. Over time mode 2 should
provide the basis for the transformation of the entire IT function. Culturally it is often a challenge because traditional IT departments stick to their
current reliable IT services. Renewal of existing IT services by embracing DevOps and orchestrating IT services of various sorts must be put on the menu
of the regular IT delivery team. It should be borne in mind that this is the ultimate goal of a bimodal project.
The bimodal approach may be embraced by the appropriate organizations, but it has also received some criticism that is valuable for the correct
application of this approach. One of the critics was Mark A. Campbell, Director of Innovation Research at Trace3, who argued that the dilemma
formulated by Gartner on innovation and agility on the one hand, reliability and stability on the other hand is a fictitious concept. Already since the
beginning of IT, there is a tension between agility and stability. A bimodal approach can never produce anything, because the reality is much more
complex than this invented opposition. An IT manager needs to focus on a wide range of business needs and needs to find solutions for them. For that
matter the IT challenges of today are not easily caught in a dilemma with two mutually exclusive options.
The main objection to bimodal IT is that the cure may be worse than the disease. A two stream approach to IT can ensure that separate camps arise
where products, processes and people operate separately from each other. Each with their own beliefs and opposing goals, causing the change process
to come to a halt or even lead to deterioration. For example, it can also institutionalize stagnation by completely discouraging innovation in legacy
platforms by stopping to work on them. The mode 2 team may deal only with hip innovations. In such a setting the potential for conflict between these
two separately operating teams is very real. The reason may start in technology, but as with any other subject, it’s the people who start the conflict in
order to push their views and vision on the use of limited resources. Before you know there are two camps facing each other and trying to get their way
with all the available resources and power. That is not exactly advantageous for the agility of an organization.
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Other critics pointed out that Gartner came up with the bimodal approach to tell customers what they want to hear without pointing out the real issues.
According to critics, this is the main reason why Gartner’s research products are so popular: the advice is just slightly ahead of enterprise IT buyers
thinking. It’s a fresh idea but sounds at the same time not too farfetched. The bimodal IT concept is catching on because every IT manager has to deal
with the challenge to modernize existing legacy platforms. Many companies have dreaded this transformation for years without finding fundamental
solutions to this problem. Companies want to hear that they can get to work with new technology, cannibalizing on the existing order, without having to
make too many changes. In that sense, Gartner holds out its customers a carrot that does not exist, according to critics. Without realizing it CIOs must
deliver a wonderful performance by removing the legacy systems with all their tentacles from of the organization, and create a new platform that is
ready for the digital age.
To improve the agility of the organization and the ability to deliver innovations faster with a higher quality, the traditional delivery of IT infrastructure
and software development must be completely reviewed is a statement also Forrester makes. Many IT departments are dysfunctional nowadays
because role specialization has been implemented up to a high level. In the old IT setting this specialization did work because individual employees with
their specialist knowledge have a high added value. Now when organizations want to start working with new technology the role specialization works
precisely against them. It takes time to break down the old structures and to learn new skills and competencies to optimally apply modern technologies.
Just as it took years to implement the existing role specialization, so it will cost a great deal of time and effort to find a new order in the IT function that
appeals to the demands of the present time. In addition to new technology itself Forrester assumes that competencies in the IT organization and culture
need a lot of attention in the required IT transformation. Bimodal IT, according to Forrester is not the right approach to this profound transformation of
the IT function.
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03 Conclusion
To draw conclusions about a bimodal approach we go back to the questions we have asked ourselves. How do other companies organize themselves to
shape their digital future and what are the pros and cons of a two-speed approach to renewing IT delivery?
The example of Ford Motor Company shows that established companies with a bimodal approach can indeed give a push to innovation and agility.
Interestingly, the two stream approach in the example of Ford had the full support of CEO Mark Fields. This is an indispensable prerequisite for success.
It allowed Ford CIO Marcy Klevorn to initiate a bimodal strategy and prepare a new version of the Ford Service Delivery Network based on the Microsoft
Azure public cloud platform. That was not exactly a project that typically remains under the radar, but a high profile program designed to bring the
customer experience of Ford drivers at a higher level.
With a bimodal approach it is crucial not to focus on the process, but on the execution. Improvement of a culture of co-operation is essential. The same
is true for transformation. Transferring competences and skills acquired by the mode 2 team to the traditional IT delivery team is very important for the
added value of bimodal IT. Only in this way a two-speed approach makes a fundamental contribution to the transformation of the long-term IT function.
The mode 2 and mode 1 teams must work together optimally to implement new technologies and competencies in new best practices for the delivery
and support of IT services. In that respect bimodal IT should always receive an expiration date. CIOs that set up a new mode 2 team must make sure
that the cure is not worse than the disease. Possible conflicts between mode 1 and mode 2 teams must be avoided at all costs. These are clear warnings
not to focus too much on technology, but above all to create the conditions enabling employees to move forward.
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