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41% 



Business technologists - formerly “shadow IT” - now account for 
41% of employees who conceptualize, design, develop, test and 
produce technology. 

47% of boards have moved digital‑business budgets into business 
functions (away from a central IT budget).  
81% of IT leaders say business technologists are more involved in 
technology innovation now than two years ago. 

Source: Gartner.
“Top Strategic Technology Trends for 2022: Hyperautomation” (18 Oct 2021); 
“Practice Consensus Decision Making to Improve the Quality of Software Investment Strategies” (2024).
Gartner research publications consist of the opinions of Gartner’s research organization and should not be construed as statements of fact. GARTNER is a registered 
trademark and service mark of Gartner, Inc. and/or its affiliates.  

“ 

“ 

Shadow IT is mainstream 



There will be no-code/low-code. 
Let us shape how it looks –  

before business does without IT. 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But how? 



We need to speed up 
our bank account 
opening. Others do 
this in minutes, we 
need 3 days! 

“



Enter bank 
account request  Manual Approval  Create Customer 

in Core Banking  Inform Customer 

The as-is situation 



Core Banking 
System  CRM System  Scoring System  Address Check 

Website Clerks 

Enter bank 
account request  Manual Approval  Create Customer 

in Core Banking  Inform Customer 

The problem: disconnected local automations 



1.  A broken end-to-end 
automation 

Local automations are 
not integrated with one 
another, the end-to-end 
process is not fully 
automated.

? 

Lack of understanding 

The end-to-end process 
is not fully visible 
and key metrics are 
hard to track.

? 

2.  Lack of flexibility 

Changing the end-to-end 
process is difficult 
since it leads to 
potential changes in 
many different systems.

! 

! 
! 

:( 

3. 

Leads to… 



Core Banking 
System  CRM System  Scoring System  Address Check 

Website Clerks 

Integration 

Adding process orchestration 



Tasks  Process Orchestration 

Task vs. process automation 





bernd.ruecker@camunda.com

@berndruecker

http://berndruecker.io/

Bernd Ruecker 
 
Co-founder and  
Chief Technologist of 
 
Camunda 

http://berndruecker.io/


Once upon a time… 

…the zero-code suite will only let you 
write code the way the vendor want you 
to write code. Very often that is their 
own weird scripting language in tiny 
property panels which leads to the 
antipattern death-by-properties-panel. 
You have to do backflips to allow for the 
authoring of “normal code”, e.g. in Java. 

“ 



Pro code 
approach 

Hook in process 
orchestration into 

professional software 
development.

“Developer friendly”
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Example
https://github.com/berndruecker/
customer-onboarding-camunda-8-springboot/ 

https://github.com/berndruecker/customer-onboarding-camunda-8-springboot/
https://github.com/berndruecker/customer-onboarding-camunda-8-springboot/


Your code to implement the REST call 

Your code to provide a REST endpoint 



Skipping the 
orchestration 
engine? 



BPMN  Zeebe 
Client 

Solution
(e.g. Spring Boot application) 

Any 
Endpoint 

Camunda 8 
 

SaaS 
or  

self-managed 

Custom 
Code 

Runs anywhere 

Supports any 
programming language 

Available as a SaaS service

Manage it yourself (in your own 
cloud, your datacenter, your 
laptop)

Clients for Java, C#, 
NodeJS, Go, … available

Natively integrates into 
your stack 

Any 
Endpoint 

Solution architecture example 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We need to speed up 
our bank account 
opening. Others do 
this in minutes, we 
need 3 days!  

“





Changing tasks 



Decision table in DMN 



Who does such changes?  
Developers? 



A sad story 

We need to 
automate  

X 

Oh – not a big 
priority, please 
come back in 6 

months 

Business IT

But we need 
to automate, 
let’s do some 

shaky low 
code solution 



Java 
Developer 

Business 
Person 

Business vs. IT? 



Principal 
Developer 

Business 
Person 

Senior 
Developer 

Citizen 
Developer 

Junior 
Developer 

Consultant 
or  

Power User 
 

Bot 
Developer 

Low-code 
Developer 

Diversity of roles 



Criticality,
value,

complexity…

Use Cases

Payments 

Trading 

Customer 
Onboarding 

Address change 

…  Limit change  … 

Process != process 



Categorize your use case 

Yellow 
Guided 

Inspired also by https://www.forrester.com/blogs/how-shell-led-a-citizen-developer-movement/ 

Red 
Professional Development 

— high complexity 
— high criticality 
— compliance and regulatory 

requirements 
 

— version control 
— automated testing 
— CI / CD 

— medium complexity 
— medium criticality  

 
 
 

— some governance required 
— some guidance necessary  

Professional 
Developer 

Anything in 
between 

Green 
Do it yourself 

Citizen 
Developer 

— simple 
— local automations with little 

criticality 
 
 

— no governance or quality 
assurance 

https://www.forrester.com/blogs/how-shell-led-a-citizen-developer-movement/


Yellow 
Guided 

Green 
Do it yourself 

Red 
Professional 
Development 

Criticality,
value,

complexity…

Use Cases

Payments 

Trading 

Customer 
Onboarding 

Address change 

Limit change 



Enabling more roles to participate 

Principal 
Developer 

Business 
Person 

Senior 
Developer 

Citizen 
Developer 

Junior 
Developer 

Consultant 
or  

Power User 
 

Bot 
Developer 

Low-code 
Developer 

enable



Low code as 
accelerator 
and enabler* 

*for use cases with low to medium complexity 
- not for core processes 



Low code? 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Low-code as an accelerator 

Dial-in low-code as much as you need 

Connectors Modeling 
Experience

Low-code 
Forms

Human Task 
Orchestration

CAMUNDA 

Low-code Pro-code

Process Orchestration

Kopfhörer



Solution architecture example 

BPMN 
Camunda 

Zeebe 
Client 

Solution 

Any 
Endpoint 

Camunda 
 

SaaS 
or  

Self-Managed 

Glue 
Code 

Any 
Endpoint 



Solution architecture example 

BPMN 
Camunda 

Zeebe 
Client 

Solution 

REST 
endpoint

Camunda 
 

SaaS 
or  

Self-Managed 

Glue 
Code 

Any 
Endpoint 



Solution architecture example with connector 

BPMN 
Camunda 

Zeebe 
Client 

Solution 

Camunda 
 

SaaS 
or  

Self-Managed 

REST 
Connector 

REST 
Endpoint 



Solution architecture example with connector 

BPMN 
Camunda 

Zeebe 
Client 

Solution 

Camunda 
 

SaaS 
or  

Self-Managed 

REST 
Connector 

REST 
Endpoint 

BPMN 
Camunda 

Zeebe 
Client 

… 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OK – what’s a 
connector? 



What’s a connector?  

Connector Code 
(Java) 

Modeler UI  
(Element Templates) 

Connector 

Camunda  Endpoint 



Multi Layer Coding Experience 

Protocol connector  Generic system connector
(requires JSON configuration 

of REST connector) 

Specific capability connector
(requires JSON configuration) 

Pro code 



Marketplace 



Enabling more roles to participate 

Principal 
Developer 

Business 
Person 

Senior 
Developer 

Citizen 
Developer 

Junior 
Developer 

Consultant 
or  

Power User 
 

Bot 
Developer 

Low-code 
Developer 

enable





Camunda
+ x

Center of 
Excellence

Bank Account 
Opening

Fraud 
detection



A great story 

We need to 
automate  

X 
We have this 

Camunda platform 
as a service – just 

help yourself. 

Business IT

Yeah :-) 

Self-service  

Connectors 

Forms, data 
and 
expressions 

Out-of-the-box 
experience 



A fundamental transformation 

“Agentic AI systems are poised to not only 
become the backbone of the knowledge 
economy but will completely redefine how 
organizations operate and compete.” 



Now comes AI…. 



Now comes AI…. 



Deterministic 
Orchestration 

Dynamic 
Orchestration 

 

Dramatically increase the value of Agents with strict guardrails + autonomous knowledge work. 

Agentic Orchestration 



LLM 

Execute action(s) from 
available tools 

Decide next action(s) 

Feedback 

Goal achieved 

Start 

Memory 

AI agent

AI Agents  

Perform 
multiple steps 
to achieve a 
complex goal. 
They 
orchestrate! 



Live demo



L3: Banking Support Agent 

L4: Loan Support Agent  L4: Account Support Agent  L4: Card Support Agent 

Invocations via 
BPMN, API, A2A, …

Demo 



L4: Loan Application Process 

Demo  L3: Banking Support Agent 

L4: Loan Support Agent 



Enterprise Agentic Automation 

Agentic Engagement 
(Customers & Employees) 

Multimodal, Omnichannel, Mobile  Digital Twin, Personalized, Proactive, Predictive, Relevant 

Core Technology 
and Systems 

Unified Agentic Orchestration Layer 

Real-time Data 
Legacy 

Applications 

Systems of Record  Data Warehouse  APIs & Microservices 

Income 
Verification 

Human 

Deterministic Process 

Decision 

Loan  
Servicing 

Compare 
Address Data  

Payment 
Processing 

Sanctions 
check 

Agent 

Camunda (Agentic BPMN) 

3rd Party implemented,  
Camunda orchestrated  

KYC 
Check 

Loan  
Support 

Mortgage Loan 
Underwriting 

Fraud 
Investigations 

Address Data 
Recon 

Fraud 
Escalation 

Account 
Locking Rules 



Camunda recognized as a 
Visionary in the Gartner® 
Business Orchestration and 
Automation Technologies 
(BOAT) Magic Quadrant™ 

Gartner, “Magic Quadrant™ for Business Orchestration and Automation Technologies,” Saikat Ray, 
Tushar Srivastava, Marc Kerremans, Arthur Villa, Cathy Tornbohm, Sachin Joshi, 15 October 2025. 
Magic Quadrant is a registered trademark and service mark of Gartner, Inc. and/or its affiliates in the 
U.S. and internationally, and is used herein with permission. All rights reserved. 

Access your copy today 

https://page.camunda.com/wp-2025-gartner-magic-quadrant-for-boat


Street credibility 

https://camunda.com/de/case-study/provinzial-holding-ag/  

Developer speed and efficiency has increased, as they are able to 
partner more easily with business users to make changes as needed to 
processes, which are in turn more transparent and easily tracked. It 
also has increased collaboration between developers and the business 
users, who were eager to have their expertise positively represented in 
their processes. 

“ 

https://camunda.com/de/case-study/provinzial-holding-ag/




Developers —  
shape 
automation! 
 
Surf the low-code 
wave, don’t sink in it. 



“Technology leaders must lay the 
foundation for process 

orchestration” 

Quelle: Forrester – Agentic AI Is The Next Competitive Frontier 

https://www.forrester.com/blogs/agentic-ai-is-the-next-competitive-frontier/


Otherwise… 

We need to 
automate  

X 

No problem! 
Just buy our 

stuff… 

Business



Bernd Ruecker 
Co-Founder and Chief Technologist 
bernd.ruecker@camunda.com

Thank You 

Learn more at camunda.com 

Gets your own hands 
on Camunda and try 
pro code, low code & 

no code: 
docs.camunda.io  

https://docs.camunda.io/

