
What is "UNDONE" Department 

And How To Eradicate It?

Presented @ DeveloperWeek2021

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)

1



About Gene

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)

2



Assets To Consider

Gene Gendel, Certified Enterprise & Team Coach (CEC-CTC), Certified LeSS Trainer (CLT)

3

• gg_nyc@yahoo.com (underscore)

• https://www.linkedin.com/in/ggnyc/

• http://www.keystepstosuccess.com/contact-us/

• https://join.slack.com/t/kstsconsulting/shared_invite/zt-fykyy2wz-

qrJkOgVYHAopwT2dq4ogCw (Free Slack channel – any Q&A )

• https://www.meetup.com/Large-Scale-Scrum-LeSS-in-NYC/

• http://www.keystepstosuccess.com/virtual-learning-training-coaching/

• https://less.works/course_filters/courses-13

https://www.linkedin.com/in/ggnyc/
http://www.keystepstosuccess.com/contact-us/
https://join.slack.com/t/kstsconsulting/shared_invite/zt-fykyy2wz-qrJkOgVYHAopwT2dq4ogCw
https://www.meetup.com/Large-Scale-Scrum-LeSS-in-NYC/
http://www.keystepstosuccess.com/virtual-learning-training-coaching/
https://less.works/course_filters/courses-13
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Source: https://less.works/resources/graphics/index.html
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Team
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Source: https://less.works/resources/graphics/index.html

https://less.works/resources/graphics/index.html


Technical Excellence
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Technical Excellence
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Unfinished Work != Undone Work

Usually, Team’s issue Usually, Organizational issue



Component Team
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Component Team - Cont.
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Feature Team
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Sourced from LeSS training materials of C. Larman and B. Vodde

Mini-Waterfall in Scrum Clothes
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Waterfall 

within

Waterfall
(“dressed-up” as Scrum)



Component Teams

Classic Example of 
Local Optimization

Business Layer

UI/UX

DBA

Web Service

Component A

Component B

4 people

5 people

7 people

4 people

3 people

6 people

Single-specialty

Workers

System Component Component Manager

No Team ‘Tsars’
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Sourced from https://less.works/resources/graphics/less-graphics.html

Technical Excellence

Dealing with Un-Done Work

Release Sprints
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Sourced from https://less.works/resources/graphics/less-graphics.html

Technical Excellence

Dealing with Un-Done Work

Pipelining to Undone Department
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What is this 

“department” 

called in YOUR 

organization?
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Sourced from https://less.works/resources/graphics/less-graphics.html

Technical Excellence

Dealing with Un-Done Work

Undone Department Finalizes
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What is this 

“department” 

called in YOUR 

organization?
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“Undone” Work, With Fake Scaling?
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Local 
Optimization

Exponential growth



How to Eradicate “Undone” Department
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GRADUALLY,

REMOVE 

UNDONE 

DEPARTMENT



How to Eradicate “Undone” Department
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“Done” “Un-Done”

Unit testing UAT Performance Production

Current DoD
End-of-Year goal for DoD

Two-year goal for DoD
In 5 sprints goal for DoD

Everything required to deliver PSPI

Expanding Done and Shrinking Un-Done



Team Maturation

Source: https://less.works/resources/graphics/index.html
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Source: https://less.works/resources/graphics/index.html

Feature Team Specialization
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Real Team vs. Fake Team
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Want MORE of Want LESS of

Stable teams that stay together and 
work on features for a long time

Temporary groups, created on a 
feature or project

Share all responsibility, as a team Individual responsibility only for 
‘their’ part based on specialty

Self-management and self-direction PM-controlled work

Simple, flattened organizations. No 
matrix

Matrix organizational with resource 
pools

Full dedication a team Resource sharing and part time 
“membership”



Want MORE of Want LESS of

Responsible Teams Single-Function Roles

Focus on Customer Documentation and “Contracts”

Teams that understand Requirements Dedicated Analysts

Team ownership, inspection and 
adaptation

“Best practices” and 
prescriptive manuals 

“Owning” “Renting”

Well understood existing/simple  roles 
and processes

Additional, vaguely defined roles and 
processes

Real Team vs. Fake Team
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How to Eradicate “Undone” Department
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Q & A
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