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Abstract
Many people want the rigor of an industrial-strength process like the RUP but
aren't quite sure how to begin the process of tailoring it. At the same time, realworld schedule pressures often lead to an immediate need to get started with
requirements analysis and design for a project. This often leads to a dilemma:
"we want to get the process tailored correctly before starting a project, but we
need to start the project now".
At the same time, many organizations seek a streamlined process that can
immediately accommodate small to medium-sized projects but can be scaled up
for larger development efforts. ICONIX has been teaching such a streamlined
approach for several years. The ICONIX Process is described in detail in two
books: Use Case Driven Object Modeling with UML - A Practical Approach and
Applying Use Case Driven Object Modeling with UML -- an Annotated ECommerce Example, both by Doug Rosenberg and Kendall Scott, and in a
multimedia CDROM entitled Mastering UML with Rational Rose and the ICONIX
Process.
At the beginning of 2002, ICONIX set out to build a plug-in that carried the
minimalist, use-case driven, streamlined philosophy into the RUP environment.
We did so with the following goals:
•
•
•
•
•
•

Directly support the ICONIX Process as described in the books and
literature.
Help projects avoid Analysis Paralysis by adopting a minimal yet sufficient
subset of UML.
Install quickly and easily into RUP to allow for rapid "out of the box"
deployment.
Focus on "Requirements" and "Analysis and Design"
disciplines/workflows.
Allow for future expansion - for example driving use cases forward into
test cases.
Support an iterative and incremental delivery strategy without dictating the
increment size or timing of an iteration.

•

Provide a "quickstart" roadmap into the tailored process so that the user
has a starting point for initiating requirements, analysis, and design work
rapidly.

Why provide a pre-tailored instance of RUP?
The Rational Unified Process provides a customizable and extensible platform
for best practices. This allows project leaders to select from a wide assortment of
process components, enabling them to choose the component that best suits the
needs of their project, with a goal of achieving more predictable results by
unifying project teams with common processes that improve communication and
create a common understanding of all activities, roles, and artifacts.
RUP provides a comprehensive repository of best practices for large, small, and
medium projects, covering all aspects of the development lifecycle. In short, the
entire known theoretical universe of software development is in there,
somewhere. But, in many organizations, the wealth and diversity of process
options can create significant issues, because only a very tiny fraction of the
development community is able to take full advantage of the options available
inside the RUP. Stated another way, RUP is a process framework, not a process,
and thus requires tailoring. But many organizations lack the expertise (and the
time) to perform extensive process tailoring.
ICONIX Process is, above all else, a practical approach to software
development. One of the central principles that we try to follow is that “the
difference between theory and practice is that, in theory there is no difference
between theory and practice, but in practice, there is”. So we might describe the
theory vs. practice aspects of using the RUP as follows:
In theory, it’s a good idea to have a custom-tailored software process for your
organization and your project, but in practice, the need for tailoring can be in
conflict with the need to get projects moving right away. Many organizations
can’t afford the time overhead of process tailoring because external business
pressures often dictate project schedules.
Many organizations will accrue significant benefits, having a simple, easy-tofollow, use case driven process already pre-tailored out of the box. These
organizations, driven by project schedules dictated by real-world business
requirements, would like to get a quick start with RUP. The ICONIX QuickStart
Plug-In for RUP is a ready-made solution to this problem.

ICONIX Process – finding a simple path through the complexities of
software development

While starting from common roots with RUP and UML, ICONIX Process has
evolved over the past 10 years as a minimalist approach to development, based
on focusing in on the practical aspects of use case driven analysis and design.
That is, focusing on the key question of “How do we get from use cases to code”.

ICONIX focused its efforts in this particular area because it has been our
experience that this is where many projects get stuck and fall into “analysis
paralysis”. In 1995, ICONIX produced a 2 CDROM set entitled A Unified Object
Modeling Approach which pre-dated UML, and was based around the original
Booch, Rumbaugh, and Jacobson methods. After the UML standard was
developed, ICONIX Process was documented in book form in Use Case Driven
Object Modeling – A Practical Approach by Doug Rosenberg and Kendall Scott
(Addison-Wesley, 1999). This popular book has over 22,000 copies in print. It
provides practical guidance on how to drive object models from use cases, and
includes “Top 10 Errors” lists for key areas within ICONIX Process.
Over the past several years, ICONIX has conducted hundreds of “JumpStart”
training workshops, where the ICONIX Process is applied to a company’s real
project, thus giving the project a “jump start” on their UML/Rose modeling.
During the “dot-com” boom, demand arose for a generic “e-commerce” example,
in the form of an Internet Bookstore model. This model was then documented, in
book form, as a workbook that showed common student mistakes in modeling,
and the mistakes corrected. After adding 3 chapters on reviews (Requirements
Review, Preliminary Design Review, Critical Design Review) this was published
in book form as Applying Use Case Driven Object Modeling – An Annotated eCommerce Example (Addison-Wesley, 2001). The original “Unified Object
Modeling Approach” CDs were re-incarnated as Mastering UML with Rational
Rose and the ICONIX Process (originally Inside the ICONIX Process) during
2001, as well.

The ICONIX Process Roadmap

ICONIX Process uses a graphical roadmap to help developers find a path
through the various lifecycle phases. This roadmap diagram appears on the first
page of every chapter of Use Case Driven Object Modeling. A slightly more
detailed version of this diagram appears as the process roadmap diagram within
QuickStart, thus providing the 20,000+ readers of Use Case Driven Object
Modeling with a familiar map from which they can navigate the RUP disciplines
and workflows.

For those RUP users who are not familiar with ICONIX Process, the availability of
the books and multimedia tutorials will make it easy to follow the streamlined
process embodied in QuickStart. QuickStart contains links to all of these
resources.
The process roadmap diagram is a clickable map within the context of a
QuickStart/RUP installation, and the icons and arrows on the diagram hyperlink
to online versions of Top 10 lists from the book, and in selected cases the icons
link to video clips from the ICONIX multimedia tutorials that explain key
transitions between lifecycle phases.
As a RUP Plug-In, QuickStart is integrated into the RUP tree browser and RUP
pages completely. All of the ICONIX tailored portions of RUP, as well as the
remaining, untailored portions can be accessed via the tree browser as well.

Goals for QuickStart
When we set out to build the QuickStart plugin, we had a number of goals in
mind:
•

Directly support the ICONIX Process as described in the books and
literature.

We wanted QuickStart to allow people to work within a RUP/Rational Suite
environment and enjoy all the benefits of the comprehensive set of tools and
process knowledge available in that environment, yet at the same time, be able
to pick up a copy of Use Case Driven Object Modeling and get to work right
away.
•

Help projects avoid Analysis Paralysis by adopting a minimal yet sufficient
subset of UML.

ICONIX Process has been field tested and refined over hundreds of projects and
nearly ten years of experience in applying it. It reliably avoids “analysis
paralysis” while allowing projects to due true use case driven development using
a core subset of UML. Again, we wanted to bring our experience in getting
projects moving quickly and keeping them moving forward without getting stuck
into the RUP environment.
•

Install quickly and easily into RUP to allow for rapid "out of the box"
deployment.

Rational provides tools which make it possible to build a plug-in which installs
into the RUP and creates a tailored process instance. Our goal was to do a
clean implementation that followed all the rules and maximized compatibility with
Rational Suite, without causing installation headaches for users.
•

Focus on "Requirements" and "Analysis and Design"
disciplines/workflows.

Getting from requirements through analysis and design, and into code is the core
expertise that ICONIX has to offer. We’ve found that when projects are able to
do a good job with these disciplines, that they generally have few problems at the
implementation level. So it was natural for QuickStart to do the majority of its
process tailoring within those disciplines.
•

Allow for future expansion - for example driving use cases forward into
test cases.

ICONIX has been researching the problem of driving test cases from use cases
for several years. Some of this work has been done in collaboration with
Rational – see the upcoming TestGen reference project on the Rational
Developer Network for details. In the interest of getting QuickStart completed
quickly, and for compatibility with the existing books, we elected to not include
this in the first release of the QuickStart plugin, but rather to save it for a future
release. Contact the authors (doug@iconixsw.com, jeff@iconixsw.com) directly if you’d
like more information on Use Case Driven Testing.
•

Support an iterative and incremental delivery strategy without dictating the
increment size or timing of an iteration.

The steps within the ICONIX Process work with an incremental delivery strategy
without dictating the increment size: that is, use cases are written for those
scenarios that will be implemented in the current incremental build.
•

Provide a "quickstart" roadmap into the tailored process so that the user
has a starting point for initiating requirements, analysis, and design work
rapidly.

ICONIX Process uses a graphical “roadmap” of activities within the use case
driven object modeling process. This diagram has been enhanced and has been
implemented as a “clickable map” within QuickStart. This roadmap provides an
overview of the tailored process and links to the disciplines, roles, artifacts, and
guidelines in the process. The roadmap points the project team to a “jumpstart”
set of activities that are used to get the project going quickly.

Details of the process tailoring
QuickStart creates a development case of RUP 2002 with pre-configured
streamlined versions of the Business Modeling, Requirements, and Analysis and
Design disciplines.
The majority of the ICONIX Process tailoring is in the Elaboration Phase. The
Elaboration Phase is sub-divided into three sub-phases that roughly correspond
to the Requirements Discipline and the Analysis and Design Discipline as
performed in the RUP Elaboration Phase. (Note: The ICONIX Process does
distinguish between the name of a discipline and a phase. This is largely
semantics, since the ICONIX process presumes all phases/disciplines are
incremental and iterative as necessary.)
The Requirements and Analysis and Design Disciplines have been tailored rather
extensively to streamline these disciplines down to their essential core. Each
major artifact from the Requirements and Analysis and Design Disciplines, as
well as the major requirements and design reviews, have additional guidelines in

the form of “Top 10 Errors” lists. The Business Modeling discipline has been
completely subsumed into the Requirements Disicipline with the incorporation of
the Domain Model into the latter.
Here’s an example Top 10 List from Use Case Driven Object Modeling, which is
available from QuickStart/RUP:

The Top 10 Sequence Diagramming Errors
10. Don’t do a sequence diagram for each use case.
9. Don’t put the use case text on the sequence diagram.
8. Don’t identify all of the necessary objects first, on a robustness diagram.
7. Don’t provide a visual trace between the use case text and the message arrows.
6. Don’t show plumbing; instead, keep your sequence diagram at a high level of
abstractions.
5. Turn your sequence diagram into a flowchart instead of using it to allocate behavior
among objects.
4. Don’t focus on interesting methods (real software behavior), as opposed to getters
and setters.
3. Don’t think carefully about the origins of the message arrows (or, which object is in
control at any given time).
2. Don’t follow basic principles of responsibility-driven OOD when allocating behavior by
drawing message arrows.
1. Don’t update your static model as you go by building local class diagrams for each
package of use cases.

QuickStart provides discipline activity flows and details, guidelines, and
templates for creating the Domain Model (normally in the RUP Business
Modeling Discipline, but incorporated into Requirements Analysis within
QuickStart), the Use-Case Model, the Robustness (Analysis) Model, and the
Design Model (interactions, subsystems, packages, classes, and interfaces).
The plug-in provides activity details and guidelines for the Requirements Review,
the Preliminary Design Review, and the Critical Design Review. Finally, a
streamlined template for Use Case Specifications is provided in both html and
word template formats.

How was the RUP tailoring accomplished?
Prior to RUP 2002, the only way to tailor RUP was to directly edit the RUP html
pages, templates, guidelines, and concepts. It was also possible to edit the tree
browser files. This tailoring process was documented in the Process Engineer
section of the RUP. Unfortunately, this tailoring process was somewhat difficult
and created a maintenance issue when a new version of RUP is published.
With RUP 2002, Rational provided a more comprehensive and automated
tailoring vehicle, via the Rational Process Workbench and the RUP Builder tool.
Using the RPW (a Rational Rose add-in), the Process Engineer can use UML to
visually model the process in terms of its objects (process, discipline, workflow
detail, activity, artifact, role) and associations (responsibility, participant,
aggregation). ICONIX used the RPW to model the tailored RUP/ICONIX Process
for QuickStart.
Each of these process model objects can also have associated external content
documents (guidelines, templates, and roadmaps ) in a separate but linked
library. The tailored documents (Top 10 Guidelines, RoadMap, Use Case
Specification Template) were incorporated in this fashion, and linked into the
model with RPW.
Next, we created implementation components for realizing these objects and
associations, and then published the tailored process to a distribution file for RUP
Builder, again using RPW. This file, called a RUP Builder Configuration File
(.cfu) was tested using RUP Builder to ensure that the published RUP web site is
correctly tailored.
The plug-in is delivered as a RUP Builder Configuration File (.cfu), plus an
associated ReadMeFirst.html file, in a zip archive. These files are all the Process
Engineer needs to deploy QuickStart into an existing RUP installation. Using the
RUP Builder tool installed with RUP or with Rational Suite, the .cfu file is loaded
into a RUP Builder repository, where it can be published as a fully tailored web
site in the user’s location of choice. Users can have both standard (untailored)
RUP and RUP with QuickStart installed on the same machine.

Conclusion
The question of “how much process is needed” for an organization or a project
has been the subject of much debate for a long period of time. Some
organizations opt for more formality and rigor, while others aim for a more
minimal approach in order to maximize “agility”. While sharing common roots
with RUP, ICONIX has targeted “minimal yet sufficient” as a defining philosophy
for the last decade, and has done so with a strong focus on being pragmatic; that
is, favoring practical solutions over theoretically elegant ones.

Fortunately for the industry, Rational has developed the RUP as a configurable
process framework, and has recently provided new tools which help to realize the
potential of RUP’s configurability. ICONIX has leveraged these tools and fully
integrated our proven, time-tested, minimalist, use case driven approach into the
RUP environment with the QuickStart plugin. We hope and believe that the
availability of QuickStart will make it easier for organizations to get started using
RUP, and to avoid analysis paralysis along the way; in short, to become more
agile without sacrificing the industrial strength, rigorous practice benefits that
come with RUP.

