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The Unified Process, as presented in this book, is not the only word on this subject. Indeed, there are two other highly important things to say about it. First, it is a frame​work. It has to be tailored to a number of variables: the size of the system in work, the domain in which that system is to function, the complexity of the system, and the experience, skill, or process level of the project organization and its people. Second, this book, detailed as it may have appeared to you, is just an overview of the working process. Actually, to apply it, you need considerable further information. We discuss these two specializations of the Unified Process in the next two subsections. 

17.4.1 Tailoring the Process 

Software systems and products and the organizations that build them remain as diverse as ever. Consequently, while there are certain constants in the Unified Process, like the four phases and the five workflows, there are also numerous factors that vary. For instance, what should the relative length of the phases be? How many iterations are appropriate in each phase under different circumstances? At what point is the candidate architecture (or critical risk mitigation, baseline architecture, busi​ness case, and so on) sufficiently established? 

The answer to questions such as these depends upon the size of the system, the nature of the application, the extent of the project organization's domain experience, the complexity of the system, the experience of the project team, the level of capabil​ity of software management, even the degree to which the stakeholders can work together effectively. 

To take one example-if the system is relatively small, if the project team is experienced in the domain (has done earlier releases or similar products)-the incep​tion phase may be very brief. The team (and probably the stakeholders, as well) knows that there are no critical risks standing in the way of successful development. They know that a previously used architecture can be used again. The result is that a few days confirming the scope of the system and assuring that no new risks have appeared within the scope may suffice to complete the inception phase. 

To take another example-if the system is large, complex, and new to the project team, we can expect that the inception phase, as well as the elaboration phase, will be much longer and go through more iterations. 

The number of variations of these themes is as large as the number of systems to be built. That is where experience comes in. That is where the project manager is well advised to bring in the experience of other software people, as well as the knowledge of the stakeholders. You can "tailor the process" to fit your circumstances [3]. 

`17.4.2 Filling in the Process Framework 

The Unified Process presented in this book is only an overview to the process you need to manage a team of people working in concert. The book aims at providing practitioners and managers with an understanding of the process. It does not provide for team members the detailed guidelines that they need to guide their daily work. It names some of the artifacts the process creates/uses; there are others. It does not provide document templates. It does not identify all the different types of workers; there are more. It refers from time to time to the fact that tools can be a great help in carrying out the process. Indeed, much of the routine work involved in implementing the process can be carried by tools, and carried more quickly and accurately than by unassisted people. The book, however, does not detail what the tools are, which ones are used for what, and how to use them. Essentially, the book covers the basic ideas. It describes some workflows, some artifacts, some workers and some of their activi​ties, and the uses of the Unified Modeling Language. 

There is much more. For this highly developed version, you need the Rational Unified Process. This process product is an on-line searchable knowledge base amounting to about 1800 pages of material. It enhances team productivity by provid​ing each team member with productivity-enhancing guidelines, templates, and tool assistance for critical development activities. The process is integrated with Ratio​nal's tools. In fact, the tools and the process were developed together. The content is continuously updated. It is supported by a comprehensive set of courses. It is the basis from which mentors provide personal guidance. 

17.5 Relate to the Broader Community 

In addition to providing a more effective working environment within the project and more effective relations with users and stakeholders, the Unified Process provides a more satisfactory interface to the broader community: 

The educational community Educators and trainers can focus their courses on what students need to know to work in the Unified Process and to think and visualize in the Unified Modeling Language. 

The software community Architects, developers, and others can transfer between projects, and even companies, without a long period of adjusting to the new company's unique practices. 

The reuse community Projects can reuse subsystems and components more easily, because they are represented in the UML. 

The tools community Projects will be supported by more effective tools, because the larger market for the Unified Process provides better financial support for tool development. 

17.6 Get the Benefits of the Unified Process 

Firm up requirements early by evolving use cases in concert with actual users and process-engineering people; move from requirements to the later workftows (analy​sis, design, and so on) more effectively-because the Unified Process is use-case driven (Appendix C). 

Solidify what the project is to do; guide the project in the doing; provide a guide to future generations of the product. All this through a life cycle architecture that is understandable, resilient, robust, and evolvable for years to come-because the Uni​fied Process is architecture-centric. 

Learn from the experience of successive builds and iterations, both developers and stakeholders-because the Unified Process is iterative (Appendix C) and incremental. 

Minimize the possibility that critical risks will imperil the success of the project or that significant risks will jeopardize its budget or schedule-because the Unified Process is risk-driven (Appendix C). 

Improve the speed of the development process, reduce its cost, and enhance the quality of the product through the reuse of building blocks-because the Unified Process is component-based. 

Enable every member of the project team, as well as the stakeholders, to work in concert-because the Unified Process is more than a guide for individual developers, it is an engineered process. 

Having this process framework of phases, iterations, milestones, and assessments provides a number of points at which stakeholders can latch onto the development and find out what is going on. Knowing what is going on and informed by their knowledge of the application, stakeholders can feed back suggestions for system improvement. Most important, because the early phases consider key aspects such as architecture and risks, they can input their ideas while the project still has time to make good use of them. 

Based on 30 years of practical work, the Unified Process brings together the experience of several thought-leaders and experienced organizations. It is unified over many applications and techniques, such as 

"Visualize-able" The visual models and artifacts employed in the Unified Process are expressed in the Unified Modeling Language, leading to its many advantages, such as extensive software reuse and blueprints of the software. 

"Tool-able" The fact of a unified process and a standard language provides the financial support for more extensive tooling that, in turn, makes the process more effective. 

Tailorable It is a process framework, not a rigid process. It is specializable to different application areas and organizational needs. 

Extensible The Unified Process does not limit its users to a single way of carrying out an activity, for instance, risk analysis. Users may draw on other sources for guidance. What the Unified Process does is provide logical places in the process at which the activity, in this case, risk analysis, is to take place, basically "early" rather than "late." 

The Unified Process enables organizations in many ways. The most important is that it provides the way within which the project team can work together. Moreover, it provides the way within which the project team can work with users and with stakeholders. 

