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introdUCtion 
hiStOry Of CaSe maNagemeNt
Single Application Systems – First Generation 
the early case management years (mid-1980s) were dominated by 
systems designed to support single areas of work. solicitors were 
able to purchase a conveyancing system, a debt recovery system, 
a personal injury system, and so on. at that time, the concept of a 
“case management” system did not exist. However, these single 
application systems performed the exact same activities that 
are now governed by modern day case management systems: 
reminders, document assembly, to-do lists, and case histories.

Generic Case Management Systems – Second Generation
the early 1990s saw the emergence of case management systems 
as we know them today. Case management systems are generic 
tools that allow firms to use the technology for different types of 
work. Customers can purchase a case management system and 
perhaps some application-specific templates from a supplier, and 
then tailor the system to reflect their unique working practices and 
business structure. in this manner, a single system would support 
the residential property department, the litigation department, and 
the commercial leasing department, for example.

Knowledge-based Case Management – Third Generation
some case management systems now not only support the efficient 
processing of legal work but also show the links between the entities 
involved in each case from multiple view points. Envision™ from 
thomson reuters Elite is one such system. the underlying database 
holds normalised data such that an entity can be assigned different 
but appropriate roles as desired. For example, a user may enter 
mr. Jones into the database, and then assign him the role of debtor 
in one case and expert witness in another. thus, users are able to 
view information from multiple angles: show me all conveyancing 
sale cases, show me all cases where mr. Jones is a debtor, show me 
all the pL cases where mr. Jones is the associated expert, etc. this 
capability assists users, allowing them to identify trends and make 
decisions based on the information the system captures as the firm 
uses it to process work.

CaSe maNagemeNt, WOrkfLOW, aNd VOLume WOrk
in a legal technology environment, the terms “case management” and 
“workflow” are often viewed as being interchangeable. they are 
not, although it is easy to see why they appear to be synonymous. 
Case management systems use workflow technology to take 
the user from the first to the last step of a process. this is true in 
volume areas of legal work, which involve a set of sequential steps 
and where one case is very much like the next (e.g., debt recovery). 
Case management systems are often viewed as the sole domain of 
volume areas of legal work. it is this perception that adds weight to 
the case management/workflow view of the technology. Yet, if we 
analyze exactly what the case management system is doing in the 
first step of a process, we see that the system actually performs the 
following tasks:

•	 	Uses	pop-up	boxes	to	question	the	user	and	captures	case	 
specific information

•	 	Creates	a	task	list	based	on	the	way	the	user	answers	the	questions	
and the type of work initiated

•	 	Assembles	documents	using	a	precedent	library	and	the	data	
relevant to the case that is held by the system

•	 	Captures	time

•	 	Creates	bills

•	 	Performs	internal	and	external	communications	using	email,	SMS,	
letters, etc.

•	 	Escalates	cases	if	critical	actions	are	not	carried	out

•	 	Sends	and	receives	data	from	third	party	systems	 
(e.g., practice management systems, ms office, Lms)

•	 	Creates	knowledge	(see	above)

•	 	Creates	Management	Information

•	 	Allows	external	online	access	to	case	information	via	a	client	portal

all of the above activities can be controlled by prescriptive workflow. 
However, in many work types, this level of system intervention is not 
appropriate. Whilst each of the above activities may be applicable 
at some stage of the case, it is the user who decides when, not the 
system. due to the nature of the work, the system cannot know in 
advance when each task will be initiated.

termiNOLOgy tO Break the LiNkS
today’s competitive market and increased regulation mean that 
many of the UK’s leading law firms are revisiting their stance on 
workflow solutions and considering them for their high value 
corporate and commercial practice areas. progressive law firms have 
recognised that if they are able to successfully streamline their 
business processes for all matters, they will be rewarded. such 
rewards include increases in profits, improved leverage, consistently 
high quality service, and the ability to outperform competitors. this 
shift in thinking has resulted in many leading law firms implementing 
workflow solutions focused on managing distinct phases of their 
matters, including matter inception, amL checks, risk management 
assessments, task and resource management, escalation procedures, 
client communication, matter closure, and know-how reviews. 

this growing demand for more commercially-focused workflow 
solutions has also occurred at a time when the traditional, high-
volume case management market has become increasingly 
saturated. Case management is now in a similar buying cycle to the 
practice management systems (pms) market. the law firms that 
need a case management system have one. Case management new 
business wins are usually attained when a firm decides it wants to 
change its system.

to respond to the developing demand for commercially oriented 
workflow solutions and in a bid to shrug off the unhelpful association 
between the phrase “case management” and high-volume legal 
services, the market has coined a new phrase: matter management.
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mattEr managEmEnt
What iS matter maNagemeNt?
matter management systems (mms) are in effect case management 
systems marketed for wider use than volume-based legal work. By 
using the word “matter” instead of “case” the distinction has been 
made by the suppliers, and seemingly accepted by the market, that 
mms is a technology for firm-wide deployment.

the Envision mms is made up of a number of key components: 

•	 	Task	List	Template	Designer

•	 	ScreenBuilder

•	 	Document	Data	Enabler

•	 	Document	Management	System

•	 	Envision	Resource	Manager

•	 	Workflow	Designer

•	 	Email	Alerts

•	 	Email	Listener

•	 	Envision	Automator

•	 	Time	Recording

•	 	Envision	Reporting/KPIs

•	 	Envision	Xtra	(Client	Extranet	module)

•	 	Envision	Xtreme	(PDA	module)

With these tools, Envision is ideally suited to managing a matter. 
the system not only provides the tools to carry out the work, it logs 
who has performed what task and when it was performed. Envision 
also provides clients with online access to their matter information 
and provides different sets of users with useful and timely mi. Finally, 
it captures all time spent on the matter as well as financial data 
which is then available to the finance system in place (which can be 
Envision or a different financial system). For years, Envision has been 
delivering mms functionality as part of its practice management 
system. do other pms offerings contain this type of functionality? 
Whether they do or not, it is clear that different types of suppliers—
such as case management suppliers and practice management 
suppliers—are fighting for the same market space.

What iSSueS dO mmS addreSS?
Let’s set aside for the moment the question of which type of suppliers 
are best placed to provide mms and rather focus on the issues  
mms address.

Case management systems were forced on users because firms 
realised that the only way to profitably carry out volume work was to 
systematise as much of the work as possible, thus driving down the 
cost per case. today, lawyers, paralegals, and support staff are far 
more comfortable in front of technology than they were a decade 
ago. they use more and more applications at work and at home. 
pushing out administrative tasks to fee-earners via technology is 
now viewed positively, as it puts 

control in the hands of the people who interact with the clients. in 
addition, if the supporting technology is intuitive enough, it speeds 
up client communication whilst ensuring that quality is maintained.

the key things mms should be aimed at are the following: 

•	 	Quality:	knowledge	influences	documents	and	processes

•	 	Standardisation:	users	can	only	utilise	what’s	in	the	system

•	 	Risk	management:	system	minimises	chance	of	somebody	
dropping the ball

•	 	Issues	with	support	staff	turnover:	“how	to”	is	in	the	system,	not	
people’s heads

•	 	Compliance:	system	ensures	adherence	and	firm	can	implement	
processes to reflect changes in compliance requirements over time 
(iso, sLa, Lexel, etc.)

•	 	Complaint	management:	system	ensures	that	complaint	
management is a process, putting users in a better position to find 
out what actually happened

•	 	Client	communication:	system	provides	a	portal	that	includes	
comprehensive matter histories

•	 	Entity	relationships:	system	helps	users	see	trends	and	presents	
different views of case data

hOW dO mmS tOOLS addreSS the iSSueS?
the tools inherent in the Envision mms are described above. to be 
effective, the tools should be used to:

•	 	Manage	emails

•	 	Assemble	and	route	documents	(history,	versioning,	status,	
routing, and workshare integration as well as interwoven 
integration)

•	 	Improve	client	responsiveness	by	providing	quick	access	to	client	
info through a portal

•	 	Pull	together	other	systems	(e.g.,	practice	management	systems,	
database management systems, customer relationship  
management systems)

With Envision, the tools can be displayed on a single screen, 
providing a comprehensive view of a matter including pms 
information. Envision tools are easy to use and intuitive. they are 
embedded in ms office and have active directory integration so they 
can all be accessed with a single sign-on.

WhO iS BeSt PLaCed tO PrOVide mmS?
as the diagram below illustrates, there is a convergence of different 
niche technologies around the mms area. Ultimately, if the client is 
looking for a single technology that facilitates their client/matter 
data, document, email, time recording, client access, and billing and 
accounting needs, then a single-solution vendor is best placed to 
provide their matter management solution. if existing technologies 
are in place, a vendor with integration skills is best placed to provide 
the solution. in this latter case, vendors will have the natural “hooks” 
into third party systems and understand how matter management 
fits into the overall software architecture of a firm.
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For more information about Envision, please call +44 (0) 131 555 9700 (U.K.) 
or +61 (2) 9016 3100 (Australia) or visit envision.elite.com.

ConCLUsion
as this paper shows, although case and matter management 
solutions share similarities, they are different. Case management 
provides end-to-end workflow capabilities most likely of interest 
to volume-based firms. matter management provides control 
of individual components within a case and controls the overall 
efficiency and management of the transaction. thus, matter 
management is likely to be of interest to all firms.
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