
 

 

 



Page 1 

Executive Summary ..................................................................................................................................................................................................... 2 

Case Management: Familiar To Enterprises But Moving Beyond Current Thinking ................................................................ 2 

A Look Into The Future: What Enterprises Want From Case Management ................................................................................ 16 

Appendix A: Methodology ..................................................................................................................................................................................... 17 

Appendix B: Demographics .................................................................................................................................................................................. 17 

Appendix C: Endnotes ............................................................................................................................................................................................. 21 

© 2010, Forrester Research, Inc. All rights reserved. Unauthorized reproduction is strictly prohibited. Information is based on best available 

resources. Opinions reflect judgment at the time and are subject to change. Forrester®, Technographics®, Forrester Wave, RoleView, 

TechRadar, and Total Economic Impact are trademarks of Forrester Research, Inc. All other trademarks are the property of their respective 

companies. For additional information, go to www.forrester.com. [1-H9X2QV] 

 

 

 

 

 

 

 

 

 

http://www.forrester.com/consulting


Page 2 

In conducting in-depth surveys with 155 case management influencers and decision-makers from the US, UK, 

Australia, and India, we found a clear recognition that older process automation approaches based on old mass 

production concepts are no longer adequate in an era of people-driven processes, and that case management 

has moved well beyond the traditional views. Responses to our survey validated that more enterprises must 

tackle smart jobs, encompassing more skilled workers who must accomplish a greater variety of tasks with 

relatively fewer resources. Now these ad hoc, human-driven process flows rival production and straight-

through process types, yet they receive far less attention and funding than more structured processes. Key 

drivers include an increased need to manage the costs, risks, and customer experience and new demands that 

regulators, auditors, and litigants place on businesses to respond to external regulations. Yet, cross-

departmental issues and integration top the list of case management challenges, while current systems lack 

agility and business-side control. 

Case management in the traditional sense is a well understood and mature process discipline at 79% of firms 

surveyed, yet understanding often depends on a person’s background. If you say “case management” to many 

business people, they immediately think about social workers’ case files or attorneys’ cases. If you say “case 

management” to someone who works in a government agency providing and processing information all day, 

they will most likely understand exactly what you mean. And if you say “case management” to a business 

process professional who has done a lot of work with document management, document imaging, retention 

management, and other types of unstructured information, the person will nod in understanding and know 

exactly what you are talking about.  

But despite these differing views, survey data collectively viewed points to a new meaning for case management 

— one that moves from a “replace the paper file” mind set to a view that companies’ basic approach to processes 

has changed and new ways to improve processes require a new way of thinking and new support tools. Our 

survey shows a clear recognition that older process automation approaches based on old mass production 

concepts are no longer adequate in an era of knowledge worker processes that benefit from autonomous 

decision-making and highly social collaborative tools. Forrester defines case management as: 

Case management is a semi-structured, but also collaborative, dynamic and information-
intensive process that is driven by outside events and requires incremental and progressive 
responses from the business domain handling the case. Examples of case folders include a 
patient record, a lawsuit, an insurance claim, or a contract, and the case folder would include 
all the documents, data, collaboration artifacts, policies, rules, analytics, and other information 
needed to process and manage the case.  
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The concept behind case management is far from new. In fact case management was a known and mature 

process discipline at 79% of firms surveyed, which either had used case management tools for several years or 

were at least aware of the concept (see Figure 1). In addition, 40% of surveyed firms had used case management 

tools for over five years (see Figure 2).  

 

40%

39%

14%

6%

1%

We have been using case management tools for several 
years. We use business process management (BPM) or 
workflow tools and employ case process experts, content 

management, and analytics to manage case work

Case management is a known concept and we have various 
tools and custom apps supporting our case workers

The term is known but we have limited implementation 
expertise and process maturity

The term is not generally known within our enterprise. We 
have paper-based processes with no case management 

software support

Don’t know

“What is your organization‟s maturity relative to case management in terms of experience, process, 

training, and installed case management products?”
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As everyone knows, developed countries are manufacturing less as factories get relocated to China and other 

lower-wage economies. Meanwhile, businesses in the developed world are busy applying Lean Six Sigma and 

business process management (BPM) approaches to automate work in non-manufacturing parts of the business. 

Companies in the services sector have caught onto this idea and are also applying proven methodologies, like 

Lean and Lean Six Sigma to back-office and front-office processes. As a result of these continuous improvement 

initiatives, more heads-down, mass-production-style clerical activities that add limited value are being 

eliminated through automation, continuous improvement, or the rethinking of job assignments.  

Instead of work being parceled out to a sequential progression of service workers on an imaginary assembly line 

(in homage to Henry Ford and mass production), workers in smart jobs must manage a “case” from start to 

finish. That case may be a loan request, a benefits claim, or a disability claim at the Social Security 

Administration, but the common thread across these cases is that the case worker handles more of the work. In 

short, the workforce has shrunk; the sheer amount of information handled by a single worker has increased. 

This is in sharp contrast to an old and outdated mass production approach where small pieces of the job are 

done by passing work “down the line” to a plethora of employees doing routine work. This gradual shift in how 

work gets done paves the way for dynamic case management by moving the focus from the old-style workflow 

40%

35%

19%

4%

3%

More than five years

Two to five years

Less than two years

We have plans to deploy case management 
tools

We have no plans to deploy case 
management

“For how long have you been using software tools to service case management needs?”
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to more exception- and event-based activity. Predictable, highly repetitive work will be handled as much as 

possible through straight-through processing that the worker doesn’t see or touch. 

Responses to our survey validated these macro trends that affect information management: Surveyed firms 

reported that their business processes must increasingly tackle smart jobs — those encompassing more skilled 

workers who must accomplish a greater variety of tasks with relatively fewer resources (see Figure 3). Skilled 

workers also report a significant challenge in the form of information overload and blame the reduction in 

resources that has increased the sheer amount of information that must be managed. 

 

Forrester asked respondents to distinguish between three types of processes: those that are straight through or 

system to system, such as routine property and casualty insurance claims that are handled as a straight-through 

process with limited human intervention; those that are well-structured production processes, controlled by 

software but involving humans, such as order administration; and those that are semi-structured processes 

driven by knowledge workers (such as case management). Forty-seven percent of surveyed firms estimated 

61%

48%

32%

28%

26%

26%

15%

9%

We have more skilled workers who must accomplish a greater 
variety of tasks with relatively fewer resources

As our workforce has shrunk, the sheer amount of information 
handled by a single worker has increased

Our jobs today are less structured, more ad hoc, more exception-
and event-based, and they require more skills and interaction with 

other specialists

Instead of work being parceled out to service workers on an 
assembly line basis, more and more our staff will manage a "case" 

from start to finish

Our decision-making ability is hampered due to information overload 
and poor insight into work processes

We just don’t have enough people to get the job done

Social networks and tools have made their way into business usage, 
putting the burden for even more collaboration on workers who are 

already stressed out and juggling too many unintegrated tasks

Our iWorkers have been bombarded with new tools and are 
expected to blog, tweet, and use social networks to interact with 

customers, and we have no rules or training to help them

“Select the descriptions below that best describe your staffing and human issues in your organization.”



Page 6 

that a significant percentage (between 21% and 60%) of their processes were of the latter type — that is, case 

management-type processes (see Figure 4). Furthermore, these process types get less IT attention and overall 

corporate investment (see Figure 5). Not surprisingly, 48% of iWorkers (i.e., employees who use a computer at 

work and are between the ages of 18 and 70) have no dedicated case management application, and these are the 

most skilled workers in the company, responsible for development of intellectual property and handling more 

complex issues (see Figure 6).  

 

33%

37%

41%

38%

32%

36%

15%

15%

16%

11%

8%

5%

3%

8%

1%

Production

Case management – ad hoc and 
human driven

Straight-through processes

20% or lower 21 to 40% 41 to 60% 61 to 80% Over 80%

“Organizations have three types of processes: those that are straight through, or system to 

system; those that are well-structured production processes, controlled by software but involving 

humans; and those that are semi-structured processes driven by knowledge workers (i.e., case 

management). Please estimate the percentage of each process type in your organization.”
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33%

19%

15%

46%

35%

55%

21%

46%

30%

0% 25% 50% 75% 100%

Case management – ad hoc 
and human driven 

Straight-through processes

Production 

Very little IT focus and investment in supporting technology

Moderate IT focus and investment in supporting technology

Significant IT focus and investment in supporting technology

“For each of these areas, please characterize the amount of IT focus and investment in supporting technology 

and process improvement.” 
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Surveyed companies viewed today’s case management as insufficient for tomorrow’s business process 

challenges. Respondents raised concerns that business processes of the future must support shifts in 

regulations, customer expectations, cross-department process coordination, and worker demands that require 

more ad hoc and collaborative exception management.  

Emerging case management platforms and solutions address many of the challenges faced by enterprises, the 

most of important of which is the difficulty of promoting communication and knowledge sharing among experts 

and managers to improve the handling of cases, particularly given the dependence on shrinking pockets of 

critical expertise at most firms. This was followed by the continued difficulty in managing information growth 

and switching among siloed information sources caused by the increasing channels and complexity of products 

and services. Difficulty in responding to regulatory requirements/controls was also a significant challenge for 

enterprises surveyed (see Figure 7). 

Our iWorkers have 
a dedicated 

application that 
integrates case 

content and case 
rules, including 

task lists and 
calendar support 

52%

There is no 
dedicated case 

management tool. 
Our iWorkers use 
email and various 
repositories and 

applications to get 
the work done

43%

Our iWorkers have 
an ad hoc, mostly 
manual process

5%

“Which of the following best describes your organization‟s support of the iWorker or case worker to improve 

case management?”
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It’s difficult to change the mindset of business and IT about how processes should execute. As confirmed by this 

survey, skill sets are limited and in high demand, and resources are constrained due to downsizing. Yet, forces 

continue to push businesses toward new process thinking that is more dynamic and more predictive, with a 

greater customer focus and with emphasis on customer service and reducing errors. 

 An increased focus on customer service and project management. All businesses make mistakes, but it is 

how they are handled that will differentiate companies over time. Basic service levels have become 

commoditized, and it’s increasingly about the exceptions or problems. Case management software, for 

example, captures complaints and automatically schedules and prompts concerned departments, reports 

on complaint details, and fully manages related content.  

 Improving quality metrics. Quality was considered one of the top case management goals and a way for 

firms to measure the success of case management initiatives. This was followed by lower costs of 

acquiring and servicing customers. Most of the metrics cited highly measure some form of customer 

satisfaction (see Figure 8). 

23%

16%

15%

14%

13%

8%

6%

5%

17%

19%

8%

14%

11%

12%

10%

7%

14%

10%

12%

10%

14%

13%

13%

8%

4%

12%

7%

14%

10%

10%

8%

6%

Improve customer service with more rapid and targeted interactions 

Promote communication and knowledge sharing to improve 
communication with experts and managers needed to resolve a 

case

The continued difficulty in managing information growth 

The difficulty in responding to regulatory requirements/controls 

The lack of f lexibility to respond to opportunities or threats 

The complexity in making accurate business decisions on a timely 
basis 

Lower costs through reduction of paper, fax, manual searching and 
filing, and other non-value-added activity 

The inability to consistently adhere to critical policies and rules 

1 2 3 4

“Please rank the following challenges in terms of importance in achieving your organization‟s case 

management goals. Rank up to four.”
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 Lower service costs. Decreased cost of servicing and acquiring customers and managing incidents or 

investigations ranked second as a measure of success for planned case management efforts, with 58% of 

respondents selecting this category. This is consistent with both current-business-cycle and continuous 

improvement initiatives that Forrester reviews. In addition, lowering service costs was the second most 

cited challenge by respondents, with 59% reporting the need to better manage the expense of supporting 

customers for loans, claims, and benefits (see Figure 10). 

 

Surveyed companies view case management as applying to a broader set of use cases. Respondents indicated 

that case management is not just limited to legal, social work, and government cases but may apply to a variety 

of use cases. Case management projects that organizations plan to evaluate or deploy in 2011 included specific 

projects that require a high degree of collaboration; investigative case, where enterprises know they will receive 

hundreds of requests a year to provide information to citizens, regulators, board members, and outside 

auditors; incident management, where an event such as the simple submission of a complaint or an unexpected 

accident can trigger a case process to keep track of actions, coordinate people, use rules for escalation, and 

67%

58%

48%

48%

39%

24%

20%

3%

6%

1%

Error reduction or quality metrics

Lowered cost of servicing and acquiring 
customers, managing incidents, or investigation

Customer loyalty/retention metrics 

Quality of service metric 

Increased revenue

iWorker satisfaction data

Reduction of support needed from IT resources 

Other

None; we do not formally measure case 
management success 

Don’t know

“How does your organization measure case management success?”



Page 11 

document the process; and finally, service requests that resolve customer service issues and related exceptions 

(see Figure 9). A broader view is evident in non-traditional opportunities for case management. Increasingly, 

case management is being integrated with enterprise applications like customer relationship management 

(CRM) systems to coordinate knowledge across customer channels and allow more rapid and cost-effective 

response, with a goal of improving customer service. Adverse drug reactions in the pharmaceutical industry are 

another target as firms struggle with increased regulatory filings and the need to coordinate internal resources 

for rapid response. And finally, health care reform is pushing health payers and providers to take a fresh look at 

care management, particularly for chronic cases. 

 

The current economic crisis requires even greater regulatory oversight, which increases pressure on business 

processes and process technologies and places a sharp focus on transparency.1 Reacting to the poor decisions 

leading up to the credit and market crises, the emphasis going forward will be on process insight, predictive 

analytics, and control. Respondents confirmed these concerns when asked what challenges for managing cases 

best described their organization. New demands from regulators, auditors, and litigants topped the list (see 

50%

43%

43%

35%

10%

8%

Project management processes that include a high degree of  collaboration for decision-
making

Investigative: where business and government will respond to requests to provide 
information to citizens, regulators, board members, and outside auditors

Service request case processes manage a customer or citizen interaction such as 
claims or loan originations, or government assistance 

Incident: where an event can be the simple submission of  a complaint or an unexpected 
accident can trigger case processing 

None; we do not have any case management initiatives planned for 2011 

Don’t know

“What types of case management projects to support the iWorker does your organization plan to evaluate or 

deploy in 2011?” 
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Figure 10). In fact, providing the right information, at the right time, and in the right context — in time for 

business people to take preventive action — will be the hallmark of the next phase of compliance. Case 

management is suited to this new regulatory and business risk management environment to manage enhanced 

and more decentralized authority. For example, investigation into the Securities and Exchange Commission’s 

(SEC) Bernie Madoff debacle concluded that field investigators would benefit from fewer management layers 

and more autonomous inquiry powers.2 With this trend, businesses of all sizes will have to respond to more 

frequent requests of a wider variety, and they may follow increasingly random patterns. Without case 

management, this new round of compliance will be hard to tackle on a wide scale. 

 

For most organizations, the greatest challenge to achieving case management business goals is the inability to 

coordinate activities across departments or business units. The customer experience in insurance, for example, 

is defined by the cross-departmental interaction across submission, underwriting, policy development, claims, 

and customer service. Cross-department activity — or lack thereof — often creates bottlenecks and information 

61%

59%

50%

29%

15%

New demands that regulators, auditors, and litigants 
place on businesses to respond to external 

regulations

An increased need to manage the costs and risks of 
servicing customer requests — like loans, claims, 

and benefits

A greater emphasis on automating and tracking 
inconsistent "incidents" or events that do not follow a 

well-defined process

New pressure on government agencies to respond to 
a higher number of citizen requests

The increased use of collaboration and social media 
to support unstructured business processes

“What challenges for managing cases best describe your organization?”
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blackouts and necessitates non-value-added activity such as data entry and searches for information due to 

incompatible systems, all of which provide a less valuable and more costly customer experience. The second 

biggest challenge is the ability to integrate with key information systems, where important data — structured 

and unstructured — is maintained. These deployment challenges were far ahead of a business’ ability to change 

aspects of the case process or gain acceptable ROI for a case project. The barrier appears to be the 

organizational and technical ability to push the process to broader enterprise efficiency (see Figure 11).  

 

Advanced case management platforms are built on BPM and enterprise content management (ECM), plus they 

incorporate collaboration with social features. They feature predictive analytics, business activity monitoring, 

complex event processing, and business rules, and they use the power of BPM/service-oriented architecture 

(SOA) to support agile development, rapid deployment, and continuous improvement. But how important are 

these capabilities in terms of business-side control? We found that current case management capabilities are 

largely developed, maintained, and changed by IT and lack strong business-side control (see Figure 12). 

27%

23%

21%

17%

12%

1%

28%

17%

17%

20%

12%

14%

21%

14%

18%

19%

1%

Organizational: the inability to coordinate case 
efforts across business units

The effort to implement new case solutions and 
integrate important information sources for case 

management

Inability to allow iWorkers and case designers to 
make changes to case management processes

Reliance on custom-built solutions that lack agility

Lack of tangible ROI to obtain budget for 
revamping current case management 

approaches

Other

1 2 3

“For your organization, what do you think are the greatest challenges to achieving case management 

business goals? Please rank up to three in order of importance.”
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It takes a long time for even simple changes. One important goal of the next generation of case management 

solutions is to have the business make changes to business rules, work processes, and outbound content 

through an “English-like” non-programmatic interface. The main reason? Time. We asked about how much time 

(in days) typical changes require in firms’ process/case management systems, based on the average time 

between identification of the requirement for change to the implementation of that change in their systems. 

Respondents reported that it takes 40 to 50 days to change rules, process models, reporting, and document 

output (see Figure 13). 

23%

27%

29%

33%

34%

45%

30%

23%

35%

28%

24%

28%

23%

24%

22%

26%

18%

17%

18%

20%

12%

10%

17%

6%

5%

6%

2%

3%

7%

3%

0% 25% 50% 75% 100%

Updating workflows or process models

Updating document formats/templates and forms

Updating regulatory features such as audit, report, and 
analytics

Updating timing, channel, format, and/or content sent to 
customers

Tailoring the individual user's screens and online 
workplace

Updating business rules and data (including integration of 
new data)

1 = Always requires IT support 2 3 4 5 = Requires no IT support

“On a scale of 1 to 5, where 1 = „Always requires IT support‟ and 5 = „Requires no IT support,‟ how 

does your organization support the following?”
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In this study, Forrester conducted an online survey of 155 case management influencers and decision-makers in 

the US, UK, Australia, and India to evaluate the current state of case management. Questions provided to the 

participants asked about the challenges surrounding their organizations’ case management issues and how to 

achieve their organizations’ case management goals. The study began in June 2010 and was completed in 

August 2010. 

 

United Kingdom, 
34%

United States, 46%

Australia, 12%

India, 8%

“In which of the following countries do your responsibilities for your organization reside?”
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50%

20%

14%

7%

4%

3%

1%

1%

Financial services

Public sector: state and local government 
agencies

Healthcare provider

Insurance (P&C)

Utilities, energy, and telecom

Manufacturing (e.g., chemicals, food and 
beverage, textiles)

Healthcare payer

Retail and wholesale

“Which of the following best describes your company‟s industry classification?”

32%

18%

10%

10%

10%

6%

5%

5%
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Operations

Finance/accounting

IT

Customer service

Sales

Line of business

Human resources/training

Advertising or marketing

Legal

59%

21%

14%

6%

Manager or director

Team lead

Senior executive, vice president

Individual contributor

“Which of the following most closely describes your job level?” “Which of the following most closely describes your current 

position/department?”
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46%

28%

25%

I directly manage or influence one or more 
case-management-related functions for my 

organization (e.g., account, customer, or citizen 
correspondence, eService notices, proposals, 

or marketing/campaign materials)

I directly manage some or all case 
management processes/services for my 

organization

I influence the direction of case management 
processes/services across my organization 

(e.g., account, customer, or citizen 
correspondence, eService notices, proposals, 

or marketing/campaign materials) 

“Which of the following statements best describes your involvement with case management?”
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19%

54%

27%

I am an iWorker and communicate directly 
advising clients, patients, or citizens

I manage iWorkers who directly 
communicate/advise clients, patients, or 

citizens

I am an iWorker who has responsibility related 
to our overall case management strategy, 

marketing, and projects

“What is your role in case management related to iWorkers in your organization?”

25%

24%

12%

40%

1,000 to 4,999

5,000 to 9,999

10,000 to 19,999

20,000 or more

“Approximately how many employees work for your company, organization, or agency network?”
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1 Legislation has passed to increase regulations and revive the financial services sector, and now regulators will 

draft the rules to enforce the law. But other examples are easy to find and include the US Senate voting to nearly 

double the Consumer Product Safety Commission budget in response to waves of product recalls; the US 

Environmental Protection Agency setting tighter emission restrictions after accusations of lax control; and the 

UK's Medicines and Healthcare products Regulatory Agency cracking down on transparency of drug trial results 

after cases where potential side effects were not properly disclosed. Source: “Inquiry Spotlight: Governance, 

Risk, And Compliance, Q4 2008,” Forrester Research, Inc., November 3, 2008.  

2 The SEC last month announced the unit’s biggest reorganization in at least three decades, aimed at speeding 

investigations and honing expertise. The overhaul will leave fewer management layers, more front-line 

investigators, and at least five specialist teams focused on emerging and complex areas of the market. The SEC is 

also taking steps to make it easier for investigators to issue subpoenas and reward people for aiding probes. 

Source: David Scheer, “SEC Never Did ‘Competent’ Madoff Probe, Report Finds (Update2),” Bloomberg, 

September 9, 2009 (http://www.bloomberg.com/apps/news?pid=20601087&sid=agBw9n2hZi5U). 


