
Project and Legal 
Case Management

Miguel Martinez, Sr. Program Manager, OneJustice

Habiba Simjee, Program Director, OneJustice

July 9, 2024



About 
OneJustice



Agenda

• Project and Legal Case Management

oEffectively Managing Legal Work

• Issue Spotting

oClient Communication

oCase Management Strategies



What is a Project?

• A temporary endeavor (e.g., 
activities and tasks) undertaken 
to create a unique product, 
service, result/outcome.

• temporary

• beginning, middle and end

• many moving 
parts (e.g., assignments and activities)

• complexity levels vary

• e.g., building a house

Definition of project from Project Management Institute

https://www.projectmanagement.com/wikis/399992/what-is-a-project-#_=_


Why would a law 

firm/corporation or 

non-profit legal aid 

org need to project 

manage a legal 
case?



Breach of Contract and 
Malpractice Example

• Law firm partners John & Doe promise to 
represent a client/tenant in an Unlawful 
Detainer(UD) hearing, per retainer 
agreement. Case is for $50,000 unpaid rent 
tenant owes to landlord due to COVID-19 
financial hardship. Client notified court and 
attorney that client cannot attend hearing.

• Attorney has identified several legal defenses 
for client/tenant

• Attorney overslept, fails to show up to UD 
hearing

• A default judgment is issued against 
tenant/client

• Tenant is now suing attorney for breach of 
contract, malpractice



Need to Effectively Manage 
Legal Work 

• Legal work has its own logistical challenges

• Case management issues may increase client 

dissatisfaction with quality of  service

• Missed deadlines and hearings

• Case management issues can be unprofitable

• Going over client's budget

• The need for a “system” that

o effectively manages legal work

o communicates what's going on every step of  the way

o reduces risk 

o plan to manage problems

omitigates liability



The application of  knowledge, skills, 
tools, techniques, and activities 
that manages an endeavor

• Legal Case Management is the 
practice of:

• Defining a project's scope

• Staying organized

• Managing the process of the 
case effectively

• Evaluating the case

• Building efficiencies, and

• Best practices along the way

• Key ingredient is communication 
and leadership

As defined by Project Management Institute

Project Management

https://www.pmi.org/about/what-is-project-management


Phase 1: 
Define the 

Scope

• Conflicts check

• Intake

• Identifying client’s goals and what success looks 
like

• Going over the Retainer Agreement
• Scope of representation
• Fees
• End of representation

• Identifying who will be involved and how
• Junior associate, partner, paralegal, co-counsel



Phase 2: 
Project 

Planning

• Mapping out the process for the case
• Step by step activities

• Timeline for each activity, due dates

• Detailed matter schedule

• Clear roles for each team members/co-counsel

• Communications plan

• Plan to monitor budget

• Account for "special circumstances"

• Risk management
• Identifying any factor that can pose a risk to the case

• Potential impact of a risk

• Strategies for addressing the risk





Phase 3: 
Implementation 

& Process 
Management

• Change is bound to happen in any case or project

• Monitoring changes in the case/project
• Idenityfing issues

• Responding to issues

• Communicating effectively with team of any changes

• Keeping the client in the loop on what’s going on
• Updating client on progress of activities

• Getting consent to proceed with new activities/assignments 
services

• Updating the scope of work and project plan
• Adding or deleting activities and tasks

• Budget monitoring: meeting clients’ expectations without 
going over budget

• Key is always keeping everyone in 
the loop to proceed accordingly and 
avoid misunderstandings





❖What was the outcome?
❖Favorable outcome for client?

❖Expectations met?

❖What were the challenges?
❖How did client’s budget effect outcomes?

❖Internal challenges (e.g., staffing)

❖External factors (e.g., working with difficult judge)

❖Debriefing with your team
❖What worked and didn’t work

❖After Action Report

❖Building on best practices (e.g., revise strategy for future 
matters to improve outcomes)

Phase 4: Outcome Evaluation





Issue Spotting, Client Communication 
& Case Management Strategies

Hypothetical Immigration Intake Scenario:

You are doing an intake with Z (she/her), a 
23-year-old born in Uganda. She tells you 
she arrived in the U.S. 2 years ago on a 
tourist visa to visit her brother, a U.S. 
Citizen. Her tourist visa expired 6 months 
after her arrival, but she did not leave the 
U.S. Z has fallen in love with Y (she/her), a 
U.S. citizen and are now in a serious 
relationship. Z does not want to leave the 
U.S. She is happy in her relationship and 
her family here is very supportive, whereas 
back in Uganda, she fears the anti-LGBTQ 
laws.

Questions:

1. What facts are relevant to note 
in the intake?

2. What questions do you have for 
Z?

3. How would you manage this 
case?
Bonus: can you identify potential 
immigration options for Z?



Issue Spotting

Which facts are relevant to note in the intake?

• Age: 23

• COO: Born in Uganda

• Current immigration status: undocumented (visa overstay)

• DOE: 7/1/2022 (2 years ago)

• Immigration status upon entry: tourist visa

• Date visa expired: 1/1/2023

• Family: Brother, U.S. Citizen

• Marital status: Unmarried, but in serious relationship

• Fear of return? Yes – due to LGBTQ status



Issue Spotting 
& Client 
Communication

What questions do you have for Z?
• Do you have any other immediate family 

members with legal status in the U.S.?

• Has anyone already filed an immigration 
petition for you?

• Are you and your partner considering 
marriage?

• Have you suffered past persecution in 
Uganda?



Client Communication 
& Case Management 
Strategies

How would you manage this case?

• Meeting client

❑Building rapport and trust!

• Initial Intake

❑Asking the "right" questions

❑Taking notes

❑Concluding intake:

❑Making client feel heard

❑Identifying next steps – if 
any

❑Consultation only?



Client Communication & Case 
Management Strategies

• Inputting notes

❑Intake notes – details 
matter!

❑All follow up plan, steps, and 
questions should be included 
in the case management 
system notes

• Identify next steps

❑Follow up needed?

❑Research?

❑Discussion with supervising 
attorney, team?

❑Consultation only or case?

❑Scheduling additional meetings 
with client?

How would you manage this case?



Client Communication & Case 
Management Strategies
How would you manage this case?

❑ Identify and calendar deadlines

❑ Create plan of action (with supervising attorney/team)

❑Work backwards from any deadlines

❑ Calendar timeline

❑ Identify team members (as needed)

❑ Conduct research (as needed)

❑ Keep client in the loop

❑ Label the case in your case management system



Issue Spotting, 
Client 
Communication 
& Case 
Management 
Strategies

Bonus: can you identify 
potential 

immigration options for Z?

Humanitarian options: Asylum

Family-based petitions:

Petition through U.S. 
Citizen brother

Potential for spousal 
petition IF she gets married 

to partner
Employment-based 

options?
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