
 

 

 University of Groningen

Just integrating or integrating justice?
Seepma, Aline

DOI:
10.33612/diss.128074337

IMPORTANT NOTE: You are advised to consult the publisher's version (publisher's PDF) if you wish to cite from
it. Please check the document version below.

Document Version
Publisher's PDF, also known as Version of record

Publication date:
2020

Link to publication in University of Groningen/UMCG research database

Citation for published version (APA):
Seepma, A. (2020). Just integrating or integrating justice? Understanding integration mechanisms in
criminal justice supply chains. [Thesis fully internal (DIV), University of Groningen]. University of Groningen,
SOM research school. https://doi.org/10.33612/diss.128074337

Copyright
Other than for strictly personal use, it is not permitted to download or to forward/distribute the text or part of it without the consent of the
author(s) and/or copyright holder(s), unless the work is under an open content license (like Creative Commons).

The publication may also be distributed here under the terms of Article 25fa of the Dutch Copyright Act, indicated by the “Taverne” license.
More information can be found on the University of Groningen website: https://www.rug.nl/library/open-access/self-archiving-pure/taverne-
amendment.

Take-down policy
If you believe that this document breaches copyright please contact us providing details, and we will remove access to the work immediately
and investigate your claim.

Downloaded from the University of Groningen/UMCG research database (Pure): http://www.rug.nl/research/portal. For technical reasons the
number of authors shown on this cover page is limited to 10 maximum.

Download date: 25-05-2023

https://doi.org/10.33612/diss.128074337
https://research.rug.nl/en/publications/12876d45-a45e-4a28-9125-dedc8d9a8678
https://doi.org/10.33612/diss.128074337




5
GENERAL DISCUSSION AND CONCLUSIONS





GENERAL DISCUSSION AND CONCLUSIONS

153

5

5.1 | Introduction

The seamless and effective exchange of information across criminal justice 
organizations is crucial for valuable criminal law enforcement. The need for 
understanding the use of supply chain management practices to support such 
seamless and adequate information flow provided the central research aim of 
this thesis: to explore how supply chain management –in particular, integration– is 
applied in criminal justice. In the previous chapters, we analyzed the application, 
design, and evolution of supply chain integration mechanisms and the use of 
information and communication technologies in the context of criminal justice. In 
this chapter, a summary of the main research findings is presented. Subsequently, 
these findings are compared with and contrasted to existing knowledge from the 
fields of supply chain management, service operations management, and public 
management. This thesis is concluded by managerial contributions, limitations, 
and suggestions for future research. 

5.2 | Main findings

5.2.1 Application of integration in criminal justice supply chains

Chapter 2 investigates if supply chain integration, as understood in private settings, 
is equally applicable in pure public supply chains like criminal justice, if integration 
is used for similar purposes and if and how supply chain integration is shaped by 
specific inter-organizational characteristics of criminal justice chains. Based on 49 
interviews, numerous documents, field visits, and observations performed in three 
regional criminal justice supply chains in the Netherlands, we derive two main 
findings. 

First, we find that publicness dimensions shape the inter-organizational interaction 
between criminal justice organizations to a large degree. Control structures 
embedded in laws and regulations do not only serve to define the rules for 
criminal law enforcement, but also formalize the relations between criminal 
justice organizations. Criminal justice chains require integration mechanisms to 
complement the laws, procedures and regulations in managing the interactions 
organizations. We find that integration mechanisms enabling informational 
integration, e.g. coordination of information transfer, collaborative communication 
and supporting technology aimed at sharing data and information, are extensively 
used. The same holds for operational integration, e.g. joint work processes and 
coordinated decision making. 

Second, we find that relational integration mechanisms, e.g. establishing strategic 
connections characterized by trust, commitment and long-term orientation, are 
hardly used. We find contractual governance based on laws and regulations will 
change the balance of relational and contractual governance. Moreover, tight 
control structures embedded in laws and regulations can replace the need for 
relational governance.  
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Third, although similar integration mechanisms are used compared to for-profit 
supply chains, the mechanisms in criminal justice chains serve a different role; 
dealing with tensions stemming from the specific goal setting and stakeholders. 
Tensions are stemming from laws and regulations, the different performance aims, 
and the multiple stakeholders involved in the supply chain. Laws force intense 
corporation between criminal justice organizations like the police and public 
prosecution service. However, at the same time, laws prohibit specific contacts 
between criminal justice organizations like courts and the public prosecution 
service. Differences in performance objectives across the criminal justice supply 
chain are aimed to serve the different stakeholders’ interests. Accordingly, the 
criminal justice system balances the individual rights of citizens and the societal 
needs for safety and justice, while it provides challenges to the cooperation between 
criminal justice organizations. We find that integration is used to maintain tensions 
related to laws and conflicting performance aims while mitigating these by (1) 
having extensive contact on the planning and decisions to be made in individual 
criminal cases, while avoiding the need for formal authority (e.g., between the 
police and the public prosecution service); (2) using shared procedures, formats and 
guidelines on information processing and sharing on a supra-criminal case level, 
while maintaining professional autonomy and independence in decision-making 
on the content of individual criminal cases (e.g., between public prosecution 
service and probation service); and (3) integrating in specific areas only, for example 
integrating planning-related information and processes to safeguard delivery time, 
while maintaining judicial independence (e.g., between public prosecution service 
and courts).

Taken together, Chapter 2 shows that control structures, embodied in laws and 
regulations, define the governance of relations between supply chain partners. 
Still, in addition to these formalized ties, extensive known for-profit operational 
and information integration mechanisms can be observed with limited relational 
integration. Surprisingly, although supply chain integration seems similar to a for-
profit context, it serves a different role in several links i.e. dealing with tensions 
stemming from the specific goal setting and stakeholders of the criminal justice 
chain. Accordingly, the study answers calls for research into the management 
of public supply chains (Gualandris & Klassen, 2018; Johnson et al., 2018; Pagell 
et al., 2018; Pullman et al., 2018; Rodriguez et al., 2016) and provides the much-
needed understanding of how supply chain integration, a traditional supply chain 
management practice, is used in a setting where the focal actor of the supply chain 
is not motivated by profit.

5.2.2 Design of ICT in criminal justice supply chains

To improve understanding of how criminal justice supply chains redesign their 
information flows into digital ones, we performed a multiple case study, presented 
in Chapter 3. The study involves 36 interviews, numerous documents, field visits, 
and observations conducted in four European criminal justice chains focused on 
digital information exchange between police, public prosecution service, and court.  
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First, we identified two main approaches towards redesigning criminal justice 
supply chains into digital ones, i.e., digitization and digitalization. Digitization 
involves converting physical flows of information into digital ones, mainly focused 
on redesigning the modus of information flows, i.e., from paper-based to digital. 
Digitalization involves redesigning processes, procedures, and practices supported 
by digital technologies. Each digital redesign approach reflects diversity in choices 
regarding the focus of digital service strategy aspects and performance aims. 
In addition, each digital redesign approach reflects institutional and political 
differences as well as differences in the emphasis on specific public service 
characteristics like the separation of powers and autonomy of judicial professionals. 
Our findings show that digitization is focused on more efficient information 
exchange across organizations while maintaining existing professional autonomy. 
Digitalization is found to be focused on both increasing efficiency and transparency 
of the information exchange while preserving the law-based independence of 
organizations. Both approaches seem to be viable. However, inherent to the 
digital redesign approach taken, none of the four European criminal justice chains 
investigated show full digital processes. Therefore, it can be concluded that not 
being fully digital might be an appropriate solution for criminal justice chains. 

Second, we find that the decision to use inter-organizational ICT and the decision 
to use of integration mechanisms is not the same. In other words, we find that 
using ICT across criminal justice organizations does not directly result in changes 
related to integration or the other way around. We, thus, conclude that the two 
decisions are distinct and do not necessarily need to be taken at the same time 
or together. Consequently, these decisions separately affect the configuration of 
the digital design. Related to this conclusion, we conclude that the relationship 
between the use of ICT, the use of integration mechanisms, and the resulting 
performance outcomes is not straightforward. We find that performance 
outcomes related to the digital redesign of criminal justice supply chains depend 
on the interplay between the targeted public performance objectives, the level 
of integration between organizations, and the type of inter-organizational ICT 
chosen. In this setting, integration might play a mediating or moderating role or 
both. Three configurations exemplify this, we found that (1) inter-organizational ICT 
efforts are aimed at performance improvement, without focusing on integrating 
inter-organizational processes; (2) inter-organizational ICT efforts are aimed at 
performance improvement and enabled by the integration of inter-organizational 
processe;, and (3) inter-organizational ICT efforts enable reaching higher levels of 
integration and improved performance.

Taken together, Chapter 3 provides fine-grained insights into the under-
investigated field of digitally enabled supply chains in public settings. It supports 
the understanding of how ICT is used in public service supply chains as well as how 
public service supply chains can be designed when using ICT. 
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5.2.3 Evolution of ICT in criminal justice supply chains

Chapter 4 presents our study concerning the evolution of ICT in criminal justice 
supply chains over time. This study is built upon a literature review discussing 
maturity and strategic alignment models as well as a longitudinal case study 
concerning the digitization of information flows between police, public prosecution 
service, and courts in England and Wales. Based on 17 interviews, 6 focus groups, 
numerous documents, observations, and field visits, we find that the evolution of 
ICT in criminal service supply chains follows a non-linear process where turning 
points play a crucial role. Turning points, i.e., bursts of radical change, connect 
long trajectories of incremental change. These trajectories of change involve 
aligning organizational strategies and technological structures while dealing with 
institutional and operational factors. Whereas institutional and operational factors 
like the fragmentation of public services, budget pressures, and changes in laws 
and regulations initially provided barriers to digitization of criminal justice supply 
chains, we found these factors to be driving inter-organizational cooperation 
across criminal justice organizations. Accordingly, England and Wales’ criminal 
justice chain started a joined-up initiative involving strategic planning and systems 
development across criminal justice organizations. This initiative was followed by 
an e-justice initiative involving the integration of ICT systems across organizations 
and a transformation towards an end-to-end digital supply chain. Based on 
these findings, we conclude that the evolution of ICT in criminal justice chains is 
an unpredictable and non-linear process consisting of incremental trajectories 
and radical turning points. In addition, the outcomes of the trajectories are the 
result of the interplay between organizational strategies and performance aims, 
technological structures as well as institutional and organizational factors.  

Taken together, Chapter 4 contributes to a more fine-drawn understanding of ICT 
maturity in public service supply chains by providing attention to the alignment 
between strategic and technological imperatives involved in digitizing public 
service supply chains. We answer calls for future research to develop process 
models on how e-Governance evolves based on longitudinal empirical data (e.g., 
Belanger & Carter, 2012). We do so by challenging the often-used assumption that 
digital transformation is a result of an ongoing, progressive, and stepwise process 
towards advanced, fully integrated digital systems.

5.3 | Theoretical implications and contributions

This thesis was motivated by the lack of theoretical and managerial understanding 
of the use of supply chain management principles, in particular integration 
mechanisms and the use of information technology, in inter-organizational public 
settings like criminal justice. We contributed by analyzing the application, design, 
and evolution of supply chain integration mechanisms and the use of information 
and communication technologies in the context of criminal justice. Accordingly, 
our general contributions, presented below, relate to increased understanding of 
how supply chain management is applied in criminal justice supply chains. 
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Theoretically, this thesis is at the crossroads of three streams of literature, supply 
chain management, service operations management, and public management. 
Even though these streams of literature provide the necessary insights for studying 
criminal justice supply chains, multiple gaps, and research avenues are present as 
argued in Chapter 1, Section 1.4. This thesis aimed to address some of these gaps 
by exploring the use of supply chain integration mechanisms and the use of ICT 
in criminal justice supply chains. Following the general contributions (5.3.1), the 
main findings presented in 5.2 will be compared with and contrasted to existing 
knowledge from the fields of supply chain management, service operations 
management, and public management. 

5.3.1 General contributions 

Scholars studying criminal justice operations have limited their exploration to 
intra-organizational processes, i.e., with the emphasis on court operations, and 
for-profit performance measures, i.e., efficiency instead of criminal justice-related 
performance measures as justice and accuracy. Currently, the understanding of how 
criminal justice operations across multiple criminal justice organizations should be 
managed and integrated is limited. With this thesis we make an initial step towards 
understanding of the judicial and inter-organizational nature of criminal justice 
supply chains (Dandurand, 2014; Kuipers et al., 2014; Staats et al., 2005). 

In addition to political, professional and economic goals we find that justice 
objectives play an important role in criminal justice supply chains. The individual 
organizations in the chain each have their own objectives to ensure that justice is 
done to the public in general as well as to other stakeholders as suspects, witnesses 
or victims. Accordingly, we contribute to the understanding of the nature of 
criminal justice supply chains by showing how political, professional, economic 
and judicial goals are balanced through the specific use of integration mechanisms. 
These goals, specifically the goal setting of the chain and the individual criminal 
justice organizations as well as the specific interests of stakeholders, cause tensions 
that the criminal justice supply chain is not able or aiming to resolve as they stem 
from the control structure embedded in laws, regulations and procedures, typical 
for and inherent to criminal justice chains. Even though these are inherent to the 
system and permanently present, the final judicial service (a decision in court) 
can only be delivered if the partners accept the tensions. Our results, specifically 
those presented in Chapter 2, show that in each of the links in the criminal justice 
chain tensions exists, but partners have chosen and worked out specific forms and 
types of integrative activities and mechanisms to work somewhat around the legal 
barriers and their implied tensions, without violating them.

We contribute to the understanding of the inter-organizational nature of criminal 
justice supply chains by showing that, in addition to the control structures set by law 
and regulations, integration mechanisms are indispensable in managing the supply 
chain. Examples of mechanisms are collaborative communication, information 
exchange supported by technology, coordination of information transfer, joint 
working processes, and coordinated decision making. Focusing on the use of inter-
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organizational ICT, we find that, even though criminal justice chains across nations 
deliver an identical service of providing justice and safety to society, different 
approaches are taken to the use of inter-organizational ICT. These approaches are 
subject to the choices regarding supply chain strategy and performance as well 
as the inter-organizational structure and infrastructure. Even though approaches 
differ across nations, we find that the use of inter-organizational ICT with the 
purpose of integration seems viable for criminal justice supply chains. In addition, 
we find that performance outcomes related to the use of inter-organizational ICT 
in criminal justice are affected by the interplay between 1) targeted performance 
objectives; 2) the current level of integration between organizations; and 3) the 
type of inter-organizational ICT used. 

Taken all together, applying supply chain management in a criminal justice 
setting is not just about integrating known supply chain mechanisms, it is about 
integrating justice by applying known mechanisms with a different purpose.

5.3.2 Contributions to the field of supply chain management

Scholars in the field of supply chain management have established practices 
and mechanisms that ensure performance improvement in for-profit settings. 
However, a better theoretical and practical understanding of the management of 
public supply chains is much needed as there is currently limited knowledge on 
how insights gained from for-profit settings apply to public settings. This thesis 
contributes by exploring the information flows present between the police, public 
prosecution service, and courts, how integration mechanisms and ICT support 
these, and how context-specific characteristics influence these. By doing so, we 
gain an understanding of the nature and complexity of criminal justice supply 
chains, the mechanisms that are used to achieve improved performance outcomes 
as well as the related opportunities and challenges. 

First, this thesis contributes to a broader and more in-depth understanding of 
supply chain integration. We provide a broader understanding as, based on the 
findings of this thesis, we conclude that supply chain integration, e.g., by the use 
of ICT, is applicable in both for-profit and public settings. Criminal justice supply 
chains use similar types of integration mechanisms as for-profit chains. The used 
integration mechanisms are collaborative communication, information exchange 
supported by technology, coordination of information transfer, joint working 
processes, and coordinated decision making. In line with Flynn et al. (2016) and 
Gimenez et al. (2012), we find that these for-profit mechanisms enable chains to 
handle the uncertainties and complexities related to the delivery process of, in our 
case, criminal cases. We provide a more in-depth understanding to supply chain 
integration as, in line with contingency theory, we find that the intensity and 
purpose of supply chain integration are influenced by the context and the nature 
of the supply chain. For criminal justice supply chain management this means that 
the level of integration is affected by the goal setting (i.e., efficiency versus equity), 
funding (i.e., budget requirements and accountability requirements), and control 
setting (i.e., laws and regulations). The core objective of criminal justice supply 
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chains is to provide safety and justice. Serving this objective, laws, regulations, and 
procedures are in place concerning the role, tasks, and responsibilities of justice 
organizations as well as their independence to other organizations. Accordingly, 
the law provides boundaries to the level of collaboration and integration that is 
required or allowed between criminal justice organizations and therefore sets 
boundaries to the level of integration possible. In addition, laws set boundaries 
to the areas in which integration is possible. For example, integrating information 
flows and processes concerning planning, workload and workflow management 
are mostly non-restricted by laws, while joint decision making on the content of 
criminal case files is mostly restricted by laws (e.g., between public prosecution 
service and courts). Therefore, we conclude that the intensity and purpose of 
supply chain integration mechanisms in criminal justice, as a public supply chains, 
are different from the intensity and purpose in for-profit supply chains. Given the 
presented findings on integration, this thesis answers to calls for research into the 
management of public service supply chains (Gualandris & Klassen, 2018; Johnson 
et al., 2018; Pagell et al., 2018; Pullman et al., 2018; Rodriguez et al., 2016). More 
specifically, we address voids related to how supply chain integration, a traditional 
supply chain management practice, is used in a setting where the focal actor of the 
supply chain is not motivated by profits (e.g., Pagell et al., 2018). 

Second, we contribute to the understanding of supply chains by providing 
insight into the tensions that public supply chains encounter and how these 
tensions are dealt with. Many supply chains encounter tensions, e.g., between 
performance objectives like cost-reduction and sustainability or between 
competing stakeholders’ interests (Xiao, Wilhelm, Van Der Vaart, & Van Donk, 
2019). Many strategies are identified to deal with tensions, e.g., suppressing, 
compromising, or transcending strategies (Hargrave & Van de Ven, 2017; Smith 
& Lewis, 2011; Matthews, Power, Touboulic, & Marques, 2016; Xiao et al., 2019). 
Different from what is generally argued on dealing with tensions, we find that the 
criminal justice supply chain does not resolve its tensions concerning competing 
stakeholders’ interests. The criminal justice supply chain is not able to and even 
not aiming to do so as tensions stem from the laws, regulations, and procedures. 
Even though these tensions are inherent to the justice system and permanently 
present, the criminal justice organizations have to deal with the tensions in order 
to improve their performance. As presented in Chapter 2, this is done by (1) seeking 
integration on individual case level in parts of the chain (e.g., between police and 
public prosecution); (2) integrating on supra-case level using aligned procedures 
and guidelines on information collection and sharing, maintaining professional 
independence on individual case level; and (3) integrating specific areas, e.g., 
by sharing planning information and have joint planning processes, and, thus, 
maintaining judicial independence. This thesis shows that integration mechanisms 
help to support justice, quality, and timeliness. We conclude that tensions in supply 
chains do not always need to be resolved. Moreover, supply chain integration 
plays an essential role in maintaining the justice-specific tensions. This insight also 
contributes to the understanding of public service supply chains and voids related 
to how supply chain integration, a traditional supply chain management practice, 
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is used in a setting where the focal actor of the supply chain is not motivated by 
profits (e.g., Pagell et al., 2018).  

Third, this thesis extends the understanding of the relationship between integration 
mechanisms, the use of ICT, and performance. We show that, in public services, 
integration is not an automatic result of implementing inter-organizational ICT. It 
is generally argued that integration, e.g., by the use of inter-organizational ICT, has 
a positive effect on performance (Chen & Paulraj, 2004; Gunasekaran & Ngai, 2004; 
Vanpoucke et al., 2009; Zhang et al., 2016, 2011). However, we find that in a setting 
that has performance objectives beyond efficiency, performance outcomes related 
to the implementation of inter-organizational ICT are affected by the interplay 
between targeted performance objectives, the current level of integration, and 
the type of inter-organizational ICT used. As discussed in Chapter 3, integration 
and the use of inter-organizational ICT are shaped by the focus on one or more 
public performance objectives like equity as well as effectiveness and efficiency. 
Our findings show that implementing inter-organizational ICT without further 
changing or integrating underlying criminal justice processes seems to result in 
reaching higher efficiency in terms of less redundancy of information and less 
rework. Implementing? inter-organizational ICT after redesigning and integrating 
information flows and processes seems to result in higher transparency and 
accuracy in addition to efficiency. In some cases, inter-organizational ICT efforts 
seemed to result in higher levels of integration as well as improved performance 
in terms of transparency, accuracy, and efficiency. Therefore, we conclude that 
integration might play a mediating or moderating role to the influence of inter-
organizational ICT on public supply chains’ performance objectives. As a result, 
this thesis contributes to a more fine-drawn understanding of the relationship 
between implementing ICT and achieving improved integration and coordination 
and improved performance (Chen & Paulraj, 2004; Gunasekaran & Ngai, 2004; 
Vanpoucke et al., 2009; Zhang et al., 2016, 2011).

5.3.3 Contributions to the field of service operations management

Scholars in the field of service operations management have mainly focused on 
the organization of service delivery and the related interaction with the customer 
(Maull, Geraldi, & Johnston, 1993; Sampson & Spring, 2012; Grönroos & Voima, 
2013; Voss, Roth, & Chase, 2008; Wang, Wallace, Shen, & Csshoi, 2015). Accordingly, 
scholars have identified multiple models that represent the design and organization 
of service operations (Machuca et al., 2007; Meyer et al., 2002; Goldstein et al., 
2002; Roth & Menor, 2003). However, despite the increasing emphasis on inter-
organizational collaboration in service delivery (Ellram et al., 2004; Baltacioglu et 
al., 2007; Lewis & Brown, 2012; Brandon-Jones et al., 2016), limited research has 
aimed to understand inter-organizational service delivery in public settings. We 
address this gap by investigating the redesign of public service delivery (Chapter 
3 and Chapter 4), one of the main service operations management decisions 
(Roth & Menor, 2003), by focusing on inter-organizational business-to-business 
relationships. Accordingly, we have two main contributions.
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First, we contribute to service delivery system literature (Goldstein et al., 2002; Roth 
& Menor, 2003; Ponsignon et al., 2011) by taking an inter-organizational approach 
to service delivery system design and exploring design approaches in criminal 
justice as a public setting. We find that, even though all supply chains deliver 
identical services, i.e., justice and safety to society, and all supply chains redesign 
both the structure and infrastructure of their service delivery systems, different 
approaches are taken to service delivery redesign. As presented in Chapter 3, 
possible approaches are (1) starting with redesigning the structure of the supply 
chain followed by redesigning the infrastructure and (2) starting with the redesign 
of the infrastructure before redesigning the structure elements. The differences in 
performance aims result from differences in institutional and political pressures, 
e.g., decreased budgets, need for cost-reductions, pressures originating from 
political agendas, as well as differences in emphasis on performance objective 
by the public service supply chains, e.g., focusing efficiency or professional 
independence or transparency. Taken together, we conclude that in redesigning 
initiatives, several approaches to the service delivery redesign are viable given 
the institutional and political differences public service supply chains are subject 
to as well as the public service strategies and objectives that are chosen. With 
our inter-organizational perspective, we show the interaction between public 
service supply chain characteristics, factors influencing inter-organizational ICT, 
and service delivery system design elements. Accordingly, we contribute to the 
service operations management field by showing how service delivery design is 
established beyond the intra-organizational perspective. We extend the service 
delivery design theory towards an inter-organizational perspective.

Second, we contribute to the understanding of –public– service delivery design 
by identifying public context factors, e.g., technical, managerial and political 
factors, and showing their impact on the service delivery design decisions. In 
line with findings on the influence of technical, managerial, and political factors 
in inter-organizational information exchange (Yang and Maxwell, 2011), we find 
that technical, managerial, and political factors are influencing the implementation 
and use of inter-organizational ICT. Comparable to for-profit settings (Barratt, 
2004; Richey, Roath, Whipple, & Fawcett, 2010), technical, e.g., ICT compatibility, 
and managerial factors, e.g., leadership, project management, and differences in 
organizational origins, values, and cultures, provided enabling and constraining 
factors to the redesign of the (digital) service delivery. Specifically related to 
the public context, we find political factors, e.g., budgets, laws, and regulations, 
that provide constraints to digital redesign. Accordingly, we contribute to the 
service operations management field as we now better understand what public 
characteristics and factors influence inter-organizational public service design as 
well as how they influence the design.  
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5.3.4 Contributions to the field of public management

Scholars in the field of public management have focused on the distinct 
characteristics of public sector organizations and the influence of these 
characteristics on the organization and management of public organizations. 
Accordingly, theories like e-governance maturity theory and publicness theory 
have been developed. However, despite its importance, little attention has been 
provided to the inter-organizational aspects of public service provision. This thesis 
contributes to the field of public management by bringing an inter-organizational, 
supply chain lens into the field. As a result, we provide a better understanding of 
public service supply chains. Moreover, we provide insight into the challenges 
and opportunities related to integration and the use of inter-organizational ICT in 
public service supply chains.

This thesis underlines that improving public service provision is complicated 
due to the public sector-specific characteristics, such as striving for multiple, 
sometimes conflicting performance aims, regulated processes, and political 
complexity. This becomes even more complex when managing and integrating 
processes across a chain of public organizations, because each organization has its 
distinct institutional origins, values, and cultures as well as its distinct formalized 
tasks, responsibilities, and related structures and working processes. We show 
that, even within the same criminal justice setting, the unexpected changes 
in the environment (Chapter 4) and the internal choices made about strategy 
and performance aims (Chapter 3) play pivotal roles in the evolution of ICT in 
criminal justice supply chains. This results in several possible roads towards digital 
criminal justice supply chains (Chapter 4) and different outcomes, i.e., digitization 
and digitalization (Chapter 3). We contribute to public management theory by 
extending the current understanding of e-Governance maturity (Davison et al., 
2005; Layne and Lee, 2001; Lee, 2010; Janowski, 2015). We do so by introducing 
the trajectory-turning point theory. The trajectory-turning point theory sheds new 
light on e-Governance maturity as it emphasizes that there is no single approach 
to digital redesign of public service supply chains. We show how digital redesign 
and e-Governance maturity involves taking into account the impact of unexpected 
changes on the evolution of public service supply chains’ infrastructures. Emphasis 
is put on the process of continuously re-adjusting the goal setting of digital public 
service redesign initiatives to take advantage of unexpected opportunities. By 
showing the interaction between strategic and technological imperatives, the 
trajectory turning-point theory contributes to a much-required fine-grained 
understanding of e-Governance maturity (e.g., Belanger and Carter, 2012). This 
theory further supports our proposition presented in Chapter 3: not being fully 
digital might be an appropriate solution for any public service supply chain. 

In the complex process of improving public service supply chains, we identified 
several public sector related elements that are of influence. In accordance to 
the publicness theory (Andrews et al., 2011; Bozeman, 1987, 2013; Bozeman & 
Bretschneider, 1994), one of the main theories characterizing public organizations, 
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we find that public ownership, funding, distinct goal setting, and governmental 
control structures provide opportunities and restrictions to improving criminal 
justice supply chains (Chapter 2). The common goal of equity, i.e., justice and safety 
in criminal justice settings, provides a chain-wide aim and frame of reference for the 
goal setting and control structures of public supply chains. Related to integration, 
we find that goal setting and control structures in criminal justice supply chains 
prescribe the roles, tasks, and responsibilities of supply chain organizations. The 
legal objectives and legally prescribed responsibilities, tasks, and interactions 
induce formalized behavior within as well as across organizations. Consequently, 
laws, regulations, and procedures determine the possible and required integration 
between public organizations. In addition, related to governmental funding, we 
find that available budgets and established targets for productivity, and other 
performance objectives steer criminal justice organizations but also influence 
the possible integration between criminal justice organizations. We contribute 
to the field of public management by showing that publicness dimensions are 
present on a supply chain level, thus beyond the organizational level that has been 
emphasized until now. On a supply chain level, publicness dimensions provide 
clear roles, tasks, and responsibilities to the supply chain partners and define the 
boundaries to integration and coordination in public supply chains. Moreover, this 
thesis shows that, in addition to existing formal control structures, supply chain 
integration mechanisms are required to reach the required performance objectives 
within public service supply chains. 

5.4 | Managerial implications

This thesis provides managerial contributions in three directions: (1) related to the 
insights politicians, policymakers and public managers can gain from the criminal 
justice setting; (2) related to the insights politicians, policymakers and public 
manages can gain from improving public service supply chains; and (3) related to 
the insights that for-profit supply chain managers can gain from a criminal justice 
setting. These three main contributions will be discussed in more detail below. 

5.4.1 Insights public managers can gain from criminal justice supply chains

Our studies concerning the use of integration mechanisms and the design and 
evolution of ICT in criminal justice supply chains help to understand the complexities 
and challenges politicians, policymakers, and public managers face. Examples of 
these complexities and challenges are (1) the high amount of stakeholders, their 
interests and performance aims that should be taken into account; (2) the political 
and economic performance objectives that should be pursued and balanced; (3) 
the laws, regulations, and procedures that might restrict or enable improvements; 
and (4) the multiple customers, e.g., the individual customer-citizen as well as 
the general public, that should be served with the service provided. Awareness 
of these complexities and challenges is of great importance as policymakers, and 
public managers should be realistic in approaching improvement initiatives in 
public supply chains. In the same line of reasoning, politicians should be realistic in 
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their promises and communication towards the public with respect to the level and 
nature of improvements and the improved performance to be achieved. Too often, 
as also shown in, for example, Denmark, the ambitions to become fully digital and 
integrated go beyond the available managerial and technical means.  

In addition, our studies lead to a couple of suggestions to public managers 
concerning the design of digital service supply chains and related improvement 
initiatives. First, because we find that there are multiple ways to redesign public 
service supply chains, we suggest that public managers should start improvement 
initiatives with a reconciliation of the political and economic performance objectives 
that should be pursued in the digital redesign. In addition, it involves economic 
aspects, e.g., costs and required budgets, managerial aspects, e.g., organizational 
structures and organizational culture, technical aspects, e.g., requirements of 
required technology, and political aspects, e.g., laws and regulations, political 
discourse and requirements set by the government or by the multiple customers 
(West, 2004; Yang & Maxwell, 2011). Moreover, the integration mechanisms 
applied, for example introducing inter-organizational ICT, should be approached 
as a means to an end. Public managers should not envision the implementation of 
ICT as the end-state of the improvement initiative. However, instead, they should 
vision reaching the required alignment or performance as final aim. 

Second, public managers might use e-governance maturity models as planning 
instruments guiding the road to digital public service delivery. Still, this approach 
should not be taken too literally. Given the results presented in Chapter 4, we 
suggest that managers should be aware of the fact that moving from non-digital 
service delivery towards digital service delivery is not a seamless transformation 
and does not always materialize in reaching the broader envisioned full-digital end-
state. We suggest that managers take into account service operations aspects, e.g., 
service strategy, service structure, service infrastructure, when changing a public 
service supply chain from non-digital to digital. Understanding the specific service 
operations aspects that are subject to the proposed change and how these aspects 
should be redesigned will provide a better understanding of the consequences of 
this redesign to the overall public service supply chain. This involves considering 
preconditions and possible restrictions stemming from available budgets, public 
norms, existing laws and procedures, and organizational cultures and traditions. 

Third, as the implementation process concerning the implementation of 
integration tools and technologies in criminal justice supply chains provided many 
unpredictable environment changes (Chapter 4), we suggest that public managers 
develop improvisational capabilities in addition to dynamic ones. This means that, 
in addition to capabilities to integrate and redesign operational processes in an 
environment that shows predictable patterns of change, capabilities to deal with 
environments that show unpredictable, emergent and urgent fashioned patterns 
of change (Klievink & Janssen, 2009; Pavlou & El Sawy, 2010) are required. This 
involves creating “the ability to spontaneously reconfigure existing resources to 
build new operational capabilities to address urgent, unpredictable, and novel 
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environmental situations (Pavlou & El Sawy, 2010, p. 443). Such ability is created 
over time by being aware of improvisational actions, observing patterns of those 
improvisational actions, and improve the ability to apply these in situations 
required (Pavlou & El Sawy, 2010). 

5.4.2 Insights public managers can gain from for-profit practices in criminal 
justice

Despite the known benefits of collaboration, integration, and information sharing, 
public managers currently still encounter problems in finding alignment across 
organizations and have to overcome incomplete handovers, disconnected 
processes, and non-coordinated information flows. In for-profit settings, integration 
mechanisms are known for solving these problems. In this thesis, we show that 
integration mechanisms like information integration and operational integration 
are applicable in a highly regulated context like criminal justice. Because the use of 
information and operational integration mechanisms is relevant for such a highly 
regulated context, we suggest that these mechanisms could also be considered 
in other public supply chains that are as complex or less complex, e.g., youth 
care (Voets, Verhoest & Molenveld, 2015). In youth care supply chains, several 
organizations have to work together to provide care to youth requiring health 
support, protection, or rehabilitation. These chains most often involve local care 
organizations, civil society organizations, and governmental organizations that 
each provide part of the youth care service and each have their distinct interests, 
purposes and performance aims as well as their distinct control structures and legal 
boundaries. Specific to youth care supply chains is that organizations depend on 
each other given the overall service they provide together, without being bound to 
each other in organizational structures. In such settings, integration mechanisms 
should be considered to overcome disconnected processes and non-coordinated 
information flows. This might require increased information exchange, designing 
structures facilitating information exchange across organizations, seeking a 
coordinator taking responsibility for coordinating the information flows as well 
as supporting inter-organizational information flows by technology. Similar to 
criminal justice, legal arrangements and laws might contribute to the arrangement 
of relationships and the integration of work among organizations in the youth 
care setting. Information integration mechanisms and operational mechanisms 
should be considered to support and balance efficiency and effectiveness as well 
as public-specific performance aims as accountability, accuracy, and equity. More 
specifically, to find the balance between performance aims this thesis identifies 
three approaches (see Chapter 2): (1) having extensive contact on sharing and 
discussing decisions concerning the individual client to avoid the need for 
decision-making based on formal authority; (2) integrating on a cross-client level 
by providing procedures, formats and guidelines to information processing and 
sharing to secure quality and accuracy of the service while maintaining professional 
autonomy and independence; and (3) integrating in specific areas only, for example 
only integrating planning-related information and processes to safeguard delivery 
time. 
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5.4.3 Insights for-profit managers can gain from criminal justice supply chains 
 
Integration is possible in different forms, e.g., information integration, operational 
integration, or relational integration, on different levels of intensity, i.e., partly 
integrated or fully integrated, and for different scopes, i.e., involving all or part 
of the supply chain partners. In line with contingency theory, our results suggest 
managers to carefully fit the type of integration to the context and setting 
of the supply chain at stake. As can be learned from the findings of this thesis, 
integration mechanisms do not necessarily have to incorporate activities across 
all types of integration. In addition, it is often assumed that integration starts by 
first generating trust through relational integration followed by information and 
operational integration (Leuschner et al., 2013) or by starting with formal contracts 
that function as a safeguard for sharing information followed by operational 
integration and relational integration. However, we show that integration does 
not necessarily have to start with building relationships on trust and commitment. 
In contrast to what is often assumed, we find that the criminal justice network 
mainly adopts information and operational mechanisms putting less emphasis 
on relational integration. Applying relational integration mechanisms seems to be 
superfluous as, in the context of criminal justice, laws determine partly how and to 
what extent criminal justice organizations are allowed to work together. Similarly, 
for-profit managers might use control structures, e.g., regulations and procedures 
on the role, tasks, and responsibilities of supply chain organizations, to force or 
enable collaboration between organizations to work towards a common goal. 
This might be relevant to supply chains that aim for sustainability, e.g., sustainable 
city logistics (Holguín-Veras et al., 2018); many supply chains have problems in 
reaching goals that would serve sustainability aims strived for by governments and 
the general public (Harland et al., 2019; Koppenjan & Enserink, 2009).

Similar insights can be gained from our results on the design, use, and 
implementation of inter-organizational ICT. Managers of professional services such 
as consultancy should carefully fit the extent of digitalization and use of technology 
to the context and setting of the concerning supply chain. This means choosing 
technology that supports administrative tasks as well as core tasks of professionals, 
without substituting professionals’ core tasks by technology. Finding a fit between 
people and technology while considering performance aims and strategies might 
lead to improved work outcomes of these professionals. In addition, managers 
should be aware of the fact that, as is the case in the digitization of criminal 
justice chains, the transition towards full digital processes is not necessarily 
progressive, but might involve unpredictable events. This evolution concerns the 
interplay between context restrictions, technological restrictions, and managerial 
requirements. Accordingly, this involves continuously adapting the road towards 
the envisioned end-state of the digital redesign. Realizing such a digital redesign 
might be, as is shown in some of our cases, a real challenge for managers.
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5.5 | Research limitations and future research directions

As outlined above, the results of this thesis lead to several important scientific 
and managerial contributions. At the same time, this thesis has several limitations 
that leave room for further research. In addition, due to the explorative nature of 
this thesis, there are many additional directions for future research. In this section, 
we will first discuss the limitations regarding the research field, research setting, 
and research scope and research methodology of the thesis accompanied by the 
related future research directions. 

5.5.1 Research field related limitations and future research directions

The research field chosen for this thesis is limited to the field of supply chain 
management, focused on the concept of supply chain integration, i.e., integration 
mechanisms and practices and inter-organizational ICT. Therefore, the focus is on 
the operational processes within criminal justice supply chains. Public supply chains 
are subject to both the organization of the chain as well as the control structures 
determined by the government. This thesis shows that public supply chains, in 
our case, the criminal justice chain, are directly affected by the laws, policies, and 
regulations made and implemented by the government. Therefore, as advocated 
by a recent call for papers (e.g., Fugate, Pagell, & Flynn, 2019), it might be interesting 
to investigate the link between governmental regulations and policymaking and 
supply chain management. Investigating this link provides new avenues to better 
understand how laws, regulations, and policies affect supply chain management 
strategies, supply chain practices, and performance and vice versa (e.g., Harland et 
al., 2019). This, in turn, might provide new insights to politicians, policymakers, and 
public managers on how to manage and improve service delivery by public service 
supply chains. 

One of the aims of this thesis is to explore the field of criminal justice supply chain 
management empirically. We built upon the publicness theory (Andrews et al., 
2011; Bozeman, 1987, 2013; Bozeman & Bretschneider, 1994) to understand the 
differences between public and private organizations as well as to understand 
the implications of applying for-profit integration mechanisms in public settings. 
However, this theory is limited to an organizational perspective. Even though we 
provided the first steps into the direction of inter-organizational publicness theory 
(Chapter 2), this requires further development and generalization towards other 
public supply chain settings than criminal justice. Such a theory might further 
investigate the effects of the publicness dimensions on the level and possibilities 
of collaboration and integration in public supply chains as well as supply chains in 
general. 

This thesis limited its focus to the subject of supply chain integration, being one of 
the main supply chain management mechanisms (Chen & Paulraj, 2004; Cooper et 
al., 1997; Lambert & Cooper, 2000). Accordingly, supply chain integration and the 
use of ICT have been our main research lens, thus, influencing the data collection, 
data analysis, findings, and results of the studies presented in this thesis. Even 



168

JUST INTEGRATING OR INTEGRATING JUSTICE?

though establishing supply chain integration across supply chain organizations 
is argued to be necessary to improve supply chain performance and adequate 
delivery of a product or service, supply chains require appropriate planning and 
control mechanisms, i.e., mechanisms that deal with the reconciliation of supply 
and demand, on top of that (Jacobs & Chase, 2020; Slack et al., 2016). As concluded 
before, more attention has to be paid to the management of public service supply 
chains. The interplay between specific public service characteristics, i.e., related 
to the dimensions of publicness, the role of politics and policies, e.g., related to 
the use of public money and other accountability issues, and operations and 
supply chain process characteristics might provide new or different application 
of planning and control practices as well as different emphasis on performance 
outcomes aimed for. Therefore, the criminal justice context provides an interesting 
setting for further research; to explore further the under-investigated area or 
public service supply chain management as criminal justice (1) involves service 
delivery based on information; (2) the processes and available capacity are subject 
to strict laws, procedures, and budgets; and (3) the demand is diverse and involves 
serving multiple –sometimes non-voluntarily– customers (e.g., suspects, victims, 
witnesses, and the general public).

5.5.2 Research setting related limitations and future research directions

Our research setting is limited to the criminal justice context. This context allowed 
us to investigate integration and the use of ICT in a highly regulated public service 
supply chain. Therefore, we can provide much required further understanding of 
not-for-profit service supply chains (Pagell et al., 2018). Still, there is an opportunity 
to generalize and externally validate these findings across other public service 
areas. Scholars have started to work on topics related to operations and supply 
chain management in public settings (e.g., Radnor et al., 2016; Pagell et al., 2018). 
Preliminary studies on the topic of supply chain integration in public settings (de 
Blok, 2015; Seepma, de Blok, & van Donk, 2016) revealed that similar integration 
mechanisms are used across different public service settings. More specifically, 
public supply chains like public transport supply chains, youth care supply chains, 
and educational service supply chains tune and coordinate activities across 
organizations through the exchange of information, joint activities, and joint 
processes (de Blok, 2015). However, the study by de Blok (2015) also shows that 
the extent and purpose of integration seem to be contingent to the type of public 
service provided. A logical step in generalizing findings on integration and the 
use of ICT in public services is to compare and test the findings of this thesis in 
other public service supply chain settings. Future research should do so by further 
exploring the purpose and effect of supply chain integration on public service 
supply chains’ performance might provide a more fine-drawn, possibly different, 
understanding of the relationship between integration and performance, currently 
focused on a for-profit supply chain perspective (Gimenez et al., 2012; Kache & 
Seuring, 2014; Leuschner et al., 2013; Van der Vaart & Van Donk, 2008).
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5.5.3 Research scope related limitations and future research directions

As with every empirical study, we made choices regarding the scope of the 
empirical setting. First, we deliberately choose to focus on the criminal justice 
process encompassing the detection, investigation, and sentencing of criminal 
cases. Accordingly, the police, public prosecution, and courts are the main supply 
chain organizations (the focus of Chapter 3 and Chapter 4) that are dependent on 
expert organizations like probation and institutes of forensic psychologists and 
psychiatrists (the focus of Chapter 2). This automatically excluded the process 
of execution of the sentence, i.e., the prisons and organizations involved in the 
correction and imprisonment of condemned persons. Second, we deliberately 
choose to study the criminal justice supply chain from a business-to-business 
perspective. The boundaries we set to the scope of our research allowed us to 
gain a thorough understanding of the inter-organizational information flows, the 
organizational and supply chain characteristics involved, the factors influencing 
the management of these information flows as well as the opportunities and 
challenges that criminal justice supply chains have to deal with. Although we 
expect that our results are also applicable to other parts of the criminal justice 
process, future research is required to support this claim with empirical evidence. 
Especially the role and influence of lawyers is interesting to explore as they can 
have a considerable impact on parts of the criminal justice process. However, 
including lawyers might be quite challenging given the specific role and ‘hidden 
agenda’ they have in the criminal justice process.

Even though we identify important professional performance objectives and 
characteristics in this study, our study is limited to the interactions between 
organizations. We acknowledge the importance of interactions between 
professional organizations. However, the interactions between professionals 
within and across these organizations is as important. Exploring and better 
understanding the interactions between professionals and how these interactions 
and professionals should be managed in public settings are interesting avenues for 
future research. 

As with every service, the interaction between the customer and the service 
provider is of great importance (Sampson & Spring, 2012a, 2012b), especially 
in services like criminal justice where the service supply chain has to deliver 
adequate services to each of its distinct customers as well as society as a whole. As 
mentioned by respondents in our fieldwork, lawyers and solicitors, representing 
individual customers of the criminal justice service, do have considerable influence 
on parts of the criminal justice process. Whereas service operations management 
scholars increasingly focus on the interaction between the customer and supply 
chain organizations, the public service context is under-exposed (Ostrom et 
al., 2015; Victorino et al., 2018). Therefore, investigating the interaction with the 
customer and the influence of the customer on the management of the supply 
chain processes in the context of criminal justice might be a relevant direction for 
further research, for example, the interaction between the suspect and criminal 
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justice organizations. The suspect is mostly involuntarily taking part in the 
criminal justice process. Besides justice, many other governmental services are 
not entirely voluntarily used by its customers, like healthcare services, tax services, 
and customs services. It might be interesting to investigate how involuntarily 
customers influence service delivery design. In addition, the criminal justice system 
has to serve different customers that have distinct and different interests in the 
service provided by the criminal justice supply chain, for example, in addition to 
suspects or convicted persons, victims rely on the justice system. Taking a closer 
look at the interaction of suspects, victims, and society as a whole with the different 
organizations involved in the criminal justice supply chain might provide a new 
perspective on public service delivery, mainly because these organizations have to 
stay within boundaries set by laws and regulations.  

5.5.4 Research methodology related limitations and future research 
directions

The results of this thesis are based on qualitative data, i.e., interviews, documents, 
observations, and field visits. The qualitative data gathered ensured a rich empirical 
foundation for our results and contributions and was considered appropriate 
considering the explorative nature of this thesis (Barratt, Choi, & Li, 2011; Eisenhardt, 
1989; Voss, Tsikriktsis, & Frohlich, 2002). Accordingly, we were able to explore the 
use, design, and evolution of supply chain integration in criminal justice settings. 
The main argument for applying integration and ICT is improved performance. 
Even though this thesis focusses on integration mechanisms instead of the direct 
effect of these mechanisms on performance, we were able to capture performance 
improvement by perceptions of interviewees. We indirectly show that integration 
mechanisms and the use of technology provide benefits to criminal justice 
supply chains. Measuring the effects of integration and improvement initiatives 
on performance is a logical future research direction. Future research measuring 
such performance effects, for example, by using data on throughput times, might 
provide relevant contributions to the understanding of performance improvement 
in public service supply chains. In addition, another performance-related avenue for 
future research is to further explore how integration mechanisms and information 
technologies ensure performance improvement beyond efficiency, capturing 
public service-related performance objectives like effectiveness and equity-related 
performance objectives. 

The case selections for the studies presented in this thesis were limited to European 
countries, i.e., the Netherlands in Chapter 2, four European countries in Chapter 3, 
and England and Wales in Chapter 4. We selected national criminal justice systems 
as justice systems are institutionalized in countries. Even though we do not have 
the empirical evidence from other countries, we do argue that the results presented 
in this thesis, based on those different European countries, also hold for other 
countries as they similarly have to deal with constitutional laws and regulations, 
similar performance objectives and similar context characteristics. Nevertheless, it 
might be interesting to extent our studies to other countries that have different law 
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systems, e.g., from Roman origin or not, to validate and generalize our argument. 

5.6 | Final remarks

Given the importance of and the challenges to the seamless and effective exchange 
of information across criminal justice organizations, the main aim of this thesis was 
to explore how supply chain management –in particular, integration– is applied in 
the context of criminal justice. Serving this aim, we contribute to the current state 
of research concerning public supply chain management as well as related streams 
of literature. 

Ongoing, governments and criminal justice organizations are looking for ways 
to improve their criminal law enforcement. Based on the insights given in this 
thesis, it can be concluded that integration mechanisms and information and 
communication technologies are useful tools to align business processes and 
improve information flow across criminal justice organizations. Beyond the idea 
of investigating criminal justice supply chains to understand how public supply 
chains can benefit from mechanisms, practices, and technologies typically 
applied in for-profit settings, we have learned that there is much more insight 
to be gained from studying criminal justice supply chains. It provides a research 
setting where paradoxes are overcome; (1) criminal justice professionals are legally 
bound to independent decision making, while forced to work together across 
organizations; (2) criminal justice organizations need to improve their efficiency 
and effectiveness, while equity needs, at least, to be maintained (3) criminal justice 
chains need to serve customers with contradictory objectives, i.e., suspects versus 
society, victims and witnesses. Investigating how professionals, organizations, and 
supply chains deal with these paradoxes through the organization of their inter-
organizational business processes might push the fields of criminal justice supply 
chain management and the related fields supply chain management, service 
operations management, and public management, further. 
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