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Summary 

Introduction 

The Ministry of Justice started the contribution scheme for district cooperation in the 
criminal law chain on 1 July 2001. This scheme extends over a period of 2 years and ends on 
30 June 2003. The scheme falls within the long-term programme for improvement of district 
cooperation (Meerjarenprogramma versterking regionale samenwerking - MVRS) and was 
set up as a result of the report ‘Unity is strength’ (Eendracht maakt macht). 

The scheme was set up with the sole purpose of introducing strategic consultations into the 
criminal law chain, which are complementary to existing consultations, with the purpose of 
making commitments that will lead to improved operation of the criminal law chain. 

After the submission of a project proposal, all nineteen districts in the Netherlands were 
granted a contribution. The contribution is earmarked for that purpose only. By accepting the 
contribution, the districts are obliged to expend the contribution for that purpose. The 
contribution is intended for:  

- the support of strategic consultation between the judicial organisations within the 
nineteen districts. These meetings are called the district judicial consultation (DJC);  

- the connection between the DJCs and the local administration;  

- the support of the district youth criminality platform (DYCP). 

In mid-2003, the department of Justice will decide about the continuation of the contribution 
scheme. To obtain input for the decision on continuation of the scheme, the WODC1 asked 
KPMG Economic Consulting (KPMG BEA) to evaluate the contribution scheme. The task of 
KPMG is described as follows: 

Provide understanding on cooperation and coordination in the criminal law chain on strategic subjects 
due to the contribution scheme for district cooperation. Furthermore, advise the Ministry of Justice on 
criteria for the justification of the contribution and on possibilities to improve the scheme.   

Evaluation criteria 

The objective of the contribution scheme can be divided into four sub-objectives. Our aim 
for this evaluation is to provide insight into these four objectives of the contribution scheme.  

The first objective is to obtain strategic consultation. We use three criteria to judge the 
strategic character of the consultations: 1) the most important organisations in the criminal 
law chain must participate in the district judicial consultation, 2) these organisations must be 
                                                      
1 The WODC is the research centre of the Ministry of Justice. 
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represented at chief executive officer (CEO) level and 3) the items on the agenda of the 
consultations must be strategic. 

We evaluate the second objective, whether the contribution is used for complementary 
consultations, by looking at 1) whether supplementary activities were performed due to the 
introduction of the contribution scheme and 2) whether sufficient added value is given to the 
consultation by the participating organisations.   

We evaluate the third objective of the scheme, more commitment of the participating 
organisations, by looking at the progress and decision-making process of chosen spearhead 
actions.   

The fourth and final objective, realising improved operation of the criminal law chain, we 
evaluate by investigating 1) whether and how the implementation of decisions is carried out 
by the organisations and 2) the result of the actions on the activities of the organisations.   

The core of the evaluation consists of an analysis at five of the nineteen districts. The choice 
for the five districts depended on the amount of money the district was granted, which 
depends on the size of the district. A large district gets more money than a small district, 
since large districts have more difficulties with cooperation due to the larger number of 
parties concerned. Another criterion for the choice of district was the starting date of the 
DJC. In some districts the DJC was started before the introduction of the contribution 
scheme. Beside these criteria we also considered the distribution of the districts over the 
Netherlands. After the selection of the districts we needed to obtain a balanced regional 
distribution over the Netherlands. Because of these selection criteria we expect the results to 
be a good reflection of all the nineteen districts. 

Structure of the summary  

The outline of this summary is as follows. First we describe the actual activities that have 
directly resulted from the contribution. After that, we evaluate these results and provide an 
explanation of the results. Finally we give recommendations for the justification of the 
contribution and for improvement of the scheme.  

Actual activities  

At this moment (March-April 2003), the DJCs are organised regularly (2-5 times per year) in 
most of the nineteen districts. Due to the initial set up of the consultation in several districts, 
the consultation wasn’t functioning, as it should. Therefore, after a couple of consultations, 
the DJCs in these districts were restructured and restarted. 

An average of ten organisations participate in the DJC’s consultations. These organisations 
are mainly represented at chief executive officer (CEO) level. Approximately 75 percent of 
the participants are present at every consultation.  
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The districts mainly used the contribution for the payment of personal/working capacity: a 
DJC account manager and, in some districts, a DYCP administration worker .  

The main focus of the account manager is on the organisation of the DJC consultation, the 
support of the DYCP consultation and on the connection between the DJC and the local 
administrations. Another part of the contribution was spent on allowances for the 
participating organisations, research and/or workshops. 

Most of the time, resources and the account manager’s effort were put in to the DJC 
consultation. In all districts, the DYCP consultation also received some of the time, 
resources and effort of the account manager. However, the connection between the DJC 
consultation and the local administration was made in only a couple of districts. 

The spearheads of the DJC, divided into target groups, are: youth criminality, multiple 
offenders and domestic violence. Another item on the agenda of the consultation are the 
national and regional security policies. The spearheads, divided in work processes, are: 
supply and demand of products, alignment of work processes, linking of planning & control 
cycles, and the establishment of local judicial institutions (front office, justice in the 
neighbourhood (Justitie in de buurt - JIB), safety house).  

Evaluation 

The first objective of the contribution scheme is to initiate strategic consultation in the 
criminal law chain. In all nineteen districts, therefore, a DJC consultation was started. Our 
investigation showed that these consultations are strategic, in fact, because the three criteria 
for strategic consultation have been met: 

- the most important organisations from the criminal law chain participate in the 
consultation; 

- the organisations are represented at CEO level; 

- the items on the agenda have sufficient strategic content. The main point of the items 
on the agenda is concerned with the coordination of the organisations in the short 
term and on policy issues for the long term. 

The second objective of the contribution was to initiate complementary activities. The 
contribution has led to complementary activities. The DJC consultation is the only 
consultation in which all the most important organisations participate. The issues that the 
DJC consultation deals with are not new, but the way the issues are dealt with is. These 
issues are now treated proactively and are regularly on the agenda of the consultation. Also, 
in the working methods, the complementary character of the consultations is noticeable. The 
account manager and the DYCP administration worker make the necessary preparations for a 
successful consultation and are the superchargers for the participating organisations.  
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The complementary activities of account manager and the administration worker, therefore, 
fulfil for an important part the objective of the contribution scheme. However, besides the 
work that the account managers and the DYCP administration workers do for the chain, they 
still regularly participate in activities for the Public Prosecution Service. The contribution is 
not meant for these extra activities. 

According to the participating organisations, the DJC and DYCP provide added value. The 
organisations in the criminal law chain are aware of the importance of cooperation and 
adaptation in the chain. However, coordination at a strategic level is therefore necessary. The 
contribution for extra work capacity makes it possible to achieve better cooperation and 
adaptation at a strategic level. The contribution is still earmarked. If the contribution weren’t 
earmarked, the consultations probably wouldn’t be as productive as they are now. The 
contribution would then possibly be spent on the primary process of the Public Prosecution 
Service and not on facilitating the consultations. 

The DYCP consultation already existed before the start of the contribution scheme. The 
additional available capacity from the contribution has given the consultation an extra 
stimulus. In some districts, the DYCP didn’t function as it should. Due to the contribution, 
the DYCP consultation in these districts was restructured.  

The connection with the local administration is often not, or not fully, established. The local 
administration does not participate in the DJC. The issue of feedback to the local 
administration is often an item on the agenda of the DJC consultation. The Chief Public 
Prosecutor participates in the tripartite consultation2 recently more as the representative of 
the DJC (the whole criminal law chain) instead of only representing the Public Prosecution 
Service. Since the start of the DJC, he is now much more aware of the problems of the chain. 

Another goal of the contribution scheme is that commitments have to be made. These 
agreements must result in improved operation of the criminal law chain. The activities of the 
DJC have so far resulted in a couple of commitments/agreements. However the activities are 
still in a preliminary phase. The DJC has done the following: 

- an inventory has been made of the bottlenecks;  

- an inventory has been made of other consultations; 

- insight into the work process has been obtained.  

These activities have resulted in some spearheads that are now being further reviewed in 
study groups. The implementation phase of the spearheads has not yet been reached; 
therefore, substantial improvements are not yet noticeable. The contribution scheme has 
resulted in two results for which the contribution scheme was not intended: 

- a social result. Organisations and their representatives have got to know each other. 
The acquaintance of the representatives with each other and with the bottlenecks of 

                                                      
2 The tripartite deliberation is between the mayor, the chief public prosecutor and the chief of police. 
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the organisations has led to trust in each other and the organisations. Due to the 
contribution, the representatives are now also able to find each other outside of the 
DJC consultations. 

- The DJC has become an institution. The DJC is now more and more looked upon as 
an institution where they deal with strategic problems. Organisations more often talk 
about their problems in the consultation and expectations are rising about the 
decision process. The cooperation in the criminal law chain, therefore, has almost 
taken root and is partially embedded. 

The speed of progress of the DJC differs between districts. After one year, some of the 
districts reported considerable results, whereas in other districts (almost) nothing has 
happened.   

In conclusion, the contribution scheme is an important stimulus for strategic cooperation between the 
organisations in the criminal law chain. However, not all of the objectives of the contribution scheme 
have been achieved yet. Provided that the DJC is well structured, the DJC is a suitable instrument to 
obtain cooperation between the organisations in the criminal law chain.   

Causality analyses 

In this section, we provide an explanation of the results. 

An explanation for the progress of cooperation is the fact that the organisations acknowledge 
the need to cooperate. Cooperation has recently become more important since the 
organisations are now, more than in the past, judged by the results they book. Also, the 
public’s social awareness of the criminal law chain has increased.  

The organisations have enough common interests to understand that cooperation with each 
other is a useful instrument. However, the organisations alone do not invest enough time and 
energy in cooperation. This lack of initiative by the organisations can be explained by the 
way they have to account for the money they get from the justice department. The 
organisations are judged on their short-term performance, while the results of cooperation 
will be noticeable in the long-term. However it seems difficult to measure the direct increase 
in performance due to cooperation and adaptation. Because of these problems, an earmarked 
contribution is necessary. 

Coordination in the chain is not the only solution to increase performance. The freedom to 
arrive at commitments is still difficult, since the organisations depend on the freedom the 
parent organisations give them. Bottlenecks at the horizontal level in the chain are difficult to 
solve by the DJC or DYCP. This problem decreases the power of the DJC. Further 
adaptation within the organisations and within the nationally managed organisations is 
another key to increasing performance.  
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Cooperation in the chain depends heavily on the role of the chief public prosecutor and the 
way the account manager facilitates the DJC consultation. The chief public prosecutor is the 
key player and he bestows importance on the consultation. The account manager is 
responsible for the quality of the issues of the DJC and DYCP. The difference in the results 
between the districts can therefore be explained by the quality of the account manager and 
the importance the chief public prosecutor gives to the DJC.  

In conclusion, the necessity to cooperate is the foundation of the DJC. The account manager and the 
chief public prosecutor together are decisive for the importance the consultations acquire. The most 
important threat to the DJC is the dependence of the participating organisations on their parent 
organisation. This dependence decreases the freedom of the organisations to commit to agreements at 
district level. An earmarked contribution is, therefore, still necessary to stimulate the cooperation 
between the organisations. 

Proposal for criteria of final justification 

The department of Justice will use this evaluation for their decision about continuing the 
contribution scheme. In this section, we propose a number of criteria for the final 
justification of the contribution. This justification will be ready on 1 October 2003.  

The main objective of the scheme is to obtain or initiate improved operation of the criminal 
law chain. However, effects of this will mainly be noticeable only in the long run. The 
effects of the contribution are almost impossible to measure, since these effects are not 
directly linked to the contribution. Therefore, we advise focusing the final justification of the 
contribution on how the new process of cooperation is embedded into the criminal law chain. 
The principle is that cooperation at strategic level has supplementary value and will lead to 
improved operation of the criminal law chain. 

We propose to look at the elaboration of the spearheads at the DJCs, to investigate how the 
strategic character of the consultation is embedded in the ‘normal’ structure of consultations. 
Furthermore, we propose investigating whether the agenda of the consultations is complete: 
is the preparation and feedback from the tripartite consultation an item on the agenda, is the 
feedback from and to the DYCP an item on the agenda, and are there items on the agenda 
that need a national approach? 

We advise linking the embedding of the complementary character of the consultations to 
whether there is enough competent personal capacity for the facilitation of the DJC and 
DYCP. Also, we advise looking at whether the chain organisations are involved. 

To investigate whether commitments have been made, we propose reviewing the 
communication between the employees of the participating organisations, and between the 
DJC and the local administration and the other existing consultations. 
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Finally, for the final justification, we advise only roughly tackling the objective of arriving at 
improved operation of the criminal law chain. The results must be identified and examined, 
but no criteria will be used to evaluate them. 

Recommendations for improvement of the scheme 

The design/structure of the contribution scheme can roughly remain the same. It seems 
necessary that the contribution be earmarked. For the sharpening of the continuation of the 
contribution scheme we advise the following: 

- stricter requirements for the account manager DJC and the DYCP administrative 
worker. The account manager is a principal factor for a successful DJC. The 
duties/tasks of the account manager must be such that he/she is guaranteed not to 
have to do any work for the public prosecution service. If the account manager is not 
hired for the full-time facilitation of the consultation, than his/her other job must be 
complementary and not interfer with the work for the consultation. 

- a financing system aimed on results more than previously. We advise that the 
remaining part of the contribution must be spent on the DJC’s project proposals. 
These proposals must have clear and realisable objectives. The actual funding of the 
proposals must depend on the actual realisation. 

- better structured interaction between the districts and the nationally operating parent 
organisations. There are problems at district level that can only be solved at national 
level. We advise identifying a point of mutual interest where these obstructions can 
be addressed. Furthermore, we advise implementing a procedure for the 
development of solutions. 

Finally, we advise on the level of ambition of the contribution scheme. Cooperation is 
difficult due to the voluntary character of the scheme and due to the nationally managed 
organisations. It is, therefore, very difficult for the organisations to commit to agreements.  

This appears to be a workable structure that can result in more cooperation in the long-term. 
An alternative model of cooperation is a district-controlled structure. This structure creates 
more space for performance agreements at district level. However, this model requires a 
structural change in the structure and funding of the criminal law chain. There are several 
other possible models for cooperation. For the continuation of the contribution scheme, it 
seems necessary that the level of ambition of the contribution scheme be taken into account 
for the model of cooperation. 


