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Letter from the Director

he Office of Community Oriented Policing Services

(the COPS Office) has made substantial investments
in local initiatives designed to institutionalize commu-
nity policing and to enhance the safety and well-being of
communities. The COPS in Schools program (CIS) repre-
sented one of the COPS Offices’ most important efforts,
because it was designed to foster collaborative partner-
ships between law enforcement agencies and school
districts, and enhance the safety of students, faculty, and
school staft. Since 2000, funding from the COPS Office
has forged thousands of local law enforcement-school
partnerships, deployed School Resource Officers (SROs)
in elementary, middle, and high schools nationally, and
provided training and technical assistance to more than
10,000 SROs and school administrators. The CIS program
required law enforcement agencies and school districts
to jointly design and manage their new partnerships
amid the complexities of their respective organizations.
Central to their success has been the ability to continually
improve their programs and to strategically implement
policies, procedures, and systemic changes to sustain
these programs.

A New Approach to Evaluation: A Guide to Creating High
Performing Programs incorporates principles of organiza-
tional development and learning (ODL) into the tradi-
tional program evaluation framework to create a new
paradigm for building organizational capacity that can

lead to greater program effectiveness and sustainability.
The approach outlined in this Guide focuses on both
the program (i.e., SRO program) as well as the organiza-
tion (i.e., police department, school district) responsible
for the program. The addition of ODL principles in the
evaluation framework provides a way to assess the orga-
nizational capacities that are needed to ensure programs
function well and achieve their intended purpose. The
key benefit of this approach is that it focuses on build-
ing organizational capacities so the program can adapt,
when necessary, to improve operational efficiency,
achieve greater effectiveness, and institutionalize sus-
tainable practices.

This Guide provides a roadmap for creating high perform-
ing programs by building organizational capacities to

help implement change, and achieve desired goals that are
enduring. It has grown and developed from the experi-
ences of the CIS grantees. However, the principles, strate-
gies, and tools presented here are pertinent to a broad
array of programs that also must ensure they work well
and are a good investment.

P 7 Bt

—Bernard Melekian, Director
Office of Community Oriented Policing Services
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Introduction

Over the last several decades, federally-sponsored
programs providing social services to address prob-
lems related to youth violence, crime, substance abuse,
and mental health have evolved from single organization
efforts providing specific and targeted services, to broad,
cross-cutting programmatic initiatives addressing mul-
tiple issues and requiring strategic collaborations among
many organizations, often with competing priorities and
complex bureaucratic structures. These comprehensive
and complex initiatives require grantees to build and sus-
tain strong strategic alliances among state and local agen-
cies such as law enforcement, schools, substance abuse
prevention programs, courts, mental health agencies, and
other community-based services providers. Examples of
some of the prominent cross-cutting investments of the
Office of Community Oriented Policing Services (the
COPS Office) include:

= COPS Community Policing Program—This program,
which may be the most significant change in policing,
provided the impetus for law enforcement agencies
nationally to transform their organizations, develop
community partnerships, and engage in collaborative,
problem-solving policing strategies. With the funding
of more than 100,000 new community policing officers
and a myriad of technological supports and training
and technical assistance services, the COPS Office ush-
ered in a new era of policing philosophy and practice.
Today, community policing philosophy and practice, in

many jurisdictions, is no longer “a specialized program”

but rather the norm of policing.

= COPS in Schools (CIS)—CIS is one of the largest ini-
tiatives in the nation designed to help law enforcement
agencies hire and deploy new School Resource Officers

(SROs) to engage and enhance community policing
practices in and around primary and secondary schools.
These grants provided the incentive for law enforce-
ment agencies and school districts to form strategic
alliances, share resources, and—through memoran-
dums of understanding (MOU) and joint training—
create and manage school safety programs. More than
10,000 SROs and their school administrator partners
participated in COPS-funded training and technical
assistance designed to enhance grantees’ abilities to
provide effective school safety.

COPS School-Based Partnerships—These partner-
ships are designed to establish strategic alliances

among law enforcement agencies, schools, and other
community-based youth-serving organizations.

These grants engaged organizational partners in a
process of collaborative problem-solving (using the
SARA problem-solving model) to identify and analyze
school-based problems, develop targeted responses, and
conduct ongoing assessments of the effectiveness of the
newly-designed response strategies.

COPS Problem-Solving Partnerships—There are

450 grantees comprising COPS partnerships between
law enforcement agencies and community-based orga-
nizations with the purpose of developing collaborative,
problem-solving approaches to community crime and
disorder problems. These grantees designed data-driven
responses to both acute and chronic crime problems
such as gang-related violence, drug trafficking and deal-
ing, violent assaults, prostitution, and loitering. Entire
communities forged new strategic alliances with short-
and long-range strategies to reduce crime and improve
quality of life.
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These national initiatives are a just few examples of large,
broad, cross-cutting policy social service programs—
similar to many other current programs—that reflect

a transformational shift in the scope, complexity, and
purpose of federal programs addressing health and social
problems. Consequently, as both large and small organiza-
tions take on new programs, more change is expected, and
the challenge of ensuring that these programs “work well”
and are a good investment is even more paramount.

This Guide provides a new approach for evaluating pro-
grams that focus on building critical capacities system-
wide and creating better performing programs in the

long term using organizational development and learning
(ODL). It is divided into three sections. The sections may
be used sequentially in their entirety or individual sections
may be used to target and work on specific capacities.

Section 1 makes the case for using a multi-framed ODL
approach instead of the traditional program evaluation
model, and it describes the key benefits of using ODL.

Section 2 describes how the ODL evaluation process
works.

Section 3 presents “real-world” applications of the ODL
model based on our previous work with SRO programs.
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Section 1: Organizational Development and Learning—Making the Case!

ach year, federal, state, and local governments, along

with private philanthropic organizations, invest in a
wide array of both new and existing initiatives that provide
vital social services. Typically, in addition to program
funding, there is a mandate to evaluate and uphold the
effectiveness of the program.

The Federal Government has been the standard bearer
for using program evaluation as a basis for deciding
which things are worth doing (Patton, 1997). The stan-
dard program evaluation is based on a systematic process
that looks at each part of the program, which flows from
inputs, activities, and processes to expected outcomes.
As illustrated in the diagram below, this process provides
information about how a program works and to what
extent it is effective.

While such information is valuable, two main factors keep
its use limited. First, the program evaluation model, which
begins with inputs and works through to outcomes, only
provides information about “what has been done” and has
a tendency to foster the status quo rather than an explo-
ration of new ideas to improve program performance.'
Millar, et al., suggest it would be more useful to invert the
planning sequence by beginning with outcomes and work-
ing through to inputs—in doing so, the focus is on “what
needs to be done” rather than “what has been done.”

Second, programs are designed to function within
established organizations (e.g., school districts, law

! Millar, A., R.S. Simeone, and J.T. Carnevale. 2001. Logic models: a
systems tool for performance management. Evaluation and Program
Planning, 24:73-81.

enforcement agencies, health agencies, or social service
agencies) to capitalize on existing capacities, resources,
and systems of service. However, the evaluation model
treats the program as if it is a stand-alone operation (with
its own leadership, staff, facilities, decision-making frame-
work, etc.) when that is rarely the case. As a result, the
“parent” organization or network of organizations—the
most important factor that can influence program effec-
tiveness and performance—is ignored; this fact presents a
paradox for evaluators and grantees.

What good is conducting a program evaluation to
assess and build program capacity to improve perfor-

mance if the “parent” organization itself lacks critical
capacities?

Looking Beyond the Program

Embedded in the ODL approach is the overarching influ-
ence of the parent organization on the program. From this
perspective, if the parent organization lacks the sufficient
capacities to support the program, anything—from a
change in leadership, resources, staffing, or environment—
can limit the program’s effectiveness and in many cases
jeopardize its existence. The ODL evaluation framework
combines the traditional program evaluation framework
with organizational development and learning so as to
address improvement of the total system and focus on the
organization(s) running the program (See following page).
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Figure 1. Traditional Program Evaluation Model—Level 1 Organization: What Has Been Done?
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The new ODL evaluation framework includes two
levels—the first is the program and the second is the
organization. As illustrated in Figure 2, the second level
focuses on identifying gaps or weaknesses in the orga-
nizations’ current capacities and critically assessing the
implementation of the program through a multi-framed
perspective? to look at “what needs to be done” to improve
program performance. The ODL evaluation model is

Near-Term
Outcomes

Long-Term

Outcomes el

centered on change and improving organizational capaci-
ties, which in turn, allow programs to be more effective.

The ODL evaluation model—much like a traditional
program evaluation—is intended to be an ongoing process
to assess and build capacity to adapt, change, and achieve
greater efficiency and effectiveness, for both the parent
organization and the program itself.

Figure 2. ODL Organization Level Model—Level 2 Organization: What Needs to be Done?

Program

Goals Align goals to organization’s capacities

2 Bolman, L.G., and Deal, T.E., 2003. Reframing Organizations: Artistry,
Choice, and Leadership. San Francisco: Jossey-Bass, 2003.

Organization’s Capacities
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Program
Activities

Program
Outcomes
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Section 2: What Does the Process Look Like?

he key difference between the traditional evaluation

planning process and the one presented in this Guide
is that the ODL evaluation model links the parent organi-
zation to the program. The structure and systems, human
resources, and ability to build strategic alliances of the par-
ent organization are key components of the ODL evalu-
ation model. Based on this model, the long-term success
of any program is dependent on having the appropriate
capacities within the parent organization to support the
program’s operations and achieve its intended goals.

Whether you are planning for a new program or focused
on improving an existing program, the process begins with
determining the program goals, mapping the program
goals to the parent organization’s capacities, and assessing
and identifying organizational capacity challenges.

The following figures use an example of a school safety
program.

Figure 3.

INPUTS (Capacity)
Time
Funds
Partners
Equipment
Facilities

Goals

Determining the Program Goals

The traditional evaluation planning process begins with
INPUTS (existing resources and conditions) such as:

However, Millar et al. suggest it would be more useful to
invert the planning process and begin with goals and work
through to capacities (INPUTS), “focusing on what needs
to be done” instead of “what has been done.” Flipping

the process around puts the focus on what is needed to
achieve the program goals, thus fostering “new ideas to
improve program performance”

Figure 4.

Goals

Increase collaboration with school staff
Enhanced relationship with students
Implementation of security plans
Enhanced school safety

Change in police practices
Sustainability of program

INPUTS
(Capacity)

Mapping Program Goals to the Parent
Organization’s Capacities

Because programs are almost always designed and funded
to function within established organizations (e.g., school
districts, law enforcement agencies, health agencies, or
social service agencies) to capitalize on existing capacities,
resources, and systems of service, the parent organization’s
capacities, or lack thereof, are of critical importance to the
implementation and performance of any program.

After determining a program’s goals (Figure 4), the next
process stage is to determine what is needed to achieve
the goals and to map or link the goals to the organization’s
capacities.

Figure 5.

Goals

Increase collaboration with school staff
Enh d relationship with
Implementation of security plans
Enhanced school safety

Change in police practices
Sustainability of program

What is needed from the
parent organization and the program
to achieve these goals?

Figure 6, on the next page, outlines the process of mapping
program goals to specific organization capacities.

The organizational capacities are grouped into the three
main ODL frames: Structure and Systems, Human
Resources, and Cultural/Political. Within each frame are
specific capacities or resources key to performance, adap-
tation, change, and sustainability.
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Figure 6. Map Goals to Organization’s Capacities

Organizational Capacities

Program Goals

Increase collaboration with school staff

Organizational design
Interfunctional coordination
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fund, and evaluate programs
Planning systems
Decision-making framework
Financial management/operations
Physical infrastructure (i.e., office space)
Technology infrastructure

Structure and
Systems

Enhanced relationship with students
Implementation of security plans
Enhanced school safety

Change in police practices
Sustainability of programs

Staffing levels
Recruitment

Staff development
Retention

Incentives
Leadership
Individual job design

External relationship building
e Strategic alliances

e (Collaborations

Public relations

Shared references and practices
Performance as a shared value

Cultural/Political

The success of any program depends on having the appro-
priate systems, human resources, and learning culture in
place to achieve the overall goals. Mapping ensures that
the program’s goals and the organization’s capacities are
strategically aligned and provides a basis for ongoing,
strategic planning and development not afforded by tradi-
tional evaluation models.

Assessing and Identifying Organizational
Capacity Challenges

After the program goals have been mapped to specific
capacities, an assessment of the parent organization’s
capacities needs to be completed. A capacity assessment
will help identify both capacity strengths and, more
importantly, deficiencies. It is the deficiencies that are
most important to this process, because they expose areas
where the program goals are not strategically aligned with
the parent organization’s capacities, which ultimately lim-
its the program’s performance.

A number of organizational capacity assessment tools have
been developed for the private sector and nonprofit orga-
nizations. Those geared toward nonprofit organizations are
most appropriate for parent organizations, such as police
departments, school districts, public health organizations,
and local government agencies, which typically implement
federally funded programs.

One tool in particular is the Marguerite Casey Foundation
Organizational Capacity Assessment Tool, a self-assessment
instrument that helps nonprofits identify capacity
strengths and challenges and set capacity-building goals
(the instrument is available at http://www.caseygrants.
org). The instrument assesses organizational capacities

in four key areas: Operational, Leadership, Adaptive, and
Management. There are 59 specific elements of organiza-
tional capacity under these four categories; for example,
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under Leadership a number of specific elements are
assessed, including:

" Mission

" Board Governance

" Vision

" Board Involvement and Support

= Overarching Goals

= CEO/ED Experience and Standing

" Overarching Strategy

= CEO/ED Organizational Leadership/Effectiveness
= Shared Beliefs and Values

= CEO/ED Analytical and Strategic Thinking

" Board Composition and Commitment

= Ability to Motivate and Mobilize Constituents

The 59 capacity elements can be easily linked to the three
organizational frames—Structure and Systems, Human
Resources, and Cultural/Political—in the evaluation
model.

The following section provides “real world” examples of
how this approach was successfully applied while conduct-
ing an evaluation of a federally funded School Resource
Officer (SRO) program.

It should be noted that the examples in the next section
used a different method for assessing capacity than what is
proposed in this Guide. Our previous work used in-person
interviews to assess organizational capacity instead of an
assessment tool featured earlier in this section. The ODL
evaluation process has evolved since this earlier work.

We strongly recommend using a capacity assessment
tool rather than interviews only, because of the extraor-
dinary time and costs involved in conducting in-person
interviews.

Other Resources:

The McKinsey Capacity Assessment Grid
A tool designed to help non-profit organizations
assess their organizational capacity.

http://www.ilj.org/publications/docs/McKinsey_
Organization_Capacity_Assessment_Tool.pdf

Reflect & Learn

An online resource that provides more than
60 practical tools for self-assessment of organiza-
tional capacity and performance.

http://www.reflectlearn.org/discover/
self-assessment-tools
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Section 3: The Process in Action—Principles to Practice

he ODL approach was used in our work with SRO

programs and the evaluation of an SRO program
established with a $4,000,000 grant from the COPS Office,
which provided the funds to hire and deploy 32 new, full-
time law enforcement officers in middle and high schools.
The police department was the parent organization
responsible for implementation of the SRO program; how-
ever, because officers were working in the school and with

school staff, the school district was also a key organization.

Four years after the program began, it had achieved some
of its intended goals, but many remained unmet. The pur-
pose of this evaluation was to determine why the program
was not performing as well as expected and to develop
strategies to build capacity to improve performance and
sustain the program in the long term.

Determining the Program Goals

The success of a program rests on having clearly defined
goals and getting all parts of the program and organiza-
tions to work together to reach these goals.

Mapping Program Goals to the Parent
Organization’s Capacities

Building successful organizations in turn builds success-
ful programs. The goals of the SRO program were gener-
ally developed from police directive, Memorandum of
Understanding (MOU), and information from official
police and school websites to identify the organizational
capacities needed to support the program. The goals of
the program, based on the initial assessment of mate-
rial and in conjunction with police and school staft, were
identified to be:

= Assign officers to serve as liaisons between the police
department and the schools in the district

= Maintain and enhance a safe and secure learning envi-
ronment for students, staff, and the school community

= Institutionalize best police practices
= Enhance relationships with students

= Sustain the SRO program

Principles to Practice Snapshot: No Clear
Goals Guiding the Program

= Issue: A review of SRO program documenta-
tion revealed no clear source or official state-
ment of purpose or goals for the program.
Instead, program goals were delineated in a
variety of sources, including police directive, a
Memorandum of Understanding (MOU), and
information provided on the police department’s
official website. Because the program goals were
not clearly defined, there was a lack of common
understanding within the program, police depart-
ment, and school district about each other’s roles
and responsibilities and the necessary capacities
to support the program.

" As a consequence...The program’s goals and
purpose were defined by individuals’ (e.g., SROs,
principals, school security staft) personal prefer-
ences and beliefs, instead of by a unified under-
standing. This resulted in varying degrees of the
programs effectiveness across the 26 middle and
high schools in the district and created a number
of operational and management challenges.

® Solution: Develop a MOU that clearly delineates
a common vision of the program—specifically,
the roles and responsibilities of an SRO—reflect-
ing on what they do at the school while incorpo-
rating what the schools needs.

Using the ODL evaluation mapping process, key orga-
nizational capacities needed to achieve these goals were
identified from both the police department and the school
district.
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Organizational Structure and Systems—
Blueprint of the Organization

To achieve program goals, the police department and
school district needs to have a combined organizational
structure that: 1) provides flexibility for officers to work
effectively, but enough leadership and guidance that per-
formance is consistent; 2) fosters communication and col-
laboration between officers and schools; and 3) has clear
policies, procedures, and a decision-making framework.
Four key capacities related to the organizational structure
and systems of the police department and school district
were identified and mapped to program goals.

Figure 7.

<
N

Organizational design
Interfunctional coordination
Organizational skills
e (Capacity to develop, implement,

fund, and evaluate programs
% Planning systems
¥ Decision-making framework
Financial management/operations
Physical infrastructure (i.e., office space)
Technology infrastructure

<_<
NN\

Structure and
Systems

Human Resource: Hire the Right People
and Keep Them

Another essential element of long-term program success
is people; meaning the program invests in employees and
responds to their needs (Collins & Porras, 1994; Farkas &
DeBacker, 1996; Kotter & Heskett, 1992).* The old adage,
“a company is only as good as the people it keeps,” points
to the importance of good management practices in
achieving organizational goals.

Leadership, recruitment, retention, and staff development
were identified as the most critical capacities needed to
meet the goals of the SRO program.

Figure 8.

Staffing levels
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Staff development

Y Retention

Incentives
Leadership
Individual job design
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Organizational Culture: The “Glue” that Holds
it all Together

The success or failure of the SRO program does not rest
with just one organization. Instead, it depends on mutual
commitment and collaboration between the police depart-
ment and school district.

Key capacities identified as necessary to the success of
the SRO program and its future sustainability were: form
and sustain strategic alliances, foster close collaboration,
and have a common shared understanding and practice
between the police department and school district.

Figure 9.

<

é External relationship building
e Strategic alliances
® (Collaboration
Public Relations
V| Shared references and practices
Performance as a shared value

Cultural/Political

Assessing and Identifying Organizational
Capacity Challenges

With the ODL evaluation process, it is important to ensure
the program’s goals are matched with the parent organiza-
tion’s goals and to make sure these capacities exist within
the organizations and are sufficiently developed. For the
evaluation, we looked primarily at the police department,
because it was the parent organization charged with the
programs implementation, and secondarily at the school
district to assess the capacities identified in the previous
step. Specifically, did the police department and school
district have the right structure, systems, staff develop-
ment strategies; the ability to create and maintain strate-
gic alliances; joint policies and practices; and the shared
understanding necessary to achieve the overall goals of the
SRO program?

Featured next are some “real world” examples based on
our previous work using the ODL with SRO programs,
including the evaluation of the Montgomery County’s
EFO program.

* Collins, B.E., and Porras, ].I. Built to Last: Successful Habits of
Visionary Companies. New York: HarperBusiness, 1994; Farkas, C.M.,
and De Backer, P. Maximum Leadership: The World’s Leading CEOs
Share Their Five Strategies for Success. New York: Henry Holt, 1996;
Kotter, J.P. and Heskett, J.L. Corporate Culture and Performance. New
York: Free Press, 1992.
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Organizational Structure and Systems—
Blueprint of the Organization

Principles to Practice Snapshot—Organization
Structure did not Support the Program

= Tssue: At its inception, the SRO program was cen-
tralized at police headquarters under the supervi-
sion of the Field Services Bureau’s administrative
sergeant, who reported directly to the Bureau’s
chief. Later, the program was decentralized with
the SROs assigned to the districts and under the
command of district lieutenants, who subse-
quently reported to district captains.

The decentralized or divisional structure aligns
with the organizational structures that support
the fundamental philosophy of community
policing, making district captains responsible
and accountable for improving the safety of their
community. Under such a decentralized model,
each district captain, and thereby all the officers
assigned to that district, “own” the crime and dis-
order problems within their community and are
empowered to manage police services to address
the unique problems their communities face.

" Asa consequence...the decentralized structure
of the police department—which is well suited to
support the fundamentals of community policing
and its mission—was the primary factor in the
lack of program performance and inconsistency
in implementation across 26 middle and high
schools in the district.

= Solution: Maintain the decentralized structure
of the SRO program but consider designating
the SRO program as a specialized unit, akin to
a school-based police department. Creating a
specialized department/unit will improve and
standardize the program’s implementation and
management, improve accountability across the
schools, and allow the police department to pro-
vide additional incentives to attract and recruit
new officers.

Human Resource—Hire the Right People
and Keep Them

Principles to Practice Snapshot—Unable to
Hire the Right People

= Issue: The SRO program had a number of

recruiting problems, including having no existing
formal recruitment efforts to seek and encourage
qualified candidates to apply to become SROs.
Additionally, the position did not seem to provide
enough incentives or be a career-building posi-
tion, and there was a general lack of awareness as
to what the job entailed.

As a consequence...a persistent and challenging
issue was the lack of interest on the part of police
officers to become SROs. Small pools of candi-
dates hampered the ability to select officers with
the appropriate skill sets to be most effective in
working with students and school staff.

Solution: Develop a recruitment strategy within
the larger police department’s recruiting division
that emphasizes the contributions the SRO pro-
gram makes to the department’s mission of public
safety and crime prevention. Also, consider rotat-
ing new officers (during field training) and patrol
officers in schools and/or provide opportunities
for patrol officers to shadow SROs in schools.
Rotating new officers in schools is a good way to
increase awareness of the program and the SRO
position.

A New Approach to Evaluation: A Guide to Creating High Performing Programs 11



Organizational Culture: The “Glue” that Holds
it all Together

12

Principles to Practice Snapshot—Not
Working Effectively

= Issue: The strategic alliance and collaboration
between the police department and the school
district was somewhat weak. It was almost as if
two very individualistic agencies were trying to
make this program work but were not communi-
cating, which caused difficulties, particularly in
the first years of the program.

" As a consequence...no one—including SROs,
command staff, school staff, principals, etc.—
knew what was expected of them. A lack of
communication, collaboration, and common
understanding prevailed and contributed to a
major lack of consistency in the program from
school to school. The program was extremely
well run and efficient in some schools and not so
much in others.

= Solution: Develop a collaborative, strategic plan

to refine and restructure the SRO program that
includes program vision and goals, both police
and school roles and responsibilities, shared poli-
cies and procedures, an outline of coordination
and communication strategies between the police
department and schools, and processes for ongo-
ing performance assessment.
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Final Note

Why Invest in Organizational Development
and Learning?

Successful programs are more than just those deemed
“working” because they have achieved desired outcomes;
they are instead those with the capacity to adapt in the
face of change, continually improve, and operate well after
funding has ended. The ODL evaluation model moves
beyond “what has been done” to “what needs to be done”
to ensure desired outcomes are achieved, capacities are
assessed and developed, good practices are institutional-
ized, and programs are sustained in the long term. Other
specific benefits of this approach include:

= Aligning program operations with the overall mission
and goals of the “parent” organization(s)

= Improving the quality of organizational and program
operations

" Weathering leadership changes or downturns in finan-
cial resources

= Increasing access to funding sources
" Increasing skills among staff

Both federal funding and private philanthropy resources,
which support innovative programs, reasonably expect
that these programs not only perform well but eventually
become institutionalized. Given such a mandate, the ODL
approach is the essential process to improve, manage, and
sustain your program.
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A New Approach to Evaluation: A Guide to Creating High
Performing Programs is designed to provide practitioners and
researchers with a new approach to evaluating their programs. With
the new initiatives that are occurring in policing and crime prevention,
it is critical to understand the effectiveness of these programs outside

of how good they look on paper. Besides the usefulness of the program

evaluation, most funding agencies mandate the evaluation as a
requirement for funding. This publication identifies a new program
evaluation, the organizational development and learning (ODL)
model, which introduces a flexible process compared to a traditional
evaluation. Each section of the publication provides reasoning for the
ODL model and explains the process to ensure replication.
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