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Preface 
This report is deliverable 3.8. of the project ‘Health and Environment Network. 
The project was funded under EU Sixth Framework Programme of Research 
Thematic Area “Sustainable Development, Global Change and Ecosystems”, 
Contract Number GOCE-CT-2006-037019. The aim of this project is to support 
the development of integrated health and environment policies supporting the 
European Environment and Health Action Plan (EHAP) and feed into the 
Environment and Health Information System (ENHIS). 
 
The project contains 32 partners: 

• Norwegian Institute for Air Research (NILU), NO 
• National Veterinary Institute (NVI), NO 
• The Ecobaby Foundation, NL 
• University Hospitals Bristol NHS Foundation Trust, UK 
• Public Health Services Gelderland Midden, NL 
• Food and Environment Research Agency, UK 
• Slovak Medical University, SK 
• Institute of Food Bioresources (IBA), RO 
• Italian National Agency for New Technologies, Energy 
• and the Environment (ENEA), IT 
• World Health Organization (WHO) –European Centre 
• for Environment and Health, INO 
• University of Hertfordshire, UK 
• Netherlands Organisation for Applied Scientific 
• Research (TNO), NL 
• Finnish Meteorological Institute (FMI), FI 
• Directorate General Joint Research Centre (JRC), INO 
• Piemonte Region, IT 
• Institute for Medical Research and Occupational Health, CR 
• Umeå University, SE 
• Slovak Technical University, SK 
• Norwegian School of Veterinary Science (NVH), NO 
• Stockholm University, SE 
• University of Southern Denmark, DK 
• Wageningen University, NL 
• National Centre for Scientific Research “Demokritos”, GR 
• University of Oslo, NO 
• Argentinean Association of Doctors for the Environment 

(AAMMA),AR 
• Peking University School of Public Health, CN 
• Integral University, IN 
• National Cancer Research Institute, Genoa, IT 
• eThekwini Municipality, ZA 
• National Institute for Public Health of Mexico (INSP), MX 
• National Institute of Health (ISS), IT 
• University of Antwerp, BE 
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The project focuses on the four priority diseases identified in the EHAP 

• Asthma and allergies 
• Cancer 
• Neurodevelopmental disorders 
• Endocrine disrupting effects 

 
The specific objective of this project is to collect, review and structure existing 
information with relevance to policy as one of the key focus in the reviewing 
method.  The project has established expert teams for each of the four priority 
diseases and will summarise the current scientific basis regarding the links 
between health and environment. The purpose is also to identify and evaluate the 
methods and Decision Support Tools (DSTs) best suited for supporting policy 
makers in their work on finding the best measures for reducing the environmental 
stressors that effect human health. An additional objective of HENVINET is to 
improve the quality of work on projects which link science and the daily practice 
in public health related to health and environment.  
 
The aim of this report is to describe the different levels of communication and 
dissemination within the network. Furthermore, the plan describes the 
communication and dissemination objectives, the communication tools, strategies, 
timing and target audiences. The communication and dissemination plan is 
required according to the contract with the European Commission. This document 
is the final update of the communication and dissemination plan of HENVINET. 
For more information, please contact the project coordinator Dr. Alena Bartonova, 
E-mail: aba@nilu.no or project manager Dr. Hai-Ying Liu, E-mail: hyl@nilu.no. 
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Dissemination and communication plan 

Introduction 
 
HENVINET is built on a consortium of 32 Institutes and Universities. The project 
includes 32 partners from 17 countries of which five are outside Europe.  
HENVINET shall support the development of integrated health and environment 
policies supporting the European Environment and Health Action Plan (EHAP) 
and feed into the Environment and Health Information System (ENHIS).  
 
The project focuses on the four priority diseases identified in the EHAP 

• Asthma and allergies 
• Cancer 
• Neurodevelopmental disorders 
• Endocrine disrupting effects 
 

The aim is to collect, review and structure existing information with relevance to 
policy as one of the key focus in the reviewing method.  The project has 
established expert teams for each of the four priority diseases and will summarise 
the current scientific basis regarding the links between health and environment. 
The purpose is also to identify and evaluate the methods and Decision Support 
Tools (DSTs) best suited for supporting policy makers in their work on finding 
the best measures for reducing the environmental stressors that effect human 
health.  
 
An additional aim of HENVINET is to improve the quality of work on projects 
which link science and the daily practice in public health related to health and 
environment.  
 
It is important that the different players within this network know how to 
communicate with each other and with the stakeholders in the Environment and 
Health field. A workpackage is built around the internal communication through a 
website. 
 
The communication and dissemination plan is necessary to describe the different 
levels of communication and dissemination within the network. Furthermore, the 
plan describes the communication and dissemination objectives, the 
communication tools, strategies, timing and target audiences. The communication 
and dissemination plan is required according to the contract with the European 
Commission. This document is the final update of the communication and 
dissemination plan of HENVINET. 
 
Background 
 
The projects’ main outcome will be the scientific results from the four thematic 
projects. These results have to be communicated to different stakeholders. In 
addition to these scientific results, HENVINET strives to communicate about its 
strategic role and place in the interactive field of environmental health. This 
means that the communication will have a content level as well as a strategic 
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level. Most scientific results will be generated at the end of the project in 2009. 
Until that time ongoing activities within the project will be communicated. The 
identification of target audiences is important to send the right messages from the 
project and to guarantee a valid usage of the outcomes of the project. In a wider 
circle of dissemination the general public should benefit of the outcome of the 
projects through change or adjustment in policy. 
 
The communication and dissemination plan has to reckon with the heterogeneity 
of the stakeholders in the field of environment and health. Besides, the topic of 
environment and health can sometimes be politically sensitive. This makes the 
dissemination and communication an area of careful consideration and 
preparation. 
 
This starting point gives the HENVINET project an interesting challenge to reach 
the aims in a few years time. 
 
Communication objectives 
 
The overall aim of the project is to build long-term scientific co-operation and 
collaboration between researchers, policy makers and other stakeholders in the 
area of environment and health. Such collaboration would be of little value if it 
were confined only to the limited number of consortium members. Thus the 
project consortium, a highly interdisciplinary group, faces two challenges: to find 
a common language within the consortium, and to find a durable way to promote 
communication with their peers outside the consortium. These challenges have to 
be overcome while working on the specific aims, and are integral to the processes 
leading to dissemination of knowledge and best practices, towards defining a 
common framework for validation and exploitation of research results and 
research-based tools and methods, and towards providing this information in a 
form that can be used by the policy-oriented stakeholders.  
 
The objectives of the communication within HENVINET are to: 
 
• Establish and maintain the dialogue between policy makers, authorities, 

relevant institutions and the research community and to disseminate 
information on the state of the art in health and environmental science 
including the various sub-disciplines involved;  

• Set up a structured interaction with Health and Environment programmes and 
related DG-Environment programmes;  

• Provide the framework for and materials for dissemination of project findings 
to various stakeholders; 

• Organise an internal discussion forum.  
 
These objectives are linked to an integration of different disciplines active at the 
research institutes, governments, as well as universities. The work relates to the 
translation of actual questions from daily practice into scientific objectives; and 
the application of academic knowledge and expertise in practical policy-making 
decisions for addressing environment and health problems 
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Work package 3 has as its main task to devise appropriate formats for information 
dissemination, so that end users get the information in the form and with the 
contents they readily can use for their purposes. Supported by intensive 
communication with other WPs, the WP 3 will communicate the results of the 
project to policy makers, the scientific community, the external advisory group 
and the general public. The two-way interaction with policy makers (external 
advisory group) will bring important feedback to the various work packages and 
complement the iterative process of identifying knowledge gaps and information 
needs. In collaboration with WP1 and 4, the focus will be on dissemination of 
knowledge and best practices gained in research activities supporting the 
implementation of the European Environment and Health Action Plan.  
The main activity within WP 3 is on the development and launch of a network 
portal. This portal is the crucial backbone of the project for dissemination of the 
project results and for the network between the different stakeholders in the field 
of Health and Environment. 
 
Work package 2 (System and database) is in place with two main areas of work: 
to provide technical and communication support for WPs 1, 3 and 4, and to create 
an information system that can serve as an input element of the Environmental 
and Health Information System. This work package will give support to  
1) external communications; 2) internal communications and use of project 
internal management tool. 
 
There are several parts in the communication of the total project of HENVINET. 
Each form of communication aims at different stakeholders. HENVINET 
identifies different target groups for its communication. For each of the 
communication objectives different target groups have been identified. The 
communication objectives and stakeholders of HENVINET are: 
 
Internal thematic  communication  
 
Internal thematic communication objective: the directly involved co-workers 
and staff at HENVINET-participating organisations are informed about the 
progress and results of the projects. 
 
Internal thematic communication deals with: 

- co-workers (institutes, organisations and universities) involved with the 4 
thematic projects; 

- staff (scientific officer) at the EU; 
- the Management team at the coordinating organisation; 
- staff dealing with environmental health at the participating organisations . 

 
The internal communication takes place through emails and through the website. 
 
Internal strategic communication  
 
Internal strategic communication objective: the co-workers and staff at 
participating organisations are informed about the process, role and strategic goals 
of HENVINET. 
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HENVINET needs to be built during the first few years of its existence. Good 
internal communication and cooperation are essential for a strong foundation of 
HENVINET. HENVINET needs to win a clear position within the organisations 
dealing with environment and health issues, wherefore input is necessary of a 
broad range of co-workers at all participating organisations (Directors, Staff, 
account managers and other personnel). These persons are often the link to other 
stakeholders related to the field of environment and health. 
 
Internal strategic communication deals with the following stakeholders: 

- the directors of the participating organisations (strategic); 
- the Management teams at the coordinating institute; 
- staff at the subsidy provider European Commission; 

- staff at organisations dealing with environmental health. 
 

External thematic communication  
 
External thematic communication objective: to transfer the results of the 
projects to the different stakeholders. 
 
Relevant staff of different stakeholders, such as organisations which might want 
to use the outcome of the projects, should be kept informed on the progress and 
results of the activities within HENVINET.  

 
Some ideas to support this objective:  

- undertake activities to increase the general visibility of HENVINET to 
stakeholder organisations which deal with environment and health issues 
at a local/regional level; 

- media have focused attention on HENVINET that places value on the 
activities of the network; at least all thematic parts have had media 
attention at the end of the project; 

- local/regional authorities know about HENVINET and consider 
HENVINET as a platform to buy-in academic knowledge regarding 
environment-related health problems; at least 20 authorities (local, 
national or regional) have made contact with HENVINET about 
environment and health issues; 

 
External thematic communication deals with: 

- staff at participating organisations (other departments/units); 
- expert groups; 
- policymakers at local/regional/national authorities; 
- research institutes; 
- ministries; 
- inspectorates; 
- umbrella organisations in the field of health and environment; 
- civil society groups, NGO’s, networks; 
- patient or consumer organisations; 
- general public; 
- media. 
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The staff of different stakeholders should be kept informed on the progress of the 
activities within HENVINET, besides having access to the aims, data and 
activities of the four different thematic projects, the database on Decision Support 
Tools and finally its results.  
 
The different parts are described in detail below and in the table at the end of the 
communication plan in a stakeholders/tools matrix. 
 
External strategic communication  
 
External strategic communication objective: to increase the knowledge at 
stakeholder level about the role and strategic goals of HENVINET (external 
strategic communication). In the chapter “HENVINET - Science - Policy 
Communication and Stakeholder Engagement” a plan is set for the involvement of 
stakeholders, relevant to the work of HENVINET. 
 
External group for strategic communication: stakeholders working in 
environmental health which might benefit from the information produced at 
HENVINET and who are in a position related to strategic policy-making, 
financing or decision-making: 

- directors/MT participating organisations; 
- directors/Professors/MT universities; 
- subsidy providers (strategic  for continuation of network); 
- decision makers at local/regional/national/international authorities. 
- MT/policy staff ministries. 

 
There are a few suggested additional objectives of HENVINET which might be 
important in the definition of the strategic goals of the project. These items still 
need to be discussed within HENVINET:  

- to get an active exchange of questions and answers between 
authorities/policymakers and HENVINET that places value on the 
activities in the field of environment and health; this has been taken 
care of through the portal; 

- to get media buy-in to the concept of HENVINET; publications in EU-
based publishers have been realised  and are in press; 

- to get media to run opinion editorials and news stories about the value-
added HENVINET brings to their communities; this has proven to be 
difficult due to the amount of open research questions in WP1; 

- to provide the general public with information that highlights the value 
of HENVINET and the results of the individual projects. A general 
leaflet/brochure is still under development. 

 
The tools, stakeholders and timing are brought together in the table 1 below. 
 
Tools 
 
There will be a range of communication tools applied. For the different objectives 
and stakeholders different tools are needed. Tools that are going to be used for 
internal communication: 
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- staff meetings, MT-meetings, reports, workshops, literature reference 
sessions, brochure, leaflet, direct email, invitational conference, 
newsletter, personal contacts, website, presentations. 

 
Tools that are going to be used for external communication: 

- brochure, leaflet, direct email, invitational conference, newsletter, personal 
contacts, website, presentations, articles in specialised journals, interviews, 
reports. 

 
The specific applications of these tools are given in the table with the 
stakeholder/tools matrix at the end of the plan.  
 
HENVINET -  Science -  Policy Communication and Stakeholder 
Engagement 
 
A HENVINET - Integrated Policy Perspective (HIPP) was developed before the 
annual meeting in Rome. The HIPP focus was defined around the development of 
a framework to support science policy communication as follows: 
 
• Development of an integrated policy orientation on the health - environment 

relationship; 
 
• Development of common understandings supporting the definition, 

preparation and assessment of project deliverables; 
 
• Development of a framework for the definition of the policy making 

community and communication with the policymaking community; 
 
• Provision of support for the development of the dissemination strategy and 

communication tools. 
 
The HIPP Implementation plan is closely linked to other WP’s particularly Work 
package 3 - Interaction with Policy and Dissemination and work package 4 - 
Decision Support Tools   
As a consequence of discussions in Rome and subsequent discussions within the 
framework of WP3 Communication Plan a refined focus was identified as 
follows: 
 

• External Communication – across science – policy interface 
• Network building – long term sustainability 

 
This focus relates particularly to the following objectives:  
 

• Development of an understanding of the scope of the policymaking 
community and its strategic focus, institutions and structures; 

 
• Framework for communication with stakeholders - basis for addressing - 

language and means and mode of communication – the policy making and 
the science community; 
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• Support for development of dissemination strategy and communication 
tools and development of an understanding of the most effective 
communication and dissemination strategies; 

 
• Development of an understanding of the integrated monitoring information 

needs of policymakers as inputs to the DST specification. 
 
The proposal for Stakeholder Engagement, below, is developed according to the 
following activities, builds upon and integrates with the outputs of the 
HENVINET questionnaire and addresses objectives identified above.  
 
Stakeholder Engagement – Engagement Pack and User Platform 
 
a) Engagement Pack  
 
Identification of key stakeholder sectors at National and European levels, to form 
a core group for initial dedicated user workshops. These are likely to include: 
 
- Data providers 
- Research users 
- Policy users 
- Media users 
- Public and private users 
- Educational users 
 
Production of background material to explain the aims and anticipated services of 
Henvinet and the stakeholder consultation process in the form of a ‘Stakeholder 
Engagement Pack’.  
 
Assessment of stakeholder requirements to ensure consistency in user 
engagement:   
 
Four approaches are deployed to assess stakeholder requirements: questionnaires, 
Conference, workshops and national case-studies. 
 
b) User Platform 
 
The User Platform provides the principal means of communication between the 
user community and the other ad hoc working groups of HENVINET. It builds on 
existing user federations and user groups to promote collaboration and discussion. 
This activity has been renamed as HENVINET portal. 
The filling of the portal with content is very important. All partners have to work 
on this issue. 
 
The Portal and the technical tools to support it are developed through dialogue 
with a range of stakeholders.  
 
The perspective on the stakeholders in HENVINET divides into 3 types: 
 
i) Data providers 
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ii) Researchers and information generators 
iii) Policymakers including data, information and knowledge users 
 
It is of course possible for a single stakeholder to be in all 3 categories. 
 
Monitoring of Engagement Activities in Order to Increase Commitment 
 
Once we have established a portal for stakeholders we need to monitor their 
engagement in the work of HENVINET. We can use the following steps to 
monitor the engagement: 
• Use a stakeholder management register to monitor stakeholder contact on an 
ongoing basis as part of the project management approach. 
 
• Review the register on a regular basis to ensure that all activities are appropriate 
to the analysis i.e. no key stakeholders’ needs are being ignored. 
 
• To confirm achievement of a level of commitment; identify useful indicators to 
understand the actual stage of commitment achieved.  
 
For example:  
What signs show a stakeholder being at the level of commitment? 
How can these levels be interpreted in ordinary, day-to-day behaviour?  
How can these insights into different commitment levels assist us to carry 
on/improve/change project? 
 
• Each stakeholder experiences critical points at different stages of commitment. 
Stakeholders show visible support for the program or show no interest.  
 
• At these critical points, focus additional energy on activities that both educate 
and expand understanding. For example, include workshops or one-on-one 
meetings to enhance a stakeholders’ level of commitment or introduce targets to 
the proposed benefits of the project and the direct effect the activities will have on 
them.  
 
Distribution of tasks 
 
The different tasks within the dissemination and communication activities have to 
be delegated to the different participants within HENVINET. In table 2 the 
workplan of the communication is collected. A few key persons for the 
communication are mentioned below. The responsible organisations for different 
products of HENVINET are given in table 2. 
 
Development of Stakeholder Engagement – Engagement Pack and User 
Platform 

o Work package 3 leader (Peter van den Hazel, HGM) 
o Consultant (David Ludlow, Euronet) 
o Some key work package partners 
 

Spokespeople to the media: 
o Project coordinator (Alena Bartonova, NILU);  
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o Partners (all). 
 
Contact to other projects/programmes: 

o Project coordinator (Alena Bartonova, NILU); 
o Partners (all). 

 
Articles:  

o All partners. 
 
Contact to project funder (European Commission): 

o Project coordinator (Alena Bartonova, NILU). 
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Table 1: Target groups, their needs and the information HENVINET will give them on a content level. 
 

Who What are their objectives?  
 
 

What are their top priority info 
needs in this area? 
 

What info can we 
communicate with them?  

How can we 
communicate with 
them? 

What use could they make of the 
information? 

Policy makers      
National 
authorities 

Implementation, monitoring 
and assessment of 
environment and health 
policies at the countrywide 
level. 
 

Info about public health relevance 
of pollution. 
Info which is comprehensive, up to 
date,  
Information on new developments 
and findings in research. 
Information that is policy relevant. 

The results of the projects 
within HENVINET. 
A specialist assessment of 
risks and/or new issues of 
potential concern. 

Reports (2010), 
presentations, email, 
meetings (ad hoc) , 
work shop (each year), 
press releases, 
newsletter (2x/year) 

In decision-making and policy 
development. 
Prioritise EH issues of national 
concern. 
HENVINET reports could be a 
source for relaying information to 
the public. 

Local/ regional 
authorities 

Compliance with national, 
regional and local policies at 
the local or regional level. 

Info about public health relevance 
of pollution at the local level. 
Information on new developments 
and findings in research. 
Information that is policy relevant 
at the local level. 

The results of the projects 
within HENVINET. 
A specialist assessment of 
the relative importance of 
risks and/or new issues of 
potential concern. 
Practical information to 
implement policies at a 
local or regional level 

Reports (2010) ,  
presentations (ad hoc), 
email, meetings, work 
shop (each year), press 
releases, newsletter 
(2x/year) 

In decision-making and policy 
development. 
Prioritise issues of 
local/regional/national concern. 
HENVINET reports could be a 
source for relaying information to 
the public, their members. 

International, 
e.g. WHO, 
EEA, JRC 

Negotiation and compliance of 
bilateral, international 
agreements. 
 
 

Additional info on environmental 
health in Europe; more specifically 
the integration of available 
information 

An overview of what is 
going on in relation to the 
four HENVINET projects  

Reports (2010), 
presentations (ad hoc), 
email, meetings, 
presentations at 
conferences (ad hoc)  

In decision-making and policy 
development. 

Industry      
Industry To engage efficiently, Overview of the present legislative We can provide them with WEB (ongoing), Development and refinement of 
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Who What are their objectives?  
 
 

What are their top priority info 
needs in this area? 
 

What info can we 
communicate with them?  

How can we 
communicate with 
them? 

What use could they make of the 
information? 

 responsibly and profitably in 
the oil, gas, chemicals and 
other selected businesses and 
to participate in the search for 
and development of other 
sources of energy. As well as 
to seek a high standard of 
performance and aim to 
maintain a long-term position 
in their respective competitive 
environments. 

requirements in Europe. 
Impact of the industry on 
environmental health in Europe 
(local and long-range). 
Impact of their products on 
environmental health in Europe 
(local and long-range). 
To have legislation (REACH) that 
fits the objective of industry 

an identification of 
responsible pollutants, 
uncertainty and scientific 
information on 
environmental health.  

reports (2010), 
presentations (ad hoc), 
email, meetings, work 
shop (each year)  

programs aimed improving 
products/facility emissions and 
reducing their impact on E&H. 
Addressing future E&H issues of 
potential concern. 
Develop internal policies that take 
into consideration innovative and 
protective measures for health 

NGO/advocacy 
groups 

     

Patient 
 
 
 
 
 
Public Health, 
including health 
rights groups 

Improving the health 
condition and quality of life of 
the population with health 
problems throughout Europe. 
E.g. promoting the interests of 
patients with airways and 
allergy diseases. 
 
To promote a healthy life in a 
healthy environment. 
 
 

Information to help define an 
integrated strategy to avoid/reduce 
exposure, especially for sensitive 
groups. 
Info which is explicit on 
uncertainties 
Information that is specified for 
vulnerable target groups  
Information which will enable 
public health professionals to 
consider health issues better 

Summary/overview of the 
health effects of exposure 
to outdoor air pollution. 

WEB (ongoing) 
Reports (2010), 
presentations, email, 
factsheets, newsletter 
(2x/year) 

HENVINET reports could be used 
as starting point for policy 
development and campaigns. 
HENVINET reports could be used 
as a source for relaying 
information about environmental 
health (particularly exposure and 
strategies to avoid exposure) to 
their members and those suffering 
from respiratory or other health 
problems. 

Consumer 
organisation 

Promote legislation to give 
consumers the right for a clean 
and healthy environment. 

Information on diseases, related to 
the environment. 
 

Summary/overview of the 
health effects or results  
related to the four 
HENVINET topics 
 

Fact sheets, summary  
Reports (2010), 
presentations at 
meetings (ad hoc), 
email, newsletter 
(2x/year) 

HENVINET reports could be used 
as evidence to promote legislation 
in a direction towards clean 
environment  

Environme-ntal 
organisation 

Independent, campaigning 
organisation that uses non-
violent, creative confrontation 
to expose global and local 
environmental problems, and 

Better knowledge on health effects 
from pollution on health, 
ecosystem, materials and cultural 
heritage 
An expert summary of the up-to-

Summary/overview of the 
results  related to the four 
HENVINET topics 
 

Fact sheets, summary  
Reports (2010), 
presentations at 
meetings (ad hoc), 
email, newsletter 

HENVINET reports could be used 
as starting point for campaigns 
and policy development. 
HENVINET reports could be a 
source for relaying information to 
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Who What are their objectives?  
 
 

What are their top priority info 
needs in this area? 
 

What info can we 
communicate with them?  

How can we 
communicate with 
them? 

What use could they make of the 
information? 

propose solutions for a green 
and peaceful future.  

date information in the scientific 
field (strengths and weaknesses of 
the data). 

(2x/year) the public, their members. 

Health care 
professionals 

To help defend the 
environment both locally and 
globally to prevent numerous 
illnesses, ensure the necessary 
conditions for health, and 
improve the quality of life. 
 

Information to help define an 
integrated strategy to avoid/reduce 
exposure especially for sensitive 
groups. 
Info which is explicit on preventing 
health effects 
Information that is specified for 
treating people 

Summary/overview of the 
health effects of exposure 
to pollution and noise 
Show practical information 
that can be used in daily 
health care practice if 
available   

Reports (2010), 
presentations (ad hoc) , 
email, meetings, work 
shop (each year)  

HENVINET reports could be used 
as starting point for campaigns 
and policy development 
HENVINET reports could be a 
source for relaying information to 
doctors and other health care 
professionals. 

Knowledge/ 
Research 
institutes 

     

 Establish research agendas 
Establish policy oriented 
research agendas 
Improved and more efficient 
diffusion and exchange of 
environmental health research 
findings. 

 Results in environmental 
health research by 
discipline (as provided per 
theme). 
Experience and value of 
network project 
 

Publications, end-
reports (2010) 
 

Learn about different ways of 
sharing research information. 
Establish research agendas based 
on where there are gaps in the 
knowledge and policy needs. 

HENVINET 
participants 

     

Members and 
contractors 

 To enable the members to 
participate in the dissemination of 
the outcome of the project they 
need to know what they are meant 
to do within HENVINET, why they 
are meant to do it, which the output 
is aimed at and how they are meant 
to do it. 

Reminders about what 
HENVINET’s objectives 
are, who we are aiming our 
work at, what we want to 
achieve. 
Information/guidance on 
writing end reports etc. 
 
 

Email updates 
Work group meetings 
(each year)  
Telephone conferences 
(2x/year) 
Website 
Newsletter (2x/year) 
Invitational 
conferences  

Help them to write their sections 
for the end reports in a user-
friendly style which is aimed at 
the target audience. 
 
We want them to engage in 
science policy process, 
communicate with other 
stakeholders. Meetings which 
involve all kinds of stakeholders 
will facilitate this. 
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Who What are their objectives?  
 
 

What are their top priority info 
needs in this area? 
 

What info can we 
communicate with them?  

How can we 
communicate with 
them? 

What use could they make of the 
information? 

Media      
 News distribution  HENVINET key messages 

and findings. 
Press release on 
content 
Other relevant press 
releases 
Invitational 
conferences 

Improve reporting on health and 
environment 
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Table 2: HOW? - How HENVINET will get the information to the stakeholders; HENVINET’s output/products. 
 
Product Details – what is it and what will it do? Who is 

responsible? 
Dissemination/Timi
ng 

HENVINET Description 
Brochure 

A full colour HENVINET brochure was designed and prepared to advertise HENVINET. Brochures 
have been sent to a large number of interested people and have been taken to many meetings where 
HENVINET was presented. Brochures have also been sent to EU DG Research to advertise 
HENVINET to the research and policy community in "Brussels". A Spanish language version has 
been produced in July 2007 

HGM/NILU May 2007; 
More version in 
month 24, 42 

Website Static website design and implementation - First online application containing basic Information and 
functionality. As collection and dissemination of research data and policy relevant information is an 
important goal of HENVINET, the HENVINET internet website has been developed as a crucial 
information tool (http://HENVINET.nilu.no). This website contains the contact information, an 
overview of all participants, Work packages, projects, all projects’ reports, including also 
announcements from other projects, institutes. The website also contains a number of internet links to 
other relevant websites, and the HENVINET website is advertised to other projects to be put on their 
websites as well. The website also contains minutes of meetings and terms of reference for different 
tasks within the project. A Wikipedia has been produced to enable better communication between the 
network members. 

NILU/CSL First online website 
spring 2007;Ongoing 
at least until end of 
project 

D2.2 Online resource Implementation of internal project document site - Online resource for document storage and 
retrieval 

CSL January 2007 

D2.3 Online resource Dynamic site launch, release of web portal with extensive content and functionality CSL February 2007 
D3.2 Report Dissemination strategy HGM August 2007 
D5.2 Report First annual Periodic reports to the Commission NILU 12 
D1.2 Report First annual review of research and best practices  WHO 14 
D3.3 Written material, reports 
or factsheets 

Project information materials for external users HGM 14 

D3.4 Report 1st update of dissemination plan HGM 14 
D4.2 Report First review of Decision Support Tools and framework for validation ENEA 14 
D3.5 1st project meeting in 
Rome 

Report from 1st project meeting in Rome HGM 16 

D2.4 Demonstrator Metadata base launch, release of searchable database of projects and best practice information CSL 18 
D5.3 Report Second annual Periodic reports to the Commission NILU 24 
Workpackage meetings Purpose of these meetings is for work package participants to discuss and interpret environmental 

health research which is to form the content of the end-reports. The meetings are also an opportunity 
to plan the progress of the end reports. 

 One - two meetings 
per year (for each WP 
or in combination) 

Kick-off meeting – Oslo Outcome can be found at HENVINET website  January 2007 
D3.7 2nd  annual conference  Report from 2nd project meeting HGM 27 
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Product Details – what is it and what will it do? Who is 
responsible? 

Dissemination/Timi
ng 

D3.6 Report Project information materials for external users and 2nd review of dissemination plan HGM 26 
D5.4 Report Third annual Periodic reports to the Commission NILU 36 
D3.8 Report and other materials Information materials for external users and 3rd dissemination plan update HGM 38 
D2.6 Demonstrator Portal extensions, additional portal development based on requirements of the various WPs in year 3 CSL 41 
D1.4 Report Final review of research and best practices, recommendations for exploitation and utilisation WHO 42 
D3.9 Report Report on raising public participation and awareness and report from final project meeting HGM 42 
D5.5 Report Final reports to the Commission NILU 42 
D5.6 Report Minutes from meetings and workshops NILU In month 4, 10, 15, 

21, 27, 35, 42 
Newsletter Purpose of HENVINET Newsletter is to provide HENVINET participants and interested parties with 

an update of the progress HENVINET. The newsletter provides a forum for advertising upcoming 
events in HENVINET and in the field of environmental health such as HENVINET conferences and 
meetings. The newsletter also aims at expanding HENVINET’s audience. The newsletter is 
distributed at conferences and is available to download from the website. 

HGM/NILU October 2007 
March 2008 
Sept 2008 
March 2009 
Sept 2009 
March 2010 

Press release Press releases should be sent out to advertise the HENVINET results and the production of end-
reports and other products. 

NILU/HGM Summer- Autumn 
2009 

Posters for meetings Posters will inform conference participants of HENVINET activities. The exact content and message 
of the poster will change depending on the focus of the conference/meeting. 

NILU Ongoing 

Publications (academic)) A series of scientific and non-scientific summaries of the HENVINET process and it’s outputs for the 
academic community 

NILU/HGM Starting January 2008 

Stakeholder management 
register  

A register to keep track of the engagement of stakeholders in the activities of HENVINET NILU/HGM Starting May 2008 

 
Table 3: Further suggestions for products (not budgeted) 
Product Details – what is it and what will it do? Dissemination/Timing 
Additional workshops (during and at end of 
HENVINET?) 

Workshops on specific themes in cooperation with other EU-funded programmes Ongoing 

Summary flyer/brochure A series of non-scientific summaries of the HENVINET process and it’s outputs for 
different stakeholders. 

January 2009 

Power Point Presentations Easy to use and understand presentation of HENVINET and its outputs that can be 
used by non-scientists to present amongst the stakeholders. 

January 2009 

Info pack  A collection of the above mentioned products collected into a package tailored 
towards a specific stakeholder group. 

January 2009 
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Strategy proposal for Stakeholder Engagement 

Stakeholder Engagement – Engagement Pack and User Platform 

USER ENGAGEMENT STRATEGY 

1. Purpose 
This strategy outlines a plan for achieving success in engaging with our external 
users. To successfully capture a higher level of feedback on our service provision 
overall, whilst significantly looking at ways to better engage with those users with 
a low level of response to our activities. 

2. Broad Objective 
HENVINET seeks to ensure that it provides the services its users want, when they 
want them in the way in which they want to receive them. It has a broad 
programme of knowledge exchange and consultation of individuals and groups on 
a regular basis. The data and information HENVINET obtains and provides in the 
course of the exploitation of the portal together with an evaluation of its 
performance is used to determine user priorities and levels of satisfaction over 
time and to identify any need for change or improvement to the delivery of its 
services. The participation of the users is crucial for any activity within the 
network. One final objective is even that the portal will become self-supporting by 
the input from its users. 

3. Definition of success 
A high level of feedback will provide us with the assurance that our users have 
been given adequate opportunity to provide us with feedback, and that they 
continue to be satisfied with the level of service they receive. Additionally, the 
feedback will help identify improvement opportunities. This strategy should be 
endorsed by the network participants, but also preferably by the end-users as well.   

4. HENVINET’s principal users  
HENVINET’s principal users are identification of key stakeholder sectors at 
National and European levels. They include:  

- Data providers 

- Research users 

- Policy users 

- Media users 

- Public and private users 

- Educational users 

Each user group may come into contact with us for different reasons and under 
different circumstances. To ensure we get meaningful feedback and that any 
action proposed and/or taken best meets user needs, we must consider several 
factors. The Service has commenced work on a fundamental change programme 
to ensure that The Service can deal efficiently and effectively with the challenges 
that it will meet in the next five years to ensure that The Service can continue to 
deliver a modern first class service to our customers. Projects include the 
replacement of all our major case management systems and a major upgrade to 
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our IT infrastructure. Whilst the projects mainly only impact on those who work 
for The Service, the new technology will provide opportunities to interact with 
our customers via the internet in the medium to longer term. We are mindful of 
the need to fully engage with users going forward and a separate strategy is being 
developed to determine the best way of interacting with stakeholders. 

a) Engagement Pack  
Production of background material is to explain the aims and anticipated services 
of HENVINET, and the stakeholder consultation process in the form of a 
‘Stakeholder Engagement Pack’.   

Assessment of stakeholder requirements needs to be performed to ensure 
consistency in user engagement:   

Four approaches are deployed to assess stakeholder requirements: questionnaires, 
Conference, workshops and national case-studies. 

b) User Platform 
The User Platform provides the principal means of communication between the 
user community and the other ad hoc working groups of Henvinet. It builds on 
existing user federations and user groups to promote collaboration and discussion. 

The User Platform and the technical tools to support it are developed through 
dialogue with a range of stakeholders.  

The perspective on the stakeholders in Henvinet divides into 3 types: 
 
i) Data providers 
ii) Researchers and information generators 
iii) Policymakers including data, information and knowledge users 
 

It is of course possible for a single stakeholder to be in all 3 categories. 
 
A questionnaire needs to discover something about all 3 of these stakeholder 
groups under the general headings:  

(a) Needs (or expectations) about the kind of data or data products that they can 
produce or require;  

(b) How they want the data or information delivered to them and  

(c) Reservations or issues that need to be addressed. 
 
Stakeholder Engagement Pack Specification 

Contents: 
- Setting the scene 

- Stakeholders analysis 

1. Determine commitment level 

2. Assess needs/concerns 

3. Define role 

- Development and implementation of the engagement plan 
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- Monitoring of engagement activities in order to increase commitment 

First Phase of activity: 
- identification of stakeholders 

- classification of different categories of stakeholders 

- implementing for each category the appropriate methodology of involvement 

 

 

 

 

 

 

 

 

Stakeholder Analysis 

WHY? 
• To establish the needs, expectations and potential level of commitment of actors 
involved and/or to involve in project 

WHEN? 
• In parallel with the finalisation of the Communication Strategy 

 HOW? 
1. Determine commitment level  

2. Assess needs/concerns 

3. Define role 

1. Determine commitment level Key  

Level of 
commitment 

Definition Key questions 

Contact  •Informal contact.  
Awareness • Awareness of the content 

and context of the project 
•How well is each group 
informed about the project 
and its issues?  
•Do they realise that they will 
be affected by the issue? 

Understanding •Accepts the nature and 
intent of the project 

•How well do the stakeholders 
actually understand what the 
project involves and how it 
affects them? 

Buy-in •Works toward project 
objectives by testing the 
new concepts and 
implications 

•To what extent is everyone 
committed to and enthusiastic 
about the project?  
•Is there evidence of positive 

Conduct 
Stakeholder 

Analysis 

Implement 
Engagement 

Plan 

Develop 
Engagement 

Plan 

Evaluate 
Engagement 

Activities 
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•Able to articulate 
commitment to the goals of 
the project 

support/endorsement for the 
project? 

Commitment •Demonstrates personal 
ownership of the project 

•How much real involvement 
and participation does the 
subject demonstrate?  
•To what extent is this project 
and its issues 
institutionalised?  
 

2. Assess needs/concerns 

Needs Concerns
What outcomes do stakeholders expect 
as a result of the project? 

For which stakeholders does the project 
help to meet their goals, needs, or 
interests (or not)? 

What changes will stakeholders be 
expected to make as a result of the 
project? 

What resources are stakeholders willing 
(or not willing) to provide for the 
project?  

What direct benefit do stakeholders 
expect to get from the project? 

How do stakeholders feel about each 
other? 

  Do stakeholders have conflicts of 
interest concerning the project? 

3. Define role 

Influence Impact
From where do stakeholders get their 
leadership authority (e.g., is it formal or 
informal)?  

How will each stakeholder impact the 
project (negatively or positively)? 

How much negotiating power or 
influence do stakeholders have over 
others?  

If they can impact the project 
negatively, how can you prevent or 
correct the situation? 

Who controls strategic resources for the 
project? 

How much will these impacts affect the 
success of the project?  

What legitimate authority do 
stakeholders have in the organization 
(e.g., are they responsible for budget)? 

If the project is impacted positively, 
how can you make the most of it? 

Monitoring of Engagement Activities in Order to Increase Commitment 
•Use a stakeholder management register to monitor stakeholder contact on an 
ongoing basis as part of the project management approach  

• Review the register on a regular basis to ensure that all activities are appropriate 
to the analysis i.e. no key stakeholders’ needs are being ignored 

•To confirm achievement of a level of commitment; identify useful indicators to 
understand the actual stage of commitment achieved.  

For example:  

What signs show a stakeholder being at the level of commitment? 

How can these levels be interpreted in ordinary, day-to-day behaviour?  
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How can these insights into different commitment levels assist us to carry 
on/improve/change project? 

•Each stakeholder experiences critical points at different stages of commitment. 
Stakeholders show visible support for the program or show no interest.  

•At these critical points, focus additional energy on activities that both educate 
and expand understanding. For example, include workshops or one-on-one 
meetings to enhance a stakeholders’ level of commitment or introduce targets to 
the proposed benefits of the project and the direct effect the activities will have on 
them.  

5. Factors to be taken in to account when engaging our users: 
Consideration should always be given as to what the responses will be used for, 
i.e. will the outcome of the survey provide answers to questions, inform an action 
plan etc. We will ensure that the engagement takes place at the appropriate time to 
make best use of the information received whilst ensuring that users are not 
subject to “survey fatigue”. We will amalgamate or combine survey activity with 
other business strands to ensure best practise and provide best customer service to 
our potential respondents, especially if they are likely to come from the same 
pool. 

Whether the engagement is face to face or in writing, language used will be 
equitable and even. We will not raise expectations in any explanatory notes or 
questions when drafting surveys or questionnaires but clearly explain what the 
information obtained will be used for. At the completion of any survey activity we 
will put in place appropriate systems to analyse data and feedback the results 
together with information about any improvement activity resulting from the 
survey activity. 

We will also explore the inclusion of ethnic monitoring into survey activity so that 
we can determine the satisfaction levels broken down by ethnicity. 

6. Ongoing and survey activity for 2009 

Guiding principles 
Our network user involvement activities will be: 

• Two-way – encouraging and enabling a two-way flow of information and 
with coherent links to the developing service user Engagement 
Framework, which is underpinned by the Involvement Continuum: 

Inform -> consult -> involve -> enable -> empower 

• Open and transparent 

• Accessible  

• Consistent, regular and ongoing 

• Honest 

Monitored and evaluated  

The 6 Principles of Stakeholder Engagement 

By Raj Sharma -- Supply Chain Management Review, 10/1/2008 
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Among supply chain professionals in large, complex organizations, there is very 
little argument about the value of enterprise-wide supply management initiatives. 
Nor is there much debate about the benefits of a cohesive approach to using 
drivers of value like demand management, requirements development, and 
purchase volume aggregation. 

But as anyone who has managed an enterprise-wide program knows, such efforts 
are fraught with big challenges, not the least of which is how to get real buy-in—
and, in some cases, active participation—from key stakeholders. 

Compared to more local or narrowly defined supply management efforts, 
enterprise-wide initiatives are more likely to impact varying groups of 
stakeholders with disparate perspectives and a broad range of interests. Neglecting 
to engage key stakeholders early and often—and with genuine intent to address 
their unique needs and concerns—is one of the most common points of failure of 
such initiatives. Too often, research teams spend months gathering data and 
developing strategies that are never implemented due to insufficient internal and 
external support. 

But that doesn't mean that all enterprise-wide supply management programs are 
destined to fail, far from it. During Censeo Consulting Group's work supporting 
complex strategic sourcing initiatives in the U.S. federal government, where 
single-category spending often exceeds hundreds of millions of dollars; we've 
seen some remarkable success stories. We have observed that concerted, 
deliberate stakeholder outreach and management—from the outset—are critical 
factors that enable programs to gain traction and momentum and realize 
operational success. 

This article discusses six principles for effective stakeholder engagement that 
organizations from any sector—public or private—should bear in mind when 
planning or managing a complex, large-scale supply management program. To 
illustrate these general principles, we share our firm's experience with numerous 
federal supply management and sourcing programs. Each example shows how 
early stakeholder identification and a strategic combination of outreach, 
communication, and involvement methods will invariably contribute to a 
program's success. 

Principle 1: Get to Know Your Stakeholders 
The key idea here is to develop a comprehensive understanding of whom your 
stakeholders are, what they care about, and how they relate to the initiative you're 
trying to launch. 

The idea sounds simple enough, but many big supply management programs 
either neglect it altogether or limit consideration to the most obvious stakeholders. 
In fact, due to their scope and complexity, most enterprise-wide programs require 
a more comprehensive scan to identify the many disparate stakeholders involved 
and to understand the unique needs and interests of each. 

In performing this initial scan, it's useful to view the stakeholder landscape from 
multiple dimensions: vertically, horizontally, and from outside the organization. 

The Vertical Scan. The reach of most large-scale supply management programs 
extends all the way up to an organization's senior leadership ranks (where major 
budget and policy decisions are made) and down to individual end users (those 
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directly impacted by the program). Knowing the key players at each level of an 
organization, and how each relates to the program, is the first step toward crafting 
an effective outreach strategy. 

The Horizontal Scan. Across an organization, there are likely to be many 
stakeholders whose roles relate to your planned program in different ways. Each 
"functional" stakeholder represents a different perspective and type of expertise. 
For example, in the case of an IT-oriented sourcing program, the IT community as 
well as the procurement community should have a seat at the table throughout the 
sourcing strategy development process. Similarly, an administrative services 
sourcing effort would want to include the HR professionals ultimately responsible 
for fulfilling an organization's staffing needs. While these examples may seem 
obvious, we've been surprised many times by the large disconnect between 
sourcing managers and the people within the organization who hold the real 
subject-matter expertise about the item being sourced. Often, the assumption on 
the part of the procurement organization is that they understand their customer's 
needs while the reality is that needs vary and are always changing across groups 
of customers. 

A program's ability to identify key functional stakeholders and to recruit their 
participation depends largely on the type of commodity involved. For example, 
direct materials are likely to have distinct "owners" who already play key roles in 
acquiring and utilizing that commodity. However, indirect materials (that is, 
goods or services such as office equipment or lighting) may not have such clear 
"owners," a situation that can make outreach and change management efforts 
more challenging to execute. 

The External Scan. Often, major sourcing programs will apply all their energy and 
resources to engaging the internal stakeholder community but will neglect the 
needs and interests of key external constituents. Suppliers, for example, can 
contribute a valuable market perspective to the sourcing strategy process—usually 
well in advance of any actual procurement. 

Others, such as special interest groups or regulatory bodies, may have significant 
impact on a program. In the federal government, for example, small business 
goals weigh heavily in many procurement decisions. If a sourcing initiative is 
expected to affect opportunities for small business suppliers—either positively or 
negatively—outreach to small business interests is critical. Depending on the type 
and scope of the program, such external stakeholders may include the U.S. Small 
Business Administration, congressional committees on Capitol Hill, and small 
business industry groups. 

Another example that is particularly applicable to the private sector concerns 
outsourcing production to a low-cost country. In developing such a strategy, 
sourcing managers must be cognizant of communities that could lose business as a 
result of the program. Engaging these communities early on can help to offset any 
potentially negative outcry or backlash that might derail the program. For 
instance, production of many of the Boeing 787 Dreamliner's main systems has 
been outsourced to suppliers across the world. The impact on the local 
communities that previously were involved in the production of those systems has 
in part led to the current labor upheaval and strikes that have disrupted production 
recently. 
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Exhibit 1 illustrates a high-level stakeholder map that our firm has developed for 
use in federal government supply management programs. In this example, we 
segmented the different stakeholder groups into six "tiers" to further clarify each 
group's relationship to the program in question. A stakeholder mapping exercise 
like this is useful for identifying stakeholder groups at an aggregate level. But a 
comprehensive stakeholder analysis must also consider the key individual 
stakeholders within each group because their buy-in and involvement are needed 
if the program is to be a success. 

Once individual stakeholders have been identified, a useful exercise is to prioritize 
each based on two criteria: (1) the degree of influence they have on program 
outcomes and (2) their "attitudes" toward the program, either positive or negative. 
Highly influential stakeholders can range from senior executives responsible for 
"green-lighting" a supply management program to members of the acquisition 
community responsible for overseeing program execution. If a program's success 
depends on broad customer adoption—for example, purchasing administrative 
services through a designated supplier—the customer community may also be a 
highly influential group, and should be addressed as such. 

Within each stakeholder community, a broad spectrum of opinions and attitudes 
about the supply management program will emerge. Most beneficial are the 
"champions" who understand the benefits of the proposed strategies and wholly 
embrace the program. But for every champion, there is likely to be a "challenger" 
whose interests are in some way threatened, or who simply does not see the 
benefits of the new approach. Strong champions and challengers are usually few 
in number (most stakeholders fall somewhere in between) But their potential 
impact on the program's success cannot be underestimated. So it's crucial to 
identify these "super stakeholders" early on and to develop an appropriate 
outreach strategy for each. 

Exhibit 2 shows a stakeholder prioritization matrix, illustrating how individual 
stakeholders can be grouped loosely into the following four categories, with 
outreach strategies that are unique to each: 

• High-Influence Challengers: Outreach efforts should focus on converting 
these individuals to champions. Failing that, plan countermeasures that 
could help to neutralize any actions they might take that could potentially 
harm or derail the program.  

• High-Influence Champions: Proactively leverage the positive energy from 
these individuals to further program objectives and to build a strong 
foundation of support.  

• Low-Influence Challengers: Maintain awareness of any actions that could 
potentially harm the program, but put less energy into converting these 
challengers to champions.  

• Low-Influence Champions: Ensure that positive relationships are 
maintained, but put less energy into further cultivating these champions.  

Principle 2: Engage as Early as Possible 
Its human nature: Nobody likes to be surprised by change. Yet many large, 
enterprise-wide supply management programs are planned and developed more or 
less in a vacuum with the final plan delivered to stakeholders as a "done deal," 
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ready for implementation. Strangely enough, the program's proponents are 
surprised when key constituents hesitate to jump on board. 

It's not just fear or suspicion of change that drives human behavior. There's the 
ego factor as well. It's natural for people to take exception when excluded from 
any relevant decision-making process—even if the objectives are ones that they 
would ultimately support. 

Our second principle calls for reaching out to key stakeholders at the program's 
inception and continuing to encourage participation, as appropriate, throughout 
the program's lifecycle. Our subtext is that it is essential to have the right 
mechanisms for doing so. 

One reason organizations fail to engage key stakeholders early in the process is a 
critical misconception about the role of the program management organization 
(PMO). Some program managers (for example, commodity managers for sourcing 
initiatives) may feel solely responsible for defining and implementing best-value 
strategies, and may therefore feel compelled to drive research and strategy to the 
exclusion of others. But another, more constructive way to view the PMO is as a 
facilitator of strategy development. Ideally, the PMO serves as an honest, 
objective broker who aids key stakeholders in taking ownership of a major, new 
strategy. By following the six principles outlined in this article, PMOs can ensure 
that they don't isolate themselves—to the detriment of successful program 
implementation—during the early planning and research stages. 

Let's take a strategic sourcing opportunity analysis as an example. In our first 
scenario, a dedicated sourcing team spends several weeks gathering and analyzing 
spends data across an organization to produce a comprehensive report 
recommending five commodities for strategic sourcing. The team compiles the 
data to demonstrate why these goods or services offer the greatest potential for 
delivering value. But what they lack is the support and backing of the 
procurement community, customers—and even key suppliers—to move their 
recommendations forward. We give this scenario a 50/50 chance of success. 

But let's say that same sourcing team, once they've narrowed the opportunity 
analysis to a short-list of eight to 10 commodities, conducts a series of interviews 
or focus groups with functional experts, contract specialists, customers, and 
suppliers to gather additional input about the commodities in question. Such an 
approach achieves three objectives: 

• It gives key stakeholders a sense of involvement in the process and lets 
them know their expertise and opinions are valued.  

• It begins to educate stakeholders about the potential benefits of strategic 
sourcing and why these particular goods and services are being 
considered.  

• It allows the sourcing team to gain additional, potentially valuable 
information and insight that may (or may not) support the findings 
compiled through data alone.  

This was the approach our firm took when we were brought in to help manage a 
proposed enterprise-wide wireless sourcing initiative for the U.S. Department of 
Defense. Before beginning even the earliest research stages of the initiative, we 
identified and conversed with a range of key stakeholders, in particular chief 
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information officer (CIO) representatives from the U.S. Army, Navy, and Air 
Force. By the time we launched the kick-off phase of the program, we had already 
cultivated a sense of program "ownership" among these CIO offices. From that 
base of support, we were able to extend our outreach to other key stakeholder 
groups within each of the three military branches. 

Early stakeholder engagement can take different forms, depending on the type of 
stakeholder, his or her relationship to the program, and his or her potential 
influence on program outcomes. (Remember our earlier stakeholder prioritization 
matrix.) Some stakeholders may require more active engagement, in the form of 
direct involvement in analysis and decision-making. For others, particularly senior 
executives or stakeholders who may be only indirectly impacted by the program, a 
less intense level of involvement may be more appropriate. Such individuals may 
desire involvement in major program decisions or milestones, but not in day-to-
day program management and execution. 

For example, we learned that the leadership council at a large Fortune 500 client, 
comprised of the most senior executives, had been asked to attend monthly 
strategic sourcing update meetings. Given their lack of direct involvement or 
impact, most of the executives ended up delegating attendance to subordinates and 
eventually even those subordinates stopped attending. The result: The leadership 
council meetings became meaningless. Instead of monthly meetings, quarterly 
meetings would have been sufficient and led to more meaningful updates and 
dialogue. 

There's no question that early stakeholder engagement requires more energy and 
resources—as well as the willingness of the sourcing team to consider additional 
data and information as part of its strategy development process. But it's been our 
firm's experience that doing so can significantly increase the chances of program 
success. 

Principle 3: Listen with Both Ears Open 
Have you ever been asked to participate in a survey, yet you didn't believe your 
opinions would actually be considered? People can spot disingenuousness a mile 
away. And when they do, you can expect one of three possible outcomes—none 
of which helps bolster a program's chances for success: 

• They tell you what you want to hear (but not what they really think) and 
then dismiss the program as a trivial exercise.  

• They tell you what they really think, but they are full of skepticism and 
mistrust toward the program.  

• They simply don't participate.  

If you're going to take the time to ask stakeholders for their opinions or to open 
the doors for participation in a program's development, make sure it counts for 
something. You've got to be open to receiving and incorporating stakeholder 
input—even if it doesn't align with the program's vision and goals. Further, you 
need to make sure your stakeholders know that their participation counts for 
something. Real and effective stakeholder engagement must be more than just a 
compulsory "check" on the list. It must be valued by all parties involved. 

Our firm was recently involved with one government-wide supply management 
initiative that encompassed an array of stakeholder interests and competing 
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agendas. One of the things we learned early on in our stakeholder engagement 
process was that the organization tasked with execution of the program—while 
supporting it in theory—did not have sufficient resources available to take on the 
additional workload that the program would require. The results were mixed 
signals: active participation during strategy development but a somewhat passive 
resistance to implementation. 

Some supply management programs might have noted these concerns but pushed 
the program forward as planned. Our approach was to take the time to work with 
the stakeholder organization to develop a solution that would include an 
appropriate level of resources without requiring major structural changes. As a 
result, we've been able to build a community of committed participants that 
engages regularly and makes positive contributions to the program, such as 
providing regular input on customer needs and bringing insights into potential 
best practices at their organizations. 

It goes without saying that any solution to address stakeholder needs or concerns 
should be jointly developed and based on real stakeholder input—not prescribed 
from above based on preconceived and potentially inaccurate notions of what will 
work. 

Principle 4: Communicate, Communicate, and Communicate Some More 
In any major supply management program, regular communications from the 
program management organization help to ensure that stakeholders are aware of 
the program's existence and basic purpose. But we also want stakeholders to have 
a clear understanding of the program's goals and benefits, as well a strong sense of 
how it may affect them personally in their jobs. At every point of communication, 
we also want to leave the door open for interactive dialogue—whether in the form 
of questions, feedback, or discussion. 

Of course, every program will have its own unique communication objectives, 
messages and optimal communication channels. That said, we've found it helpful 
to bucket stakeholder communications into four categories, each with its own 
defined set of objectives. 

Awareness Communications. The goal here is to build general knowledge and 
recognition of the program and its benefits across the full spectrum of 
stakeholders. Examples may include: 

• Creating a small Web site or brochure that provides a high-level overview 
of the program.  

• Showing top-level endorsement through regular, positive communications 
from senior leadership.  

• Working with other publications—internal and external—to give positive 
visibility to the program through articles and announcements.  

Program/Performance Communications. This form of communication keeps 
stakeholders informed of the program's status and performance throughout its 
lifecycle. These communications tend to be more specific and detailed than 
awareness communications, and are most appropriate for stakeholders directly 
involved in program development and implementation. Examples may include: 
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• Maintaining an intranet Web site that gives select stakeholders access to 
key program documents as appropriate (for example, budget and schedule 
documents, governance structure details, program contacts, etc.).  

• Producing a periodic e-newsletter or other timely e-mail communications 
to provide program updates, communicate decisions and report 
performance.  

To be most effective, program/performance communications should incorporate 
key metrics that are easy to measure and that help quantify program success. For 
example, the number of personnel trained may be a key metric for measuring 
change management for a supply management transformation initiative. At one 
organization, where a key goal was to increase small business participation, we 
provided regular updates on growth in small business spending to all relevant 
stakeholders. The small business office, resistant at the inception of the program, 
quickly became a proponent as it observed the trend and saw how the program 
helped achieve broader goals. 

Change Management Communications. Their purpose is to help ensure a smooth 
transition from the current to the new environment after the program's 
implementation. The target audience is any individual whose job, or means of 
performing a job, will change as a result. For example, if procurement personnel 
and customers are being asked to follow a new process to purchase a certain 
category of goods or services, targeted communications are needed to explain the 
change and offer support. Examples may include: 

• Memos outlining change requirements in detail for each relevant 
stakeholder group, including implementation timelines.  

• A poster campaign to remind individuals of any new changes and their 
benefits.  

• An incentive program to motivate participation (for example, cost savings 
shared with participating organizations).  

Knowledge Transfer Communications. These are used to document and share key 
findings and best practices compiled throughout the program. They support 
workforce development and extend the value of the immediate program 
investment. They are important for stakeholders who become involved in the 
program some time after its launch, as well as for stakeholders who may become 
involved with similar enterprise-wide initiatives. Examples may include: 

• Compiling findings, lessons learned, and best practices in documents that 
can be shared among appropriate stakeholder groups.  

• Training and other learning programs for target stakeholders.  

Clearly, not every type of communication is appropriate for every type of 
stakeholder. And the frequency and level of detail of each communication will 
vary depending on the relationship of the stakeholder to the program. Some 
communications may also serve multiple functions—for example, the program e-
newsletter that combines program/performance details and change management 
information. 

And, of course, developing and executing communications requires resources. We 
recommend developing a high-level communication plan at the outset that defines 
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the program's commitment to communications, outlines at a high level the scope 
of the program's communications and estimates the resources required to execute. 
Throughout this planning process, program managers can realistically assess the 
level of effort required and then "right-size" the communication plan as needed 
based on any resource constraints. This is also a good time to identify the 
individuals who will manage the various communications. 

The U.S. Department of Defense's wireless sourcing effort, mentioned previously, 
is an example of an enterprise-wide program that has effectively integrated 
communications to recruit and to reinforce participation. Because the wireless 
program affects tens of thousands of users across the Department, we spent a lot 
of time planning our communication strategies—including identifying our key 
stakeholders, defining their various roles and developing the best methods to 
reach them. Through the early and ongoing communications and outreach efforts, 
the PMO was able to prepare personnel for the changes well in advance of actual 
implementation. As a result, adoption rates for the new wireless sourcing policies 
exceeded initial expectations and continue, even today, to increase. 

It's worth noting that communications are most effective when accompanied by a 
"branding" effort to create a unique, recognizable and positive identity for the 
program. At its most basic level, this may consist of creating a distinctive program 
name, logo and perhaps even a tagline. Embedded in the brand identity and 
carried through the program's messaging should be the "promise" of the program 
and the benefits it can deliver. 

Principle 5: Use Policy as Carrot, Not Stick 
Policy is what many programs fall back on when they've failed to secure 
stakeholder buy-in and participation along the way. In essence, they default to a 
"do it because the rules say so" approach—a tendency to mandate change through 
rules and regulations without more comprehensive change management efforts to 
encourage and support new behaviors. (That has been particularly true in the 
federal government, although it is less so now than in past decades.) 

For example, one federal agency recently introduced new review requirements for 
complex service procurements. Any service procurement above a certain spend 
threshold needed to undergo additional review prior to approval. To get around 
the policy, service purchasers began breaking up large service procurements into 
smaller chunks, thereby avoiding the review process. 

That said, policy certainly has a place in supporting major supply management 
initiatives. But in most cases, it is best used for positive reinforcement of changes 
that are introduced more organically through change management efforts. The 
idea should be to develop thoughtful policies that support but don't drive change 
management and implementation efforts. 

On one recent sourcing initiative related to maintenance equipment, our firm 
engaged stakeholders early in the process to understand the key issues and 
challenges they faced and the outcomes that would allow them to efficiently 
execute their functions. After developing and executing a strategy to address these 
stakeholder needs, we then launched a communication campaign that tied the 
program's benefits back to the issues and challenges stakeholders had originally 
shared with us. While policy was definitely one of the supplementary compliance 
strategies we used, communicating program benefits were the primary means 
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through which we were able to build buy-in and increase stakeholder 
participation. 

Principle 6: Create Communities 
One of the challenges that large global organizations face is how to create the kind 
of "learning environment" that enables best practices developed in one part of the 
organization to be shared and replicated across the enterprise. 

The idea is to build networks across the enterprise to create value that transcends 
the immediate program objectives. Stakeholder engagement efforts during an 
enterprise-wide supply management initiative help fulfill this idea. Not only do 
they support the successful execution of the supply management program but they 
also help build formal and informal networks of individuals who have related 
functions, needs, and interests. Such communities can be extremely beneficial for 
fostering sustainable, long-term program results and for strengthening 
organizational performance as a whole. Additionally, they help build goodwill for 
the program that facilitated the process. 

Recently, we led a large strategic sourcing program to streamline the way that the 
U.S. government purchases and manages express parcel delivery services. 
Through facilitated sessions, we brought together dozens of individuals from 
more than 10 large federal agencies to help develop the sourcing requirements and 
strategies. What we didn't anticipate was that these individuals would continue to 
communicate and share knowledge with one another beyond these early program 
development exercises. Through this network, people are now talking about other 
cost savings opportunities such as shipping optimization and process 
improvement—and creating even more value in the area of delivery service 
sourcing. 

Insuring Success  
Organizations that invest in enterprise-wide supply management programs do so 
because they recognize the significant payoff that can result in terms of efficiency, 
cost savings and quality improvements. But those organizations that focus 
exclusively on the technical and strategic aspects of their initiatives—and fail to 
factor in the importance of stakeholder engagement—put their programs and their 
investments at risk. Ultimately, program success is contingent upon the 
participation of people throughout the enterprise who share the program's vision 
and believe in its benefits. 

By following the six principles laid out in this article, managers of complex, 
large-scale supply management programs can ensure that stakeholder engagement 
is a conscious and integrated element throughout the program effort. It's an 
additional investment, to be sure. But it's also the best insurance for 
implementation success. 

The term ‘stakeholder’ is increasingly used in discussions on planning, public 
policy and governance. Used in this context, ‘stakeholder’ refers to social groups 
or institutions that have an interest in the policy or planning questions under 
discussion.  

If, by ‘stakeholder’, we include all those persons, communities and organizations 
that have a necessary and legitimate interest1 in the outcome then we can also say 
that another way of identifying these is to call them ‘interest groups’.  
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In many languages the expression used to signify what we mean by 'stakeholder' 
is the equivalent of ‘interest group’ and we can consider ‘stakeholder’ and 
‘interest group’ to be synonymous. 

Stakeholders may have an interest in the NBSAP for a number of reasons:  

• They have a direct legal or administrative responsibility for aspects of 
biodiversity, for example, the ministry of environment; the national 
environment agency; agencies responsible for forests, water resources, or 
coastal management; the national patent office or intellectual property 
agency (for ABS-related matters). 

• Activities they carry out may have an impact on biodiversity, for example, 
agencies with responsibility for agriculture, transport, forestry, regional 
planning, or urban development. 

• Measures and policies adopted under the NBSAP may have an impact on 
their own work. For example, environmental impact assessment 
requirements will affect the way an energy ministry plans for and licences 
new energy generation projects or the way the transport ministry or 
highway agencies plan and licence projects. 

• They may be affected, directly or indirectly, in positive or negative ways, 
by the outcomes of the policy and planning decisions taken. For example, 
establishing protected areas under the NBSAP will have consequences for 
the population living in or around these areas; measures to make 
biodiversity use sustainable will impact on those communities whose 
livelihoods are derived from the (currently unsustainable) use of such 
resources. 

• They may possess experience, knowledge and/or expertise that is relevant 
to biodiversity and that can assist the NBSAP to obtain better outcomes or 
avoid negative outcomes. It is important to involve all those who have 
knowledge and expertise of the issue, without distinction. The knowledge 
held by research institutions, public and private, and that held by those 
communities – indigenous. This means those who are directly or indirectly 
affected; it does not necessarily include those who may be 'interested' in 
the issue, but will not necessarily be affected (examples might be 
academic researchers, journalists or others). Traditional, farming, fishing 
and so on – who deal with the issue as part of their livelihoods, are equally 
important. 

• They have a legitimate interest in the issue and thus an entitlement to be 
consulted on and to participate in the decision-making process. An 
individual's or a community's entitlement to information on plans and 
proposals that may affect them and to participate in the process of decision 
making is a cornerstone of democratic governance. This principle is 
enshrined in the Rio Declaration on Environment and Development 
adopted at the Earth Summit in 1992 and in an increasing number of 
global and regional environmental treaties. 
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Undertaking identification and invitation 
The essential point is that there can be no pre-determined list of who the 
stakeholders are in any particular case. The examples above are just that – 
examples. In each specific case in individual national contexts, the identification 
of the stakeholders will result in different lists. This is as it should be, as each 
country has different sets of institutions, different legal and administrative 
arrangements, different traditions and forms of participation – not to mention 
different biodiversity. 

Each national manager responsible for NBSAP development and each national 
steering committee will need to use flexibility and creativity to identify the 
stakeholders for each topic in accordance with national circumstances. 

This calls for consultation, since no individual official and probably no individual 
department will have a complete and reliable overview of who the national 
stakeholders are likely to be. This is one of the reasons for attempting to start the 
process with a steering committee that is as broad-based as possible. The more 
sectors represented on the steering committee, the greater will be its ability to 
pool information and therefore the likelihood of correctly identified the full 
set of stakeholders. 
In some circumstances, this may require breaking with existing habits or 
perceptions. It may for example require establishing contacts where none 
currently exist, involving habitually marginal communities or local 
administrations in opposition to the national government. 

It is important that all sectors, regions and social categories that have an interest in 
the issue under review are invited to participate in the development and 
implementation of the NBSAP. 

4. When should the different categories of stakeholders be brought into the 
NBSAP process? 

Two-stage process? 
The first phase of NBSAP preparation covers stocktaking and assessment, and 
definition of initial priorities and objectives of the strategy. In this first phase 
some countries may feel it more appropriate to involve only those stakeholders 
directly involved – the so-called ‘biodiversity community’. 

Such a decision may permit a tighter focus on the scientific and social assessment 
aspects of NBSAP development and on the identification of its priorities and 
objectives in the initial stages of the process. However, the need for ownership of 
the strategy by all stakeholders implies the risk that those potential stakeholders 
not included from the very beginning may feel excluded and reluctant to fully 
participate when subsequently invited.  

There is a common sense issue here. If you think the outcome of your stocktaking 
and review will involve convincing other actors to accept your analysis and 
recommendations, and thereby to modify their behaviour and practices, it is 
sensible to involve them from the beginning. This is not just a question of 
participative democratic principle, but of ensuring that the process arrives at the 
best outcome by the most efficient means. 
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All at once? 
The scope of initial participation may have an impact on the dynamics and 
efficiency of the process. There are advantages and disadvantages to broadening 
the participation right from the beginning. There are risks in not doing so.  

The argument for putting off the active involvement of some sets of stakeholders 
to a second stage is that their engagement in the issue is less direct than the first 
group of invitees. By following this argument however the NBSAP committee 
may create two problems for itself: 

• the possibly negative feelings of those brought in late may have to be 
appeased, and 

• the belated realization that the ‘second wave’ of participants possess views 
and experience that were not available from the beginning and that now 
mean adjustments to the policy proposals have to be made. In this case it 
would have been more efficient to have avoided this risk, and to have got 
all the information and viewpoints on the table at the earliest opportunity.  

Ultimately these decisions of timing can only be taken at the national level by the 
NBSAP managers and the committee. 

Implementation and updating 
Whatever strategy is adopted for involving stakeholders in its development, the 
implementation phase of the NBSAP will inevitably see the increasing 
engagement of stakeholders of all categories. Identifying and monitoring national 
biodiversity will be impossible without the involvement of universities and 
scientific bodies. The conservation and sustainable use of agricultural biodiversity 
will require the active participation of a wide range of actors (see box 2). 

Each component of the NBSAP will probably generate its own set of 
stakeholders, as its influence consolidates and expands – thematically and 
geographically. The questions that need to be constantly asked are ‘who are the 
stakeholders for this issue?’ and ‘who needs to be involved in this region or 
biome?’ 

By the time the first version of the NBSAP is ready to be updated, there should be 
an extensive network of stakeholders involved in the implementation of each 
element of the NBSAP. It will be, in large part, their experience of 
implementation and their views on adaptations that need to be made that will 
provide the inputs to the updating of the NBSAP. 

It is therefore extremely important to ensure that there are forums and 
mechanisms for sharing and systematizing the experiences of implementation and 
that the network of stakeholders is fully involved in the NBSAP revision process. 

5. What are possible mechanisms for involving stakeholders? 
The need to involve the widest range of stakeholders in the HENVINET process 
raises the question of how to go about this. What are the possible mechanisms? 
What are the procedures and formats that will ensure the most effective dynamics 
and the best outcomes of the preparation stages? 

There are no hard and fast answers to these questions – no universal, one-size-fits-
all solution. To start with, the options will vary in accordance with the size, 
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structure and traditions of the country itself. The best way of arranging things in 
the case of a small island state will probably not apply to a large federal state, for 
example.  

One obvious recommendation to make is that those involved in getting the 
HENVINET process off the ground should not try to re-invent the wheel. If the 
country already has consultation procedures for public policy discussions in place 
or if there are existing forums for broad based discussion of environmental or 
development policy, then a sensible decision will be to build on these examples – 
using the same structures, or establishing a new structure modelled on procedures 
that have been proved to work in the national context. 

However, if there are no previous national models, or if those that exist are felt to 
be inadequate or inappropriate, then new arrangements will need to be decided 
upon.  

Answers to the question ‘what are the possible mechanisms for involving 
stakeholders?’ will come in two parts. First, what are the possible formats? 
Second, what are the best techniques to be used in the consultation and policy 
development discussions to ensure full participation in and ownership of the 
outcomes? 

Possible formats 

Workshops 

This is the format that is most likely to be decided by geographical and cultural 
factors. In a small country it may be that all potential stakeholders can be easily 
identified because they are already visible within national policy discussions on 
the issues to be addressed in the HENVINET process. Bringing such stakeholders 
together in national biodiversity planning workshops or development sessions in 
the national capital may be logistically easy and cost-effective. 

In the case of large countries, especially those with federal structures or strong 
sub-national authorities, many of these have opted for one or more series of 
NBSAP workshops at state or provincial levels, leading to national meetings. This 
is often the most cost-effective way of involving the largest number of 
participants in the process and ensuring that the strategy development process is 
informed to the fullest extent possible by the experiences and demands of 
stakeholders throughout the national territory. The national meetings will then 
serve to synthesise and structure the local experiences and recommendations into 
a national policy framework. 

The same logic also applies to arrangements that involve sectoral consultations 
that are then brought together into an overall national strategy framework. In this 
case, initial workshops for different sectors or stakeholder categories – for 
example, the scientific community, indigenous groups, the private sector, the 
agricultural sector – could be arranged (at either national or sub-national levels, 
depending on national circumstances), and the outcomes of these consultations 
would flow into the national level synthesis. 

In an ideal situation, the best arrangements might be to have all three sets of 
consultations: local, sectoral and national. However these sorts of decision will 
need to be taken by the NBSAP managers and/or committee in light of a series of 
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factors: national circumstances, human and institutional resources, financial 
resources and the time allowed for the process. 

E-conferences 

A further possibility, if feasible within national circumstances, is to organise 
internet or email based consultations (‘e-conferences’). However, these should 
only be organised if a significant and representative proportion of potential 
stakeholders would be able to participate. If, for example, only urban stakeholders 
have e-mail access, or if indigenous and traditional communities are unfamiliar 
with or have poor access to the necessary technology, then this option should be 
approached with caution, as it may result in unequal participation by some 
stakeholder groups. 

Where e-conferences and other electronic options are used, they should be seen as 
a complement to, and not a substitute for, workshops and other live, face-to-face 
interactions. 

Possible techniques 
As important as the decisions on format, are the decisions to be taken on the 
methodologies. It is important that all stakeholders participating in the NBSAP 
process are made to feel comfortable that they are equal partners in the process, 
that their experience and knowledge is important, and that their views will be 
considered on an equal basis. 

Instilling this level of comfort, which is essential for generating the overall 
desired outcome of a shared sense of ownership of the process by all stakeholders, 
is no easy task. It may involve breaking with tradition and ingrained habits, for 
example by thinking about how to really promote interactive roundtable 
discussions and not fall into the trap of organising a lecture series, where ‘experts’ 
talk from the podium to a room full of passive ‘listeners’. 
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Request for side-event at Ministerial conference on Health and Environment 
in Parma, Italy, March 2010 

Health and Environment Networking Portal 
 
Purpose 
 
The purpose is to connect participants to the HENVINET Health and 
Environment networking portal. A professional network of scientists and policy 
makers is forming on the portal which has been generated through the 
HENVINET project. The exchange of scientific information and the way 
environmental health problems are identified/tackled comprise the main content 
of the web-based portal. It is a meeting place for those professionals working in 
the field of health and environment. Registered participants can start their own 
discussion or topic group and can find specialists for meetings or projects. 
 
Brief description 
 
HENVINET project 
At several breaks, a stand will be manned and equipped with laptops 
demonstrating the portal of HENVINET. All conference participants are invited to 
see a demonstration of the portal and to register on the spot if so desired. 
 
Organizer 
HENVINET 6th Framework EU project 
 
Affiliation 
Coordinator: NILU – Norwegian Institute for Air Research 
 
Address: NILU, Pb 100, 2027 Kjeller, NORWAY 
 
Tel. +47 63 89 80 00 
 
Email: aba@nilu.no 
 
Special requirements 
 
TV screen/LCD screen, table/chairs, two poster boards
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HENVINET project leaflet 
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HENVINET portal leaflet  
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HENVINET portal fact and figures 
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HENVINET Decision Support Tools leaflet 
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HENVINET policy brief-CPF 
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HENVINET policy brief-Phthalates 
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HENVINET policy brief-HBCD 
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HENVINET policy brief-DecaBDE 
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