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REFRESHED: PERIPRem Bundle Engagement & Co-Production Strategy 
 
 

1. Engagement and Co – Production Strategy Purpose: 
 
The purpose of this strategy is to provide a clear framework for stakeholder engagement and to 
clarify the key stakeholder relationships for the life of the PERIPrem Project. This strategy explains 
the structures and processes that will be implemented to ensure that stakeholder engagement is 
clear, honest and supports the objectives of the PERIPrem Project. It aims to support the facilitation 
and maintenance of robust relationships with stakeholders by clarifying key audiences and lines of 
communication. 
 
At this point in the project timeline it was hoped that we would have established mechanisms for 
engagement and partnership working with parent and public stakeholders, recognising the need to 
open channels of participation for harder to reach groups. Given the move to online methods of 
involvement, an active period of reaching out to parent stakeholders has been limited. This paper 
sets out a refreshed strategy to open channels of communication particularly in alignment with 
reducing inequalities in perinatal care. It includes a refreshed and detailed social media campaign to 
promote PERIPrem and to provide a further method for parent members to contribute.  
 
This strategy applies to all people within and outside of the clinical community in the South and 
South West of England, who have an interest in the design and delivery of perinatal interventions 
aimed at improving outcomes for preterm infants, their mothers and families.  
 
As of January 2021, PERIPrem has achieved: 
 

• Recruiting and working in partnership with two parent partners, both of whom sit on the 
PERIPrem Steering Group  

 
• Produced a parent led PERIPrem film telling the stories of local families who have 

experienced preterm birth and a PERIPrem film with examples of PERIPrem QI work that has 
been implemented  
 

• Worked in partnership with Hologic to roll out quantitative fetal fibronectin testing to aid 
the Place of Birth element, and secured a medical education grant to support each unit with 
a PERIPrem Innovation Fund.  

 
• Hosted a PERIPrem Share & Learn Session facilitated by our parent partners  

 
• Hosted a range of PERIPrem Share & Learn Sessions hosted by PERIPrem clinicians and guest 

speakers 
 

• Introduced the PERIPrem Optimisation Tool for the region and accompanying PERIPrem 
Clinical Passport to aid improvement and bundle optimisation  
 

• Introduced a PERIPrem Parent Passport across the region designed by our parent partners to 
facilitate improved parent involvement in the care of their preterm infants.  
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2. Background and Context: 
 

• Overview 
 
The West of England Academic Health Science Network (AHSN) and the South West AHSN are 
working in collaboration with University Hospitals Bristol and Great Western Hospitals to improve 
the outcomes for premature babies across the region through a new neonatal care bundle. 
Launched at the beginning of 2020, the bundle is the first of its kind, and builds on lessons learned 
from designing and delivering PReCePT (Preventing Cerebral Palsy in PreTerm Labour) as well as 
being clinically owned and driven by perinatal staff across the region. It supports maternity and 
neonatal units in implementing or improving elements of care that will contribute to a reduction in 
brain injury and death in the smallest and earliest born babies. The bundle originally consisted of 10 
interventions that demonstrate a significant impact on brain injury and mortality rates amongst 
babies born prematurely and to align with MATNEOSIP will include the addition of antenatal 
antibiotics as of January 2021.  
 
A further aim of PERIPrem is to facilitate the perinatal working dynamic at unit and regional level. 
This has been strived for through the hosting of bundle element specific share and learn sessions 
and partnership working with the South West ODN as well as other key organisations.  
 

• Approach and Methodology  
 

This project has brought together neonatologists, obstetricians, midwives and neonatal nursing staff 
to redesign the way in which preterm babies are cared for, ante and postnatally. Regional and 
national examples of best practice and innovation will inform design and delivery of the bundle. 
Quality improvement methodology will embed innovation and creativity into the design process to 
facilitate effective ways of working that can be shared nationally. 
 

• Case for Stakeholder Involvement:  
 
Using a co-production model, the PERIPrem bundle will involve and collaborate with a wide range of 
people reflecting the diverse communities that reflect the population of the Southwest region. 
Variability in outcomes for mothers and babies born to women of colour, lower socioeconomic 
backgrounds and other groups has identified the need to work alongside people representing these 
populations.  Ensuring that all women have a voice and are able to work in collaboration with the 
PERIPrem team is central to informing the quality improvement process, particularly around the 
“right place of birth” element of the PERIPrem bundle.  There is precedent for development and 
maintenance of robust stakeholder working as evidenced in PReCePT and it is intended that 
PERIPRem continues driving this way of working and being leaders in this approach.  
 
 

1. Defining stakeholder engagement & Co-Production in the context of PERIPRem: 
 
Stakeholders can be defined as any person or group of people who have an interest in perinatal 
services provided, or who receive or may be affected by perinatal services.   
 
Engagement describes the process and methods, by which the PERIPRem Project Team will listen, 
communicate with, co-produce, and involve people and organisations.  
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Stakeholder Engagement is the process by which the PERIPrem Project team will build relationships 
with clinical and patient and family stakeholders through communication, listening to views and 
experiences and involving them in the design and development of the PERIPrem Bundle.  
 
Co-Production is the method whereby clinicians, patients and public, work in partnership at 
different stages of the quality improvement process, including planning, design, delivery and 
evaluation. By participating in the design and delivery of the PERIPrem Bundle, it is intended that, 
where achievable, the design of bundle elements will be influenced, responsive and intuitive to the 
identified needs of the clinical champions, patients and their families.  
 
 
 

2. PERIPrem Stakeholder Engagement Aims:  
 

In order to optimise the design and delivery of evidence based, preterm neuroprotection care 
bundle that has the potential to reduce severe preterm brain injury and death, it is essential to work 
alongside and be responsive to the needs and experiences of clinical and patient and family 
stakeholders. This can be described by the following aims:  
 
1. TO ENGAGE: To engage and build relationships with the regional and national clinical community 
alongside patient, family and external stakeholders.  

2. TO COMMUNICATE: To ensure that all stakeholders are informed on the approach to perinatal 
improvement and that there are clear communication channels in place to listen to stakeholders.  

3. TO INVOLVE: To involve all stakeholders at the appropriate level of the PERIPRem bundle, and to 
listen and learn from what stakeholders have to contribute before and during the implementation of 
improvements. 
 
4. TO CO-PRODUCE: To develop a collaborative approach to the design and implementation of those 
bundle elements that lend themselves to co-production with patient and family stakeholders. To 
facilitate a regional clinical community owned approach to the design and development of the 
PERIPrem Bundle. This shall be achieved by: 
 

• Actively involving people equally  
 

People need to have an equal chance of being able to fully participate in the process in a way 
that best suits their needs. This will ensure that those who are seldom heard are included and 
this will enrich the outcome.  

 
• Building on people’s strengths  

 
Co-production relies on the principle that everyone has skills, abilities and experience to 
contribute to the process, and no one person or group is more important than others are. 
Everyone involved should feel that they have made a difference and see the impact of their 
efforts – though this does not mean getting everything they originally thought they wanted.  

 
• Being open and inclusive throughout  
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This involves starting the conversation before there is a fixed idea in mind; working together 
with people when understanding the issue, planning how to address it, in any quality 
improvement and when delivering and evaluating a service. 
 
 
3. PERIPrem Stakeholder Mapping:  

 
For the purpose of this programme of work, stakeholders have been grouped by characteristic and 
proximity to the design and implementation of PERIPrem. These categories are: 
 

• Regional clinical stakeholders:  The clinical community of perinatal clinicians from within the 
thirteen intervention Trusts of the PERIPRem Bundle across the Southwest of England. This 
includes but is not limited to the thirteen unit teams. It may also include the related clinical 
service providers such as ambulance services / community teams within the region. 

 
• External clinical stakeholders: individual clinicians or organisations from outside of the 

thirteen intervention Trusts. This will include but not be limited to the British Association of 
Perinatal Medicine, the Royal College of Obstetrics and Gynaecology.  

 
• Patients and family stakeholders: Those who have had or who will have direct experience to 

antenatal and postnatal services within the Southwest region or have experienced preterm 
labour. The PERIPrem bundle will strive to provide patient-and-family centred care 
reinforcing the approach to equality and diversity that is central to NHS service delivery. This 
group of stakeholders will be at the heart of the design and implementation of PERIPrem. 
This will include Maternity Voices and local antenatal, postnatal or specialist support groups 
as well as individuals affected by preterm birth. 

 
• External stakeholders: individuals and organisations who have an interest in the design and 

delivery of perinatal care within the Southwest region who do not directly provide clinical 
services but are involved in preterm birth and perinatal services. This could include those 
that support people impacted by preterm birth or organisations that offer provision of 
funding to support research. This will include national organisations such as BLISS and 
TAMBA and regional organisations such as Health Watch. 
 
 

 
 
 
 
 
Stakeholder Map: 
 
This is a non-exhaustive map of the categories of stakeholders needed to inform, engage, 
involve and co-produce with to develop and implement PERIPrem in an intuitive and authentic 
method. 
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INFORM, ENGAGE  
 
Royal Colleges  
NHS Litigation (CNST) 
Health Watch 
MatNeo, BAPM, RCOG, RCM,RCNM, 
Obstetric  Anaesthetist Association, 
Bluebell Nurses, Cochrane pregnancy 
and childbirth group 
 
 

INFORM, INVOLVE, CO-PRODUCE, ENGAGE  
 
Neonatologists 
Obstetricians 
Midwives 
ANNP / neonatal nurses 
 

Lo
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INFORM  
 
 
 
 
 
 
 
 
 

INFORM, INVOLVE, CO-PRODUCE, 
ENGAGE, EMPOWER  
 
Patients  
Families 
BLISS 
Tommys  
SANDS 
Maternity Voices  
 
 
 

 Low Impact  / Stakeholding  High Impact  / Stakeholding  
 
 

 
PERIPRem Stakeholder Approach:  

The PERIPrem bundle will take a two level approach to involving and co-producing with parents and 
external stakeholders and a co – production approach to working with internal clinical stakeholders.  

1. Clinical Co-Production & Engagement: 

Given the breadth of implementation in the region, and the complexities involved in designing and 
implementing a number of interventions that span antenatal, obstetric and neonatal care, there is a 
need to ensure that there is collaboration and partnership of the clinical community with the core 
PERIPrem team.  

In order to achieve this, the PERIPrem Bundle intended to employ in full the IHI Breakthrough Series 
Model to build and foster a regional wide perinatal community that will share learning and 
experience of the PERIPrem journey.  

In addition, it is essential that the bundle is accepted and owned by the regional clinical community, 
without this collaboration and uptake will be impacted. Therefore, the proposed approach is one of 
co-production and co-design, facilitated first through the identification of “element” champions; 
units that have hands on experience in the design and implementation of one of the bundle 
elements prior to embarking on the PERIPrem journey.  This process will facilitate ownership by the 
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clinical teams and will also build on evidenced based approaches to quality improvement of the 
bundle elements.  

 

The original intention for the PERIPrem Launch event was that it would provide a forum for clinical 
community to discuss and agree the bundle elements, fostering ownership and generating buy in. 
There was recognition from the steering group that some bundle elements may face resistance from 
the unit teams and that such an approach would offer the opportunity to address these and reach a 
consensus. However PERIPrem had to be agile in the face of the restrictions of COVID and this launch 
meeting was unable to go ahead as planned.   

Once clinicians felt they had capacity, Unit teams were asked to participate in a launch meeting, with 
the Neonatal Operational Lead and the QI coach / project manager. This meeting employed a variety 
of approaches including process mapping the current state of the preterm pathway and 
interventions to inform a regional process map,  units identifying areas of strength and opportunities 
for improvement, as well as creating a sense of psychological safety for those teams who had 
concerns regarding certain bundle elements.  

 In addition, units were asked to baseline current data on uptake of each of the bundle 
interventions. For units where there was not capacity to do this, the PERIPrem dashboard produced 
by the SW ODN was used to baseline.  

Communication with the unit teams as a cohort include access to the PERIPRem website, which 
serves as a repository for documents, QI resources and videos of each of the bundle elements, email, 
telephone calls, texts and participation in online learning events and social media. PERIPrem teams 
also received a weekly email update, which has now moved to fortnightly vie MAILChimp.  

The approach to communicating and coaching individual unit teams is driven by the preferred style 
of the team and their needs as well the capacity of the team at the time. This informed a a coaching 
plan for each unit, with the recognition that the approach needs to be agile to fit the changing style 
of the team as they develop on the PERIPrem journey and capacity varies. 



 

Nmenzies 060121  REFRESHED  PERIPRem Bundle Engagement & Co-Production Strategy v0.3 
 
 

Summary of Proposed Resources for Regional Clinical ( PERIPrem Cohort) Co -Production and Engagement: 

Communication  Method  / Engagement 
Opportunity 
 

Description / content  Purpose  Owners 

PERIPrem Web page  Repository for PERIPrem 
documents and tools  

ENGAGE &INVOLVE: To provide access to information and tools that support the design and 
implementation of the bundle elements  

Hosted on 
AHSN 
website NM 
/ ML 

Infographic  PDF and printed A4 colour 
infographic  
 
Infographic for each bundle 
element  
 

INFORM & ENGAGE: For information and promotion: Bundle elements represented in graphical 
format including links to relevant clinical guidance / standards. 

AHSN NM / 
ML 

PERIPrem Bundle Toolkit:  A suite of QI tools specific to 
perinatal working  

INVOLVE & CO-PRODUCE: To guide and inform the design and delivery of the PERIPrem Bundle 
elements. This includes: 
 

• Baseline QI capability questionnaire 
• Assessing readiness for change tool 
• Baseline Element Snapshot tool 
• Monthly snapshot tool  
• Element capsule summary 
• PERIPrem Optimisation Tool  
• PERIPrem Clinical and Family Passports  
• PERIPrem Element action plan  
• Sustaining and Embedding Change Tool 

 
 

NM SB SH  

Element Resources  Range of existing and new 
toolkits / how to guides / 
processes specific to each 
bundle element building on 
local and national evidence. 

INVOLVE & CO-PRODUCE: For information and application: Unit teams will use supplied 
resources to guide design and implementation of elements in tandem with the QI toolkit. It will 
provide the clinical case for change, evidence and will be informed by examples of excellence 
(e.g. DCC / PReCePT / BAPM)  
 

SB KL NM SH 
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Communication  Method  / Engagement 
Opportunity 
 

Description / content  Purpose  Owners 

Hosted on AHSN Website under 
element headings. 

Clinical and QI coaching package  An offer of support from 
operational clinical lead and QI 
coach 
 

ENGAGE, INVOLVE & CO-PRODUCE:  Provision of cohort wide and unit level QI and clinical 
guidance and coaching made available through the offer of face to face or telephone / email 
contacts.  
An assessment of engagement in coaching versus activity by the units will be undertaken 
monthly to highlight the progress of units in implementing the bundle.  
 
The aim of coaching is to provide bespoke, intuitive support to perinatal teams to develop and 
maintain a strong, effective working relationship and technical support on using QI to 
implement clinical interventions.  
 
 

SB SH NM  

PERIPrem  - Celebrating the Journey So Far  12 SW units will be brought 
together to celebrate the 
success to date of PERIPrem 
using the IHI Breakthrough 
series methodology  
 

CO – PRODUCE, ENGAGE, INVOLVE  & COMMUNICATE: 
 

• Parent Steering Group Members to coproduce and become integral to the clinical 
community approach  

• Family experience film  
• Unit teams will be asked to share best practice / innovation on bundle elements 

currently being delivered in their trust.  
• Exploring barriers and facilitators – “ PERIPrem Recipe” 
• Perinatal culture 
• Key note lectures  

 
Note: the intention of these sessions is to create a community of perinatal improvers who can 
share and learn from each other’s successes and barriers. The content will be designed to 
facilitate as much hands on working between unit teams and wider cohort. In addition, teams 
will be asked prior to event what areas they need to be covered in the learning event.  
 
 

SB KL NM 
SH EW  
 

PERIPrem Bundle Element “ Share & Learn” 
Series  

Webinars on each bundle 
element, hosted by PERIPrem 

INFORM & ENGAGE: 
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Communication  Method  / Engagement 
Opportunity 
 

Description / content  Purpose  Owners 

clinical team and external 
speakers  
 

Series of webinars on each bundle element to inform and engage and share best practice 
amongst the regional perinatal community. Also to include sessions on perinatal culture, using 
data for improvement, working with parent partners / co production, embedding and sustaining 
change  
 

DISCOVERING PERIPrem Event  Webinar hosted by Anne 
Remmers to engage wider 
perinatal community  

ENGAGE, INVOLVE  & INFORM : 
 
Aimed at involving MVPS, LMS and HoMs from across the South West of England to engage 
them in the PERIPrem Bundle with the intention of informing wider perinatal network to 
support the design, implementation and embedding of PERIPrem.  
 
 
 
 
 

 

PERIPrem  - Learning Event 2   IHI Breakthrough Series 
learning event 2 

CO – PRODUCE, ENGAGE, INVOLVE  & COMMUNICATE: 
 
To bring together PERIPrem unit teams to share progress and work as perinatal team on design 
and implementation, guided by the PERIPrem steering group. At this stage in the process, this 
could include sessions on: 
 

• Embedding and sustaining change 
• Overcoming barriers to implementation  
• Sharing the journey  / celebrating success  
• Maintaining the perinatal team  
• Trouble shooting  

 
 
 

SB KL NM 
SH EW 

Communications   
 

 

Communications plan outlining 
strategy to inform and promote 
and to facilitate discussion of 

INFORM, ENGAGE & INVOLVE: To inform and promote the progress of the PERIPRem bundle 
across all stakeholder groups. This could include: 
 

• Social media – twitter / FB / Instagram  

ML SB NM 
SH  
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Communication  Method  / Engagement 
Opportunity 
 

Description / content  Purpose  Owners 

PERIPrem with local and 
national stakeholders 
 

• Press releases 
• Poster presentations / abstract submissions 
• Creation of video content 
• PERIPrem webpages  
• Newsletters 
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2. Patient and Family Co-Production & Engagement: 

The PERIPrem Bundle will involve, inform, engage and co-produce patient and family stakeholders 
via two approaches: 

• Level 1: Co-production 
 
Individual parent partners have joined the PERIPrem Steering Group. This is in order that 
there is public representation in the steering of the programme but also to ensure that there 
is partnership working and co-production at the heart of this work. In addition, where 
identified as adding value to the development of the element implementation, further 
element ‘patient champions’ will be recruited to co – produce.   
Guided by the EIA and patient demographic profiles in the West and South West region, 
where possible, individuals will be invited from over represented communities.   
  
Individuals will be invited to participate through existing contacts, email invitations to local 
groups and charities.  
 

• Level 2: Inform, engage and Involve: 
 
This will be a targeted regional campaign, facilitated through social media, press releases 
and promotion of PERIPrem through existing mechanisms such as antenatal groups, support 
groups, local and regional charities.  
 
The intention of this activity is to create a dialogue and a conversation with the regional 
community in order that stakeholders may share their stories, thoughts, experiences and 
improvement suggestions for consideration within the PERIPrem design. Doing so will create 
a wide community of those passionate about change for parents, families and preterm 
infants, by providing channels for stories to be heard and acted upon. Creating a currency of 
personal impact stories will not only provide further evidence for the need to improve 
perinatal care, but will also generate qualitative data which will tell the story of the 
PERIPrem journey; 

“Data is a story without a soul”; Brene Brown
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Summary of Proposed Resources for Patient and Family Co -Production and Engagement: 

 
Communication  Method  / Engagement 
Opportunity 
 

Description / content  Purpose  Owners 

Infographic  PDF and printed A4 colour 
infographic  

INFORM & ENGAGE: For information and promotion: Bundle elements represented in graphical 
format including links to relevant clinical guidance / standards. 
 

AHSN NM / 
ML 

Communications Campaign  Information campaign  / call for 
involvement of those with an 
interest in perinatal care  / 
improved outcomes for the 
preterm infant  
 

INFORM, ENGAGE & INVOLVE: This will facilitate a regional conversation regarding 
improvement in outcomes / reduction in morbidity in the preterm infant. Primarily using social 
media / mumsnet / local press , a conversation will be started and means for input   / sharing of 
stories will be provided.  
 
This will also include targeted invitations to join through local  / regional / national 
organisations / charities / support groups and potentially an event inviting those interested to 
share stories – providing a qualitative / phenomenological element to the bundle  
 
Posters / leaflets / fliers at community venues and groups  
 
 

ML/ 
NM/SH 

PERIPrem Celebrating the Journey so Far  
Event (Learning Event 1) 

 
Participation  / Co-Production 
of parent champions alongside 
the 12 SW units will be brought 
together to launch PERIPrem 
using the IHI Breakthrough 
series model  
 

CO – PRODUCE, ENGAGE, INVOLVE  & COMMUNICATE: 
 

• Parent Steering Group Members to coproduce and become integral to the clinical 
community approach  

• Family experience film  
• Unit teams will be asked to share best practice / innovation on bundle elements 

currently being delivered in their trust.  
• Exploring barriers and facilitators – “ PERIPrem Recipe” 
• Perinatal culture 
• Key note lectures  

 
Note: the intention of these sessions is to create a community of perinatal improvers who can 
share and learn from each other’s successes and barriers. The content will be designed to 

SB KL NM 
SH EW  
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Communication  Method  / Engagement 
Opportunity 
 

Description / content  Purpose  Owners 

facilitate as much hands on working between unit teams and wider cohort. In addition, teams 
will be asked prior to event what areas they need to be covered in the learning event.  
 
 

Learning Event 2  IHI Breakthrough Series 
learning event 2 
 
 
Participation  / Co-Production 
as part of PERIPrem Cohort  

CO – PRODUCE, ENGAGE, INVOLVE  & COMMUNICATE: 
 
To bring together PERIPrem unit teams to share progress and work as perinatal team on design 
and implementation, guided by the PERIPrem steering group. To include sessions on: 
 

• Embedding and sustaining change 
• Overcoming barriers to implementation  
• Sharing the journey  / celebrating success  
• Maintaining the perinatal team  
• Trouble shooting  

 
*Note: the intention of these sessions is to create a community of perinatal improvers who can 
share and learn from each other’s successes and barriers. The content will be designed to 
facilitate as much hands on working between unit teams and wider cohort. In addition, teams 
will be asked prior to event what areas they need to be covered in the learning event.  
 

SB KL NM 
SH EW 

Share & Learn Session: Using Parent 
Resources / engaging parents and families  

Parent partner Hosted online 
webinar  
 

CO – PRODUCE, ENGAGE, INVOLVE  & COMMUNICATE: 
 
To bring together PERIPrem teams to share progress and learn from our parent partners  
 

• Learn the impact of working in collaboration with those who have first-hand 
experience of using maternity and new-born services as the parents of preterm babies 
 

• Learn how to engage and involve parent partners to ensure that teams embed 
PERIPrem in a way that is sensitive to the needs of families. 
 

• Share and hear how other trusts have implemented the PERIPrem parent facing 
resources. 
 

SB KL NM 
SH EW 
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Communication  Method  / Engagement 
Opportunity 
 

Description / content  Purpose  Owners 

 
 
 
 
 

Communications   Communications plan outlining 
strategy to inform and promote 
PERIPrem with local and 
national stakeholders 
 

INFORM& ENGAGE: To inform and promote the progress of the PERIPRem bundle across all 
stakeholder groups. This could include: 
 

• Social media – twitter / FB / Instagram  
• Press releases 
• Poster presentations / abstract submissions 
• Creation of video content 
• PERIPrem webpages  
• Newsletters 

 
 

ML SB NM 
SH  

 

 
 
    

    

Noshin Menzies 
Senior Project Manager, PERIPrem Bundle  
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