Thinking About LLL Leadership:

Leader’s Guide


Frequently Asked Questions (FAQs)

Interest in Leadership

· A mother in my Group says she wants to be a Leader.  I don’t know her very well.  What do I do now? 
Start by encouraging her enthusiasm, and thanking her for her interest.  You might then give her a copy of Thinking About La Leche League Leadership, and talk with her about the pre-application work she can do while the two of you get to know each other better.  You might show her a copy of the [Link] Leader Recommendation form [/Link], to explain why getting better acquainted is necessary before applying. You can explain the [Link] LLLI Prerequisites to Applying for Leadership [/Link].

Is she a member, receiving a member publication, such as New Beginnings?   Being a member shows she supports the organization, as well as giving her information from the publication. Applicants need to have read The Womanly Art of Breastfeeding prior to applying, in order to learn the philosophy of the organization they would represent.  Has she attended a Series of Meetings?  Does your Group have Enrichment Meetings, or other opportunities she might take advantage of to deepen her involvement with the Group?  What about a Group job—one way to show commitment to LLL?  Many Applicants like to take responsibility for the Group Library, to give them easy access to background reading.  

Will Communication Skills Enrichment sessions be offered in your location?  Although not required, attending such sessions enhances skills Leaders need.  

If she commits to working on some of the above, she will be accomplishing important pre-application work while you are getting to know each other better.  

· There is a mother in my Group who would make an ideal Leader, but she has only breastfed her baby for six months.  I don’t want to lose her!  Is it too soon to suggest leadership to her?

While you might decide to mention leadership to this mother, you might choose instead to take other steps to gradually interest her in leadership.  If she enjoys reading, sharing back copies of New Beginnings (and your Area newsletter) and other LLL publications will help to broaden her understanding of the impact of LLL on the lives of mothers.  

Invite her to take on a Group job, such as Librarian, Treasurer or greeter.  If she becomes interested in leadership, this experience will be an invaluable introduction to Group management.

Encourage her to participate actively in Series Meetings, explaining how important it is to have contributions from experienced, breastfeeding mothers; this will enable her to experience the satisfaction of supporting other mothers. Invite her to Evaluation Meetings and Enrichment Meetings.  If she begins to feel that her presence is especially valued, then she will feel rewarded for her efforts to attend and participate.  

You may want to display Thinking About LLL Leadership? (compact version) with your Group library, at Series or other meetings, or offer it directly to the mother when you feel the time is right.

· There is a mother in our Group who would make a terrific Leader.  Does she have to wait until she has attended a complete Series of Meetings before she can apply?  

Attending a complete Series of Meetings is required (where available) because it gives an interested mother the opportunity to learn more about leadership responsibilities and to observe Leaders in action. An interested mother might be able to visit another Group and experience a different style of leadership.  In this way she may be able to attend a complete Series in a shorter time.

There are many other ways in which you can involve the interested mother in Group activities, inviting her to take on a Group job or offering her material to extend her knowledge and awareness of breastfeeding issues and leadership responsibilities. All of this will help to prepare her for making an application (showing a commitment to LLL is a prerequisite), and will also enable you to feel confident in your Leader recommendation.

Although you may be convinced that this particular mother would make an excellent Leader, your co-Leader(s) may need more time to get to know her.  Attending Series Meetings will give them this opportunity.  As a future Leader, this mother will be working with your co-Leader(s) as well as you.

Even though she has not yet attended a complete Series of Meetings, you can still begin pre-application dialogue, which can sometimes involve several get-togethers for discussion.  This may help to reveal the importance of attending Series Meetings.

Recommending a Mother for Leadership

· My co-Leader and I disagree about recommending a mother for leadership.  We aren’t sure what to do now.  

When there is disagreement, remember to refer to the LLLI Purpose and Principles and Guidelines for Skillful Conversations to guide your discussions. Respecting one another’s point of view will help you to reach a joint decision about what to do next.

It can help to begin by considering the qualities that you have both observed in the interested mother.  Consider these qualities in the light of the LLLI Prerequisites to Applying for Leadership. Relate the concerns to specific prerequisites. If there is disagreement about whether the mother meets one or more of the prerequisites, discuss whether the concern relates to something which could be addressed during the application, such as communication skills.  If this is the case, the mother herself would also need to recognise the need for appropriate skills development, and be prepared to have additional training or support in that area.

If one or other of you is not willing to recommend the mother for leadership, you may wish to consult with the LAD representative in your Area, for her guidance.

· I’m not sure a mother in our Group will meet the Prerequisites to Applying for Leadership, and I don’t want to encourage her until I know.  Can you give me a firm answer before I approach her?

Each application for leadership is considered individually, so there may not be a straightforward answer to your question.  We encourage you to make use of the resources at  your disposal, particularly Appendix 18 of the Policies and Standing Rules (PSR), to guide you.  If the interested mother has read and considered Thinking About LLL Leadership? , she will be aware that LLL has prerequisites which must be met before an application can be accepted.  If she wishes to meet with you for pre-application dialogue, you can refer to Pre-Application Guidelines for Leaders.

Sometimes it can help to discuss a particular situation with your Area LAD representative.  However, she will be relying on you to provide as much information as possible to further the discussion.   

· An interested mother in our Group isn’t married to her baby’s father.  I’m not sure she can show support of the “fathering concept.”

You might find it helpful to read the LLLI Concept Policy Statement for this concept (from Appendix 17, Policies and Standing Rules Notebook, reprinted in the Leader’s Handbook, p. 229): 

“In considering a mother for leadership, the focus shall be on her understanding of the father’s role, not as a mother substitute, but as a unique figure in the baby’s life.  Recognizing that mothers’ circumstances vary and that they may have little control over a father’s presence, involvement, or philosophy, the emphasis should be on her ability and willingness to help others appreciate a father’s contribution to the breastfeeding relationship.”

Whether or not a woman is married to (or living with) the father of her child, the relationship between the father and child is a significant one, which the concept and policy statement acknowledge.  For a mother who is not living with her child’s father, for whatever reason, it is important to focus on each aspect of the policy statement during pre-application dialogue, to ensure that she would be comfortable presenting this part of LLL philosophy as a representative of the organization. 

Applicants Who Move

· I have recommended a mother for leadership, but she is moving to another Area/country.  Does she have to start her application over in her new location? 

Her application will move with her.  Since the Leader Accreditation Department (LAD) is international, we have the same Prerequisites to Applying for Leadership and Criteria for Leader Accreditation, regardless of location.  Although she won’t need to “start over,” she will need to take some time to get to know the Leaders in her new Group (and they to know her).  They will be future co-Leaders, and she will need their support before being accredited. You could give her the contact information for Leaders in her new location, so she can get in touch with them when she is settled. Consider contacting those Leaders yourself, to let them know she will be coming.  You might give her some tips to help ease her transition (Leaven articles about “move-in” Leaders have helpful information that can apply to Applicants who move as well).    

· A mother has just moved to our Area and says she applied for leadership before moving.  I am worried as I don’t think I would have recommended her.  What should I do?

First impressions can be misleading.  Give yourself some time to get to know the move-in Applicant.  A Leader’s support is required for accreditation, so the Coordinator of Leader Accreditation (CLA) in your Area would not accredit this Applicant before resolving your concerns—if she is aware of them.  It’s crucial for you to communicate with her.   She can help you work through this issue. 

· Our Group’s Applicant is moving to a location with no Group or Leader, and will be too far away for us to continue meeting.  How can she complete her application? 
Let the CLA know if you and the Applicant want to continue your work together.  The CLA can talk with you about what you might do to help this Applicant complete her application.  

For ideas to discuss with the CLA about how you might continue to support the Applicant, see the following question (lone Leader closing Group).

“Isolated” (no Group) Applicants can be accredited by working with the Coordinator of Leader Accreditation (CLA) for the Area.   

Leader Support During an Application

· I am a lone Leader working with an Applicant.  I will be moving and closing the Group here.  What happens with the application?

The application can continue with the Coordinator of Leader Accreditation (CLA) filling the role of the supporting Leader.  You also might be interested in continuing to work with the Applicant by email, phone, or letter, from your new location.  Talk with the CLA about options.  

Perhaps you can continue working with the Applicant, communicating by email or telephone.  The two of you might use email, phone, or letters to complete your discussions of the “Checklist of Topics to Discuss in Preparation for LLL Leadership”, or other elements of the application.  The Applicant can use Online Exercises provided on the [Link] Leader Applicant Web pages [/L] to continue her application work with you.  For instance, the [Link] Help Form Exercise [/L] will enable her to combine her research for the Breastfeeding Resource Guide with situations from the Preview of Mothers Questions/Problems/Group Dynamics to answer sample help form questions.  You (or her A/CLA) can respond to her answers and help her develop her helping skills and further her knowledge of breastfeeding information or LLL resources.   If you and the Applicant are unable to meet to have a face-to-face Preview, you may be able to conduct the Preview by telephone or as an online chat.  By communicating regularly with the Applicant and her A/CLA, you can continue to support the Applicant from a distance, and help to accredit a Leader in a place where LLL does not yet exist.

· I desperately need a co-Leader but I’m too busy to help the Applicant in my Group.  Help!  
Remember that “helping other mothers find out about leadership and prepare to become LLL Leaders” is one of the basic responsibilities of a Leader.  Rather than adding to what sounds like an already large workload, consider how you could reorganise your commitments to make this a priority.  Then it will not be long before you will gain the pleasure and satisfaction of having a co-Leader to share your LLL work.

Consider putting some of these strategies in place:

· Delegate all  jobs which are not “Leader only”  to other members of your Group.

· Give a Group job to the Applicant (if she does not already have one).  This will help her learn more about Group management, facilitating her preparation. 

· Enlist the Applicant’s help in planning Series Meetings; this will be excellent preparation for her.

· Encourage the Applicant to make use of the [Link] Leader Applicant Web pages [/Link]; there is a great deal of self-directed learning available there, including the Breastfeeding Resource Guide.  

· Identify key items that you want to cover with the Applicant; it can help to start by looking at the [L] Checklist of Topics to discuss in preparation for an application [/L]. There are several versions of this available; choose the one which will work best for you and the Applicant.

· Consider setting up an email group of Applicants and Leaders, so that Leaders can take turns discussing checklist topics. 

· Encourage the Applicant to attend Leader Applicant Workshops, Chapter Meetings, or other LLL events, which will enable her to extend her knowledge of LLL as an organization and as a resource. 

· Communicate with the Applicant’s A/CLA; she may have suggestions to help you.  Using [L] Design your own application[/L], the Applicant can plan an application to take account of the support you and her A/CLA are able to give her.

· I want to support the Applicant in my Group, however the help I received during my own application was inadequate.  I don’t know where to start. 

Your experience can actually be an advantage.  Knowing what you wished you had known prior to your accreditation can guide you in ensuring that this Applicant can begin her leadership better prepared. 

Start by rereading Chapter 5 in the Leader’s Handbook. Your Coordinator of Leader Accreditation (CLA) can refer you to helpful articles to augment that information.  

You might also check out the many online resources available to Leaders who are working with an Applicant [link].  You and the Applicant might look over the [Link] Leader Applicant pages [/Link]on the LLLI Web site.  

· An Applicant in our Group has a friend in another location who wants to apply for leadership.  There is no Group or Leader where that mother is.  What can she do?

Suggest that the mother read Thinking About LLL Leadership? either online or as a printed copy (perhaps you could send her a copy, or she can order it from her local Coordinator of Leader Accreditation (CLA) (the CLA in your Area can get that information for you).  A mother who does not live near a Group or Leader can have pre-application dialogue with a CLA.  The CLA can also take the role of supporting Leader during an application, if there is no Leader to help the woman once her application begins. 

· Our Group’s newest Leader was just accredited this month.  How long does she have to wait until she is qualified to help an Applicant?

The Criteria for Leader Accreditation say that the Applicant has “demonstrated leadership skills and attitudes, outlined in the Leadership Skills Criteria.”  You will find those listed on page 221 of the 2003 Leader’s Handbook.  The LLLI application for leadership is designed to provide adequate preparation for fulfilling the responsibilities of leadership. An accredited Leader is thus qualified to help an Applicant.  Both new Leaders and experienced Leaders have unique perspectives which can benefit an Applicant.  We encourage an Applicant to learn from all the Leaders she has contact with.  

Meeting the Criteria for Accreditation

· An Applicant tells me that her personal history is all she has left to complete in her application, but she’s been avoiding that since she is unable to express herself in writing.  Is there any way to get past this “roadblock”?

There are many ways in which an Applicant can fulfil this part of her leadership preparation.  For those who find writing an easy, enjoyable and satisfying way to explore their experience in the light of LLL philosophy, then a written personal history is the obvious choice.  For others, however, there are alternatives. 

An Applicant is required to “dialogue” about her personal history of breastfeeding and mothering with a representative of the Leader Accreditation Department (LAD.   This dialogue can be through writing or it can be through talking, i.e. an oral personal history.  Sometimes this can be done simply via the telephone; the A/CLA takes notes (a written record of the personal history is required), which the Applicant would then verify as a valid record of what she had said.  In some areas there are Appreciative Inquiry Work sessions, which enable Applicants to do some of their personal history face-to-face with an A/CLA (again, the A/CLA keeps a written record, verified by the Applicant).  

Some Applicants are happy to write down their thoughts, but are worried by the prospect of putting them all together into an “essay” – which is not something required by LAD.  Note form may suffice, as long as the Applicant is prepared to enter into the dialogue referred to earlier, in which there will be a sharing of thoughts and experiences as they relate to breastfeeding knowledge, LLLI philosophy, policies, and goals, and the Leader's role. 

Some Applicants may prefer to dialogue with their A/CLA via online chats, or through a series of email messages.  Or, they might like to use Instant Messaging (like a telephone conversation except comments are typed into the computer, and the whole conversation is easy to print out). 

In the past, an Applicant occasionally recorded her personal history on audio tape; with advances in modern technology, it is possible for mothers to use computer systems with speech recognition; it will not be long before an Applicant chooses to record her personal history as a pod cast, or using a web-cam.  In LAD, we await these developments eagerly!  

· The Applicant in our Group does not speak [language of the Group] as her native language.  She contributes to meetings but is not able to read the material required for accreditation.  Can we waive some of the Accreditation Criteria?  

We cannot waive the Criteria for Leader Accreditation, however we can find flexible ways for the Applicant to meet them.  Your Coordinator of Leader Accreditation (CLA) might be able to help you locate the materials in another language.  Since this Applicant contributes to your meetings, it sounds like she has verbal ability in her second language, so even if there are not written materials available in her language, you might be able to help her cover the same information through discussion. Your CLA can help you find ways around this roadblock so that the Applicant can fulfil the accreditation criteria. 

· There will be several Applicants at our upcoming Area Conference (workshop, etc.).  Is there any way they can accomplish application work while there?

 

Workshops and conferences often have sessions which address topics such as LLL's image or LLL's policy of not mixing causes.  Attending these can allow an Applicant to "tick some boxes" on the Checklist of Topics to Discuss in Preparation for LLL Leadership. Sometimes there are Leader Accreditation Department (LAD) sessions for Applicants which involve completing application work, such as working together on the Breastfeeding Resource Guide (BRG).   You can ask your CLA what sessions will be offered that you could recommend to the Applicants in your Group.   In some locations, LAD representatives are able to meet with Applicants to receive oral personal histories (ask your CLA if this will be an option at your conference).

 

You and the Applicants might also make some plans on your own.  For example, several of you could meet over lunch or get together during an unscheduled time (e.g. after dinner).  You might talk with the Applicants to see what application work they would like to accomplish at the conference.  If the Applicants are at too many different stages of work to make a joint session effective, you could take advantage of being in the same location by offering to entertain their children while the Applicants write or read.  You could meet with an individual Applicant to role-play Mother's Questions/Problems from the Preview.  Or you might try a "mock meeting" (Leaders and Applicants only) to cover the Group Dynamics/Management section of the Preview (each Applicant takes responsibility for responding to three situations/comments; more than one Applicant can choose the same situation if wanted). 

 

Ask your CLA if there will be a recognition ceremony for new Leaders.  Although we would not want an Applicant to rush her preparation just to participate in that, knowing about such a ceremony can motivate an Applicant who is nearing completion to finish her application before the conference. 

 

 
Financial Questions

· Our Group has a very limited Treasury.  Is there any financial help available to a mother interested in leadership?

Contact your Coordinator of Leader Accreditation (CLA) for information about sources of financial help where you live.  Your Area might be able to help, or perhaps another Group with a “healthy” treasury would be willing to offer some financial support to this Applicant.  You might be able to secure some of the published materials as donations from a retiring Leader.    You might consider submitting a request for funds to Latch-On—a funding resource [link]. 
· The Applicant in our Group needs to renew her membership but she will most likely be accredited in a few weeks and will then pay Leader dues as part of her accreditation fee.  I’m worried about the overlap in fee payment.  

Since the accreditation fee includes Leader dues for one year (which provides a membership), the membership will be renewed with accreditation and there is no reason to purchase a separate membership a few weeks prior to that ( LLLI does not make allowances for overlap). 

