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Celebration – PUMP Act is law

Photo credit: Ambreen Hasan



Thanks to 
Thousands 

Millions are 
served
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Four Corners for Foundational Change

Workplace 
Support 

Constellation 
& USBC Staff

Legal Strategy 
Group

Organizational 
Stakeholders 
& Grassroots 
Supporters

Congressional 
Champions



More to 
follow soon

▪ Passing a law is only the 
first step

▪ Update basic information

▪ DoL regulatory guidance

▪ Tools for implementation

▪ Support employers & 
families

▪ Bridge intent of law and 
lived experience of families
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Why Focus on Policy, Systems 
& Environmental Change?
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Recognize 
no one is 
an island

Photo credit: Peter Vanosdall



We all make decisions within layers of context

▪Family & cultural → tradition and comfort

▪Health care practices → access to care

▪Community → norms and resources

▪Workplace support → time and money

▪Laws and policies → fairness and justice

▪Marketing, media → influence/influencers



The contexts are 
further layered in 
systems

▪ Real-life experiences are 
defined by intangibles like 
policies and environments

▪ Social Determinants of Health
▪ Social and community context

▪ Neighborhood and built 
environment

▪ Economic stability

▪ Education access and quality

▪ Health Care access and quality
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USBC: Focus on policy & systems

▪Breastfeeding initiation and duration are a measure of 
equity and community health.
▪Achieving one’s breastfeeding goals is not solely up 

to the individual or their will/capacity
▪Breastfeeding rates indicate larger systemic health 

and how much support or resource is available
▪Hence the USBC focus on policy and systems



USBC forms 
collaborative 
groups called 

“Constellations” 
to hold this work



Our topic is breastfeeding, and the Ultimate Version of our Ultimate Vision is liberation. 

▪ Serve & uplift those most impacted by inequitable policies & structures

• Take care for who is at the table

• Co-create intentional dynamics for the group

• Guide shared learning journeys & conduct root cause analysis

• Priority strategy selection by the Constellation (not funder)



Collaborative Approach
Collective Work, Cumulative Impact

Photo credit: Mi-Pham



Key Components of Collective Impact

Collective Impact 1.0 by Kania & Kramer (2011) Collective Impact 3.0 by Tamarack (2016)

Leadership Paradigm

Management Movement Building

Five Conditions of Collective Impact

Continuous Communication Inclusive Community Engagement

Shared Measurement Strategic Learning

Mutually Reinforcing Activities High Leverage Activities

Common Agenda Community Aspiration

Backbone Containers for Change



Achieve
system change

through 
Inclusive 

Community 
Engagement
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Bring 
stakeholders 
together

▪ At every scale, 
grassroots to treetops…

▪ Bringing stakeholders 
together requires a 
head, hearts, and 
hands approach
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Establish an 
intentionally 
inclusive culture

▪ Diversity

▪ Equity 

▪ Inclusion

▪ Belonging

▪ Liberation

“Who is at the table changes 
the conversation”

~Dr. Mama Kimarie Bugg

Photo credit: Tim Mossholder



Co-create 
group 
agreements

▪ Start minimalist and build 
over time or as needed

▪ Include both conduct and 
values
▪ “Wait for all to speak the 

first time before speaking 
the second time.”

▪ “We will center those 
most impacted.”

▪ Check-in each meeting 

▪ Get buy-in

Photo credit: Climate Reality Project



What’s 
personal 

growth 
have to do with 

collective 
change?

Photo credit: Purnomo Capunk



“Do not be afraid to be transformed 
by that which is difficult”

~Lactation Support Provider 
Constellation Group Agreement

Photo credit: Hala Al Asadi



Build capacity 
to go deep

▪ Not all topics require depth

▪ But if we’re speaking 
courageously 

▪ And working on topics that 
impact communities

▪ We may need to go deep 
sometimes

“The most pressing need of 
our times is to level up our 
capacity to navigate 
difference”

~Dr. John Carter, OSD

Photo credit: Christian Palmer



Move at the 
speed of trust

Signs of trust:

1. Capacity to give the 
benefit of the doubt 
and ask for more 
information 

2. Comfort voicing an 
unpopular or 
dissenting view
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Reflections

▪ Inclusive Community Engagement:
▪ What was evoked or provoked for you?

▪ What is something you recognized your 
organization is doing well?

▪ If you see an opportunity for personal 
growth? Can you name that edge for 
yourself?

Photo credit: Luke Leung



Generate 
a landscape 

view through 
Strategic 
Learning

Photo credit: Bailey Zindel



Explore what 
is urgent or 
emergent

▪ What are stakeholders 
doing on this topic? 

▪ What brings them?

▪ What are key 
developments or 
updates on the topic?

▪ Are there new resources 
that exist or are tools 
needed?

▪ What concerns does the 
group have?
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Explore root 
causes and 
impacts

▪ Conduct a root cause analysis

▪ Explore issues at the roots

▪ Who is most marginalized by 
the problem?

▪ Who is doing well despite the 
problem? 

▪ Which institutions & policies 
impact the problem?

▪ What do we know about the 
history of the problem to 
address present inequities?
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Identify 
High Leverage 

Activities

Photo credit: Florian Olivo



Identify 
mechanisms of 
policy change

▪ Position statements

▪ Organizational policies

▪ City ordinances

▪ Implementation 
advisory groups

▪ Public comments

▪ Legislation and law

▪ Regulation and 
implementation

Photo credit: Pavel Neznanov



Research 
upstream
impacts

▪ Policy mechanisms are 
often obscure

▪ Take time to research 
“what makes what”

▪ Learn together how 
something works

▪ Discern together what 
something means

▪ Track responses to build 
shared understanding

Photo credit: Kazuend



Surface 
organizational 
capacity

▪ As policy mechanisms 
are emerging

▪ And group 
understanding is 
building

▪ Assess real 
organizational capacity

▪ Note: those most 
impacted by an issue 
might have the least 
capacity to work on it

Photo credit: Piret Ilver



Reflections

▪ Strategic Learning:
▪ Notice the difference in your body between 

urgent issues and root causes

▪ Is there a difference in the stance or speed? 

▪ How might that difference change your 
approach?

▪ High Leverage Activities:
▪ Given limitations in capacity, how does the 

search for high-leverage activities 
underscore the importance of research?

Photo credit: Luke Leung



Select 
strategies

that reflect
Community 

Aspiration

Photo credit: Anna Kumpan



Lead values to 
inform group 
priorities

▪ Inclusive tables

▪ Trust is present

▪ Shared understanding 
from learning journey

▪ Assessed capacity

▪ Learned to center those 
most impacted

▪ PRIORITY STRATEGIES 
REFLECT COMMUNITY 
ASPIRATION

Photo credit: Austin Chan



Pace for 
sustainability

▪ The bigger the lift the 
slower the going

▪ Build a strategy that can 
bring everyone along

▪ Space for each 
organization to 
contribute as fits for 
them

Photo credit: Cedric Fox



Plan with 
Purpose

▪ Identify mutually 
reinforcing activities 
that fit each partner’s 
capacity

▪ In a multi-sector 
collaborative, 
organizations will have 
different sweet spots

▪ In equity-centered 
work, there’s support 

Photo credit: Jason Goodman



Reflect on the 
impact of 
activities

Stewards can ask 
participants:

▪ How effective was the 
learning journey in 
building shared 
understanding?

▪ Does the plan align with 
your organization?

▪ Are we realizing the 
shared vision?

▪ What is changed as a 
result of our efforts?

Photo credit: Levi XU



Reflect on the 
depth of the 
collaboration

Stewards can ask 
participants:

▪ How valuable is this to 
you? To your 
organization?

▪ How comfortable are 
you? Is your 
organization?

▪ What kind of 
investments is your 
organization making?

Photo credit: Brian Hurst



Provide a 
framework that 

serves as a 
Container for 

Change

Photo credit: Pavan Trikutam



Backbone 
Support

Continuous 
communication:

▪ Conscious Convening

▪ Equity-Informed 
Facilitation

▪ Research of landscape

▪ Mediation/negotiation

▪ Surveys of stakeholders

Photo credit: Etienne Bosiger



USBC 
Strategic 

Framework





Key Components of Collective Impact
(3.0 from Tamarack, presented USBC-style)

Leadership Paradigm:

Distribute leadership to focus 
on leaderful movement building

Five Conditions:

Inclusive Community 
Engagement

Strategic Learning

High Leverage Activities

Community Aspiration

(Backbone organizations as) 
Containers for Change

Photo credit: Chloe Bolton



Reflections

▪ Community Aspiration:
▪ In what way is community trust 

essential to discovering and realizing 
community aspiration?

▪ Containers for Change:
▪ Notice that minimalist structures still 

hold water

Photo credit: Luke Leung



United States Policy Landscape

Photo credit: USGS





Parents Pillar: 
Everyone who loves & cares for a child

▪The Parents pillar includes people of all races, 
genders, caregiving roles, routes to parenthood, 
immigration status, religious or political views, and 
all infant feeding methods. 

If you love and care for a child, you belong.



Programs Pillar:
Federal programmatic funding

▪ Centers for Disease Control and Prevention
▪ Maternity care practices, physician education, lactation support, capacity-building 

assistance, emergency response, workplace support, national monitoring and reporting

▪ Health Resources Service Administration

▪ National Institutes of Health

▪ Substance Abuse and Mental Health Services Administration

▪ U.S. Department of Agriculture, Food and Nutrition Service

▪ Food and Drug Administration

▪ Agency for Healthcare Research and Quality

▪ Office of the Secretary



Policies Pillar:
Forward policies that would help

▪National Paid Family Leave

▪Nonprofit Donor Milk Bank Infrastructure

▪ Integration of IYCF-E practices, from 
community, state, to federal

▪Regulate the commercial milk formula 
industry marketing practices



Plan Pillar:
Emergency Preparedness, Response, Resilience

▪Emergency Preparedness includes a directory of LSPs, 
and a tracking system for resources such as formula

▪Emergency Response includes trauma-informed care, 
LSPs in every community, access to supplies

▪Emergency Resilience includes centering the needs of 
communities disproportionately impacted by disaster



USBC 
Policy 

Priorities



Policy Priority 
Selection by 
Survey

▪ The USBC Policy 
Priorities are selected:

1. Broad stakeholder 
survey to generate 
topics of import

2. A benefit of 
membership is 
selecting the priority 
strategies

Photo credit: Jon Tyson



USBC 
Tools for 

Education & 
Outreach

Photo credit: Dan Christian Padure



State and Territorial 
Breastfeeding 
Reports 

• Data on Breastfeeding Rates & 
Support Indicators 

• Coalitions Serving in 
State/Territory

• Federally Funded Projects

Coming
Soon



Other tools for 
consideration

▪ Coalition and member directories

▪ First Food Connection Hub

▪ Tools available to Constellation 
Stewards – at USBC or within 
membership

▪ Root cause analysis template 

▪ Terms of Reference template

▪ Constellation Pathway Record 
Template

Photo credit:                             Dmitriy Demidov



Reflections
▪ When you consider the USBC 

Policy Priorities:
▪ What comes up for you as an area 

of excitement or alignment with 
your organization?

▪ When you consider the USBC 
Tools:
▪ What are you most eager to use 

next in your collaborative work?

Photo credit: Luke Leung



Examples of Shared Aspiration
Creating Policy Change

Photo credit: Sigmund 



USBC 
Active 

Constellations

Photo credit: Kraken Images



Workplace Support & Paid Leave

▪ Levers for change:
▪ Publications: 

▪ Creating a Culture to Support Breastfeeding 
Physicians and Medical Trainees

▪ Resources for Parents

▪ Webinar series: Breastfeeding Works

▪ Legislation:
▪ Building expert strategy legal group 

▪ Develop bill text and test it while building support

▪ Educate policy makers while looking for champions 
and nay-sayers – will need both to build a strong bill

▪ NEVER GIVE UP UNTIL THE THING IS DONE!!!!



Lactation 
Support 
Providers

▪ Levers for change:
▪ Building a Beloved Community
▪ Publications:

▪ LSP Descriptor Chart
▪ LSP Training Directory
▪ Payer Policy Guidance

▪ Public Comments:
▪ Women’s Preventive 

Services Initiative
▪ TRICARE Demonstration 

Project



Pasteurized 
Donor Human Milk

▪ Levers for change:

▪ Statement: PDHM & 
COVID-19

▪ Legislation: Donor Milk 
Safety Act

▪ Organizational sign-on 
letter



Physician 
Education & 
Training
▪ Levers for change:

▪ Publications:
▪ Culture Plan to Support 

Breastfeeding 
Physicians and Medical 
Trainees

▪ Culture Plan 
Infographics

▪ Physician Education 
and Training on 
Breastfeeding Action 
Plan

▪ Physician’s Role in 
Breastfeeding Support 



Infant & Young 
Child Feeding in 
Emergencies
▪ Levers for change:

▪ Story collector of provider 
and family experiences

▪ Participation in courageous 
conversations with policy 
makers

▪ Statement on IYCF-E in 
context of COVID-19

▪ Updated Statement on IYCF-E 
in the context of COVID-19 
and the infant formula 
shortage



USBC
Emerging 

Constellations

Photo credit: Lisha Riabinina



Disrupting 
Formula 
Marketing
▪ Levers for change:

▪ Webinar series to support 
the shared learning journey

▪ Incubation Conversations to 
explore the need and 
capacity to form a 
constellation



Maternity 
Care Practices

▪ Levers for change:

▪ Group discernment: CMS 
proposed policy public 
comment opportunity



USBC
Resting 

Constellations

Photo credit: Janko Ferlic 



Continuity of Care

▪ Levers for change:

▪ Publication: 

▪ Continuity of Care for 
Breastfeeding 
Support: A Blueprint 
for Communities



Reflections

Given what you heard about      
USBC’s collective impact approach:

▪ How is this similar and different to 
work you’re doing in community? 

▪ What could be gained by working 
with USBC member organizations?

▪ In what ways has your view of 
policy and legislation changed or 
expanded from this presentation?

Photo credit: Luke Leung
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