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Part 1 Background and Introduction

1.1 Background

The Liberia Chainsaw and Timber Dealers Union (LICSATDUN) is currently the only umbrella institution
of chainsaw millers (operators/producers) and timber dealers and is registered as a not-for-profit, Non-
governmental Organization (NGO) acting as a trade union under the Liberia Business Registry. Its
Membership is exclusively for Liberian citizens and business entities categorized as timber dealers and
chainsaw operators. LICSATDUN was organized, registered and incorporated/legalized in 2008.

The Liberia Chainsaw and Timber Dealers Union (LICSATDUN) as the principal supplier of timber
(particularly lumber/ planks) to the domestic timber market of Liberia, is now keen on ensuring that its
production is in compliance with the forest sector regulatory framework. In this regard, LICSATDUN has
embarked on mobilization efforts, to ensure better organization and legalization of its membership to meet
operational and legal requirements as provided for by law. In consideration of this, LICSATDUN is
seeking integration of its activities into the Liberia VPA process to assure national and international
stakeholders and forest sectors actors that chainsaw lumber production is conducted within the legal
framework of the country.

Meanwhile, in spite of its commitment to legality, LICSATDUN however, still finds itself engulfed in
serious operational and other capacity challenges. For example, LICSATDUN is faced with a huge
challenge of regularly reaching out to its members and the larger community; challenge of identification
of potential producer members; and the challenge to develop strong networks that can provide benefits
for association.

1.2 Introduction

LICSATDUN is a strong forest sector partner to the Government of Liberia striving to ensure that its
members adhere to improved forest governance and sustainable forest management practices. However,
several assessments/studies conducted on LICSATDUN indicate that it has serious capacity deficiencies
at nearly all levels and aspects of its operations; i.e. at operational, administrative, and technical levels.

LICSATDUN has a huge membership that includes both actual and potential members spread across
Liberia. In Liberia, many stakeholders consider all involved with chainsaw milling activities as members of
LICSATDUN. A clear distinction between actual members and non-members or potential members of
LICSATDUN for stakeholders and partners therefore needs to be established through awareness
creation and other processes.

The membership of LICSATDUN is organized into 15 sub-divisions (Counties) comprising districts and
zones. LICSATDUN membership comprises various categories of individuals involved with different
aspects of chainsaw milling activities: i.e. production, maintenance, transportation, trade or dealership and
support services. LICSATDUN gets its members through its mobilization and recruitment drives using
application forms to record and register members. Currently LICSATDUN members are not paying any
fees, although fees payments such as (a) Registration fees and (b) Annual membership dues by members
are requirements under its by-laws and constitution.



Part 2: Goals of LIGSATDUN and Problems affecting its operations

2.1 Goals and objectives of LICSATDUN

2.1.1 Build capacity and create awareness on legal and sustainable chainsaw milling:

One of the foremost objectives for organizing the Liberia Chainsaw and Timber Dealers Union
(LICSATDUN) is to organize all chainsaw operators and timber/plank dealers (traders) involved with
chainsaw milling for production and marketing respectively, of sawn timber for Liberia’'s domestic market;
create awareness on LICSATDUN including its activities, vision, goals and objectives; build the capacity of
chain sawyers to undertake sustainable forest management practices in chainsaw milling activities in
order that their operations/activities comply with forest laws; and to create more awareness on, as well as
integrate chainsaw milling into the VPA process.

2.1.2 Enroll and retain LICSATDUN members into Associations and/or Cooperatives

One of LICSATDUN's major objectives for reaching out to identify and mobilize more members is to
recruit and properly organize its membership into “Associations or Cooperatives” for better opportunities
for more efficient and quality production, improved/increased negotiating capacity for support, better and
more organized planning, etc.; and for better consolidation and working together from a perspective of
shared/common vision and strength for improved capacity, efficiency, and quality of production.

2.1.3 Formation of County-wide Associations or Cooperatives

Paramount amongst its many objectives, the Liberia Chainsaw and Timber Dealers Union (LICSATDUN)
aims to take on the full responsibility as an umbrella organization to organize and group all chainsaw
millers/operators into Associations or Cooperatives rather than allowing each operator to operate
individually or as individual chainsaw operators.

Associations or Cooperatives will be organized and formed by LICSATDUN at the county level, setting
targets and priorities based on the level or volume of production by each association or cooperative.
Initially, and for the start-up implementation of this Strategy, LICSATDUN will undertake to form a total of
five (5) Association/Cooperatives in four (4) counties:

i.  Nimba County two (2) associations
ii. Grand Bassa County one (1) “
iii. Gbarpolu County one (1) ¢
iv. River Cess County one (1) “

2.2 Key challenges (problems) currently faced by LICSATDUN:

2.2.1 Inadequate Support and Weak Administrative and Coordinating Structures

LICSATDUN lacks adequate capacity to sufficiently establish complete administrative control over its
membership. While efforts are being made to increase capacity in management and accounting, as of
mid-2018 it does not have a comprehensive register or recorded database of its membership, financial
transactions, or assets, and is unable to provide other required and important information on the
organization. As a result of this many stakeholders and partners are not aware that a good number of
chainsaw operators (producers), especially those located in the Southeastern and other remote regions of
Liberia are not actual members of LICSATDUN; and also that these unidentified chainsaw operators in
those regions mentioned above are operating as individuals who have no direct links with or are not
operating under the direct supervision or administration of LICSATDUN.

In as much as LICSATDUN has a huge membership (that includes both actual and potential new
members) geographically balanced nationwide, however it faces challenges in reaching out to its
members throughout the country. LICSATDUN has established administrative/leadership structures at
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the county, district, and zonal levels, but these structures at the moment are not as strong and robust as
needed to effectively and fully coordinate and administer LICSATDUN's authority and control over
chainsaw millers and their activities, due to inadequate logistical and financial support, insufficient trained
human resource or manpower, etc. Additionally, the lack of a database including digital and hard or paper
copies is a limiting factor, as this would be helpful in providing statistical and other valuable information on
LICSATDUN and its operations.

2.2.2 Inaccessibility by motor road

In addition, operational challenges are encountered due to inaccessibility to some parts of the country by
motor road especially during the rainy season. For example, LICSATDUN is unable to reach out to its
members and other stakeholders in the south-eastern region (Sinoe, Maryland, Grand Gedeh, Grand Kru,
River Gee Counties), western region (Gbarpolu, and Grand Cape Mount Counties), and the north-western
region (Lofa County) of Liberia, due to inaccessibility to these regions by road during certain periods of
the year (mainly during the rainy season). These challenges are creating significant gaps and other
bottlenecks for LICSATDUN to mobilize and recruit members, as well as build strong relationships with
forest communities and other stakeholders in these regions of the country.

In an effort to mitigate some of these critical challenges, LICSATDUN has been persistently requesting
interested sector partners for support most especially, assistance or support to undertake activities that
would enable it ideally identify chainsaw lumber producers and to motivate its membership through field
visits and practical outreach programs.



Part 3: Purpose of the Strategy

3.1 Guidance and Tool to enhance LICSATDUN’s Membership Mobilization and  Recruitment
Drive:

LICSATDUN is faced with numerous challenges (including logistic, finance, training and other capacity
development issues) in the achievement of its membership mobilization and recruitment mandate. In
consideration of this, this Membership Mobilization and Organization Strategy has been developed as an
instrument or tool to guide and assist the Liberia Chainsaw and Timber Dealers Union (LICSATDUN) and
its membership (both current and potential members) to address or mitigate some of the challenges. In
order to achieve this, the Strategy encourages LICSATDUN and its members to be more proactive and
effective in their membership mobilization and recruitment drive.

The Strategy aims to provide membership mobilization and organization guidance that outlines
procedures, rules, standards, and actions that will assist LICSATDUN to engage with its members, and
the local communities to build cohesive and sustainable partnerships through meaningful, informed, and
genuine participation of all actors in planning and in decision making.

As a means of instituting viable membership mobilization and organization processes and procedures for
LICSATDUN, and at the same time establish appropriate mechanisms for effective engagement between
local communities and LICSATDUN, this strategy has been designed to guide LICSATDUN to work
parallel to, or in close collaboration with basic principles of community engagement. In Liberia, Community
engagement is a new phenomenon, particularly in the natural resource sector, whether it is undertaken by
government, civil society and/or by the private sector including chainsaw millers (LICSATDUN).

3.2 Encourage effective engagement with communities (Effective Community Engagement)
by LICSATDUN

Activities in forestry, agriculture, and mining require full community participation. Both the National
Forestry Reform Law of 2006 (NFRL) and the Community Rights Law of 2009 with Respect to Forest
Lands (CRL) require that institutions/industries, etc. operating in Liberia shall encourage full participation
of communities affected by their operations in formulation of policies and in decision making processes.

Chainsaw operators (producers) under the canopy of LICSATDUN, like many other organizations
(especially, in agriculture and mining) in Liberia, do recognize the value of engaging with communities in
many of their activities. Broadly, effective engagement with communities provides great opportunities for
LICSATDUN and its members to tap into wider perspectives, sources of information, and potential
solutions to improve decisions and services. It also provides the basis for productive relationships,
improved dialogue and, and ultimately, better partnership.

This Strategy serves as a catalyst for effective engagement between LICSATDUN and communities to
provide opportunities for LICSATDUN to better socialize the CSM regulation (FDA Reg. 115-11) in
communities through the implementation of small scale timber harvesting projects (beginning with small
scale pilot projects); while on the other hand, it will afford communities a better opportunity also to gain
full insight/understanding of LICSATDUN's activities, including its vision, mission, goals and objectives.

3.3 Underscore Forest Law Enforcement and Governance as “Shared Responsibilities”
between the FDA, partners, and stakeholders:

The implementation and enforcement of forestry regulations and laws are shared responsibilities between
the FDA and its forest sector partners including LICSATDUN. In the particular situation with LICSATDUN
as a strong forest sector partner to the Government of Liberia, LICSATDUN's efforts in helping to
regulate its members to operate strictly within the legal framework of Liberia is a demonstration of its



legal and technical obligations in complimenting FDA's regulatory efforts to implement/enforce FDA
Regulation 115-11 as well as other regulations and laws of Liberia.

In consideration of the above, this Strategy establishes the necessary mechanisms that will enable
LICSATDUN to establish full leadership and operational controls over chainsaw operators, thereby
assisting the FDA to properly regulate chainsaw operators and their milling activities to conform to
national forestry policies and practices; and at the same time, strengthen the capacity of LICSATDUN to
ably represent its constituency, and fulfill its institutional mandate as prescribed by its By-Laws and
Constitution.

3.4 Provide guidance to LICSATDUN to hold enrolment and retention campaigns

This Strategy has been developed as a tool to provide guidance to LICSATDUN to hold enrolment and
retention campaigns:

One of LICSATDUN's major objectives for reaching out to identify and mobilize more members is to
recruit and properly organize its membership into “Associations or Cooperatives” for better opportunities
for more efficient and quality production, improved/increased negotiating capacity for support, better and
more organized planning, etc. In these regards, it is important that chainsaw operators (both current and
potential new members of LICSATDUN) organize and form themselves into associations or cooperatives
(rather than operating as individual operators and producers) in order to better consolidate and work
together from a perspective of shared/common vision and strength to improve capacity, efficiency, and
quality of production. Additionally, the formation of associations or cooperatives by chainsaw operators
(producers) will be of immense benefit to them as the initiative would provide them with a window of
opportunities to eventually become members of LICSATDUN in the future.

However, in order for these to happen, this Strategy outlines steps and procedures in coordination with
LICSATDUN's By-Laws and Constitution as guidance and tools to assist LICSATDUN establish
mechanisms and platforms for enrolment and retention of its members in Associations and/or
Cooperatives:

i. To successfully commence the process of making the associations or cooperatives
fully established and functional or operational, every LICSATDUN member will be
required to enroll/register and remain with an Association or Cooperative.

ii. To do this, every Association or Cooperative will be required to set up registration
and/or membership procedures and requirements for all of its members within the
specified time limit in keeping with requirements set by the By-laws/Constitution
of LICSATDUN.

To roll out the campaign, messages such as radio spot (written and read in the
local dialects), announcements, and radio talk shows will be broadcast on
community radio stations.

This membership mobilization and organization strategy has also been developed to assist LICSATDUN
and other users in fostering genuine engagement with chainsaw operators (producers), communities, and
other forest sector actors and stakeholders as a tool for effective mobilization, coordination and
representation.



Part 4: Structure of the Strategy

This Membership Mobilization Strategy is divided into seven (7) main parts. Part 1 of this Strategy
provides the Background and Introduction that provide basic information on LICSATDUN. Part 2 outlines
the goals and objectives of LICSATDUN,; it also outlines major challenges and constraints it faces in
achieving its membership mobilization and recruitment mandate. Parts 3 and 4 provide information on the
purpose and structure of the Strategy respectively.

Part 5 of this Strategy presents/outlines the aims and objectives of the Strategy; while Part 6 presents
the membership mobilization and recruitment methods and approaches.

Part 7 describes how follow-ups (monitoring and evaluation) will be carried out during and following
implementation of the Strategy.

Part 5: Aims & Objectives of the Strategy

5.1 Objectives of the Strategy:

5.1.1 Overall Objective:

The overall objective or goal of this Strategy is to establish the necessary frameworks that will improve
the membership mobilization and recruitment initiatives and processes within LICSATDUN. These will
include the establishment of reliable and effective administrative leadership structures at county, district,
and zonal levels with links to LICSATDUN Headquarters (HQ) in Monrovia. The Strategy also aims to set
up appropriate networks and systems to improve and strengthen LICSATDUN's communications with its
membership, the community, and other actors at the county and field levels; and ultimately, assist
LICSATDUN to achieve its mandate through robust and organized community relations and outreach
programs.

5.1.2 Specific objective:

The specific objective of this Strategy is to encourage LICSATDUN to consider full community
engagement or participation in its membership mobilization and recruitment processes. Some of such
important community engagement activities/initiatives between communities and LICSATDUN may
include:

Establishing a framework that enhances meaningful and informed
community involvement in LICSATDUN's activities;

il Establishing an environment in which LICSATDUN and the local community
can exchange views, ideas and information on sustainable chainsaw milling
and on community priorities, initiatives, and participation;

i, Strengthening partnerships between LICSATDUN, the local community, local
organizations, government stakeholders and service provider; and

iv. Being proactive and open to new and innovative ways to consult and
maintain ongoing engagement between LICSATDUN and the whole of the
community.

5.2 Aims of the Strategy:

The Strategy has been developed to:

Inform......

One of the surest ways through which the goals, vision, and objectives of LICSATDUN can be
realized is when there is regular information sharing on LICSATDUN's activities with and amongst
its membership, the communities, and other stakeholders, irrespective of whether the information
flows from LICSATDUN, the community, or from other stakeholders. As part of activities for
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effective mobilization and coordination or organization, information sharing within LICSATDUN will
be a core-designed activity because whatever information is provided to the membership, the
community, etc, when their input is integrated it will help to harness a broader support base to the
Institution. Access to free flow of information by the membership, communities and other relevant
stakeholders will demonstrate and assure high level of transparency in LICSATDUN's governance
and administration, which will, in turn, lead to increased membership.

Consult....

In order to develop or build an effective and coherent body or LICSATDUN membership that will be
more pro-active in the roll-out of programs and activities of LICSATDUN at the national (HQ),
community and/or field levels, LICSATDUN will endeavor to establish dialogue and solicit input from
all members and stakeholders alike, to feed in ideas to help shape the activities of planned or
proposed programs and projects. Results emanating from these consultations on key
program/project issues will be transmitted to LICSATDUN Management Team and/or Board of
Directors to be used for informed decision-making.

Involve....

Chainsaw milling is a very important activity in both urban and rural Liberia with high sensitivity of
livelihood, cultural, financial, and environmental implications. As such, activities relating to chainsaw
milling (the production, use and management of timber and other forest resources) require the full
involvement/participation of all including LICSATDUN, communities, and other relevant
stakeholders. Principally, chainsaw milling activities which is the main focus of this Strategy, will be
transacted between LICSATDUN and communities, therefore, involvement of all stakeholders
including communities will definitely form integral part of LICSATDUN's planning, as full
involvement and/or participation of all stakeholders is cardinal to the viability and success of
LICSATDUN's operations including its mobilization and recruitment initiatives. In light of this, this
Strategy will maximize the full participation of all stakeholders including LICSATDUN membership,
community members (including CFDCs and CFMBs), CBOs, etc. in all planning activities,
discussions, decision making, etc., relative to chainsaw milling.

Part 6: Membership Mobilization - Approaches/Methods

This Strategy seeks to establish frameworks that will assist to improve membership mobilization and
recruitment processes for LICSATDUN. These will include designing and establishing practical steps and
procedures to install strong administrative leadership structures at the county, district, and zonal levels to
ensure complete administrative control by LICSATDUN over its membership and activities/operations
nationwide. It will also establish or set up appropriate networks and systems to improve and strengthen
LICSATDUN communications with its membership, the community, and other actors at the field level
nationwide. These will be achieved through robust and organized community outreach programs.

6.1 Community Outreach (outreach to LICSATDUN members and communities)

Community outreach is the simplest and most effective means to successful membership mobilization
and organization. It provides greater opportunities to many institutions including LICSATDUN to
disseminate and create more awareness on their goals, objectives, activities, etc. to communities, potential
members, and other stakeholders. Through community outreach activities, LICSATDUN will be able to
engage with its members, the community, and other stakeholders through town hall and focus group
meetings, workshops, briefings, etc.

To fully engage communities for the use of their communities and forests for membership mobilization
and extraction of timber for the success of LICSATDUN objectives and programs, several engagement
approaches/methods will be employed. These approaches include, but they will not be limited to the
following:



6.2 Proper community entry protocols/procedures. .. ...

The process of community entry involves initial contact establishment with the structures of the
community. For instance, upon arrival in a community, a local authority such as community leader, town
chief, quarter chief, commissioner (Local Authorities) or a proxy is approached and the purpose of the visit
is explained. The community head then welcomes the team. If the visitation requires assembling strategic
heads of community groupings, the community leader instructs the town crier (especially if the community
is situated in rural-rural setting) to announce by means of traditional communication (oral announcement,
tapping of drum, trumpeting, and so on) stating the purpose of the meeting to a selected few to assemble
at a designated site for discussion and information sharing.

At the palaver hut or town hall, the team explains its mission by giving detailed information and opens
discussions to allow the various group heads to have their input into the discussion - that is, making
discussions participatory so that the desired result or outcome is realized.

At the end of the meeting, action points are noted, while follow ups are made. For instance, if the leading
action point is for the town chief or the community leader to call a general meeting of community
members to discuss about the introduction (arrival) of LICSATDUN in the community or District to
mobilize and recruit more LICSATDUN members from their community or to introduce and carry out
sustainable chainsaw milling in the community for the benefit of LICSATDUN and the community alike,
and that LICSATDUN needed the full participation and support of all community members, and as such
was especially encouraging all youth, young adults, women and men to fully participate in the process in
order that over 90 percent of benefits realized from the process is retained in the community for the
benefit of the community, and what role can the community play to encourage their members/citizens to
accept and fully embrace LICSATDUN’ programs, the community strategizes and decides a face-to-face
interaction or dialogue with LICSATDUN on providing more details on their proposal using different
methods of persuasion.

6.3 Communications. . ..

In every institution, communication plays a vital role in ensuring that an action is taken. At the moment,
there are no available communications plans or strategy in place for LICSATDUN. But due to the
significance of communication, LICSATDUN will seek or solicits support from partners to build the
capacity of its mobilization and communications teams/committees to develop a comprehensive
communications strategy for its operations. The mobilization/communications teams/committees will as
much as necessary utilize the following forms of communication to enhance program implementation:

i Community radio stations

il Flyers

i, Banners

iv. Use of SMS messages to share information with membership and
communities

V. Video recordings

Vil Photo taking

vii. Prepare project fact sheets

viil. Brochures

iX. Newsletters

X. Town Hall meetings

Xi. Focus groups discussions, etc.

6.3 Mobilization Tools (Toolkits)

This sub-section (6.4) provides a valuable list of tools required and therefore is a useful instrument for
use by LICSATDUN for planning, implementation and evaluation of mobilization activities. This toolkit
offers the type of tools necessary for membership mobilization. Detailed descriptions including objectives,
resources required, and what these tools can be used for is also provided.
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The tools include:

i Brainstorming

il Briefings

i, Citizen Committees

iv. Focus Groups

V. Mediation and Negotiation
Vil Workshops

Vil Media, and

viii. Printed information.

Choosing the right tools for their mobilization and recruitment initiatives is a critical step in the
mobilization planning process. For example, during consultations with its members or the communities in
choosing which tool or combination of the above listed tools, LICSATDUN in collaboration with
communities and other partners and stakeholders will brainstorm to determine which tools ideally match
or are best suited to the purpose of the particular mobilization objective or initiative by referring to the
objectives, outcomes, and uses for each tool.

These tools have been developed into a matrix/table (below) outlining or further elaborating on the
objective, resources required, and usage of each of the tools.
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Part 7: Review: Monitoring/Evaluation

As a means of determining whether the strategy is being implemented fully, the Management Team of LICSATDUN will
establish a mechanism or system (establish a persistent monitoring mechanism — M & E system) that will collaborate with a
“select” committee to prepare tools to measure the level of progress during the implementation of the strategy.
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