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Résume :

La réforme du systeme d’Education et de Formation Marocain (SEF) suscite 1’intérét de tout le
monde en étant souvent sujet des débats. De notre part, nous avons fait le choix de nous joindre a
cette mouvance en étudiant la mise en ceuvre de « la vision stratégique de la réforme 2015-2030 ».
De ce fait, nous considérons qu’une bonne gestion de projets constitue un des facteurs
déterminants pour une gouvernance efficace de tout SEF. Elle permet aux acteurs de la réforme du
SEF de gérer de manicre efficiente 1’ensemble de leurs activités dans un esprit de responsabilité et
reddition des comptes. Il est donc important pour réussir la gestion d’un projet de s’assurer que les
différents processus d’élaboration, de mise en ceuvre, de suivi et de contrdle sont respectés.

Notre analyse portera essentiellement sur 1’évaluation de I’introduction de cette nouvelle
démarche en vue de conduire la réforme SEF marocain. Ceci nous permettra d’aborder la vision
stratégique sous un angle particulier et surtout d’apporter plus d’é¢léments de compréhension du
phénomeéne de la réforme afin d’améliorer les bases de décision permettant de renforcer les
chances de réussite des projets de réforme de ce SEF. Au niveau empirique, nous nous sommes

appuyeés sur une méthode de recherche qualitative (entretiens semi-directifs).

Mots clés : Réforme, management, management par projet, conduite du changement, vision

stratégique.
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INTRODUCTION

The reform of an educational system in a country is usually a subject of debate by
predilection, first in the political and media sphere, but also in the clan of specialists in
pedagogy. Morocco has not been an exception, and the reform of the Moroccan education and
training system (ETS) still arouses everyone's interest. For our part, we have chosen to join
this movement and to direct our research towards the study of the implementation process of

the reforms of the Moroccan ETS, particularly the strategic vision "2015-2030".

We consider that, given the complexity of the environment in which the Moroccan
educational organization evolves, more and more constraints and new requirements are being
imposed on it. This evolution, which has moreover reduced the gap that existed for a long
time between the public and private sectors, requires the modernization of traditional public
management methods. Public management is now subject to the same efficiency requirements

as private management.

Indeed, the reforms of an ETS do not go unnoticed and are not carried out overnight, because
all the spheres of this system are affected, even modified. These reforms are most often
accompanied by major organizational changes that can be a real ordeal for the men and
women of the educational organization®. This difficulty of the organizations to apprehend the
human factor would be, among other things, at the origin of the numerous dysfunctions that
have marred these reforms. This must also be done without neglecting a certain risk of
resistance on the part of the actors in the educational institution (Bernard M. 1989; Legendre
R. 2002). In the case of the reform of the Moroccan ETS called "the strategic vision 2015-
2030".

So, the public authorities (the M.N.E.F.T.H.E.S.R) are confronted with the difficulty of
managing ever more complex ETS. This situation increasingly requires the adoption of
managerial strategies capable of dealing with this complexity and providing the actors
concerned with the knowledge they need to make their decisions concerning the reform of the

education and training system. The purpose of our research will therefore be to analyze the

! Conseil Supérieur de I'Enseignement (CSE), 2008. « Etat et perspectives du systéeme d’éducation et de formation : Réussir I'école pour
tous » Volume 1. Rabat, p 54
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managerial practices adopted by the M.N.E.F.T.H.E.S.R during the implementation of the

strategic vision, in particular the project management approach.

Within this framework, and for any research undertaken that submits to academic and
empirical standards, it must take into consideration the pre-existing theoretical foundations,
past works and research, not only to situate itself in the scientific sphere (in our case,
Management Sciences), but also to define with the greatest precision the conceptual context in
which the research is established, the authors and the theoretical currents on which the

methodological approach undertaken is based and inspired.
1. PURPOSE AND CONTEXT OF THE RESEARCH

Our focus is on the study of the strategic vision 2015-2030. The latter, which is intended to be
a new strategic vision of educational reform, is considered first and foremost as an
examination of conscience about the state of affairs and the prospects of the Moroccan

Education and Training System (ETS).

This vision was guided by the National Education and Training Charter (NETC), which

remains the reference framework for ETS reform.

The strategic vision 2015-2030 was created in 2015 to re-launch the reform process and put
quality and equity at the heart of the reforms. This principle is based on the observation that
the Moroccan ETS still suffers from chronic dysfunctions and that the qualitative advances of
the reforms implemented since 2000 have remained limited in terms of the level of learning,

teaching practices and the state of schools.
1.1. TheNETC:

The National Education and Training Charter (NETC), promulgated in 2000, aimed to
develop a draft National Education and Training Charter that would lay the foundations for

the Moroccan school of the early 21st century.
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The fruit of the collective work of the Special Commission on Education and Training
(SCET) was crowned by the elaboration of a draft National Charter of Education and
Training?.

Thus, throughout the period 2000-2010, education was declared the first national priority,

after territorial integrity: a decade dedicated to the complete and renewed reconfiguration of

all the structures, attitudes and behaviors of the actors of the education and training system?.

In order to successfully implement the NETC, a number of structural reforms have been
established, particularly in rural areas, to improve and generalize the educational offer. In
particular, the introduction for the first time of the competency-based approach in education
in Morocco. Finally, the decentralization of the education sector was undertaken with the
creation of the Regional Academies of Education and Training (RAET) in 2002 (SCET,
1999)*.

1.2.  The strategic vision of the reform 2015-2030

In spite of the implementation of a large number of measures of the National Education and
Training Charter (NETC) in the field through the emergency program, the results of the

NETC in terms of quality of learning remained confused.
Indeed, some aspects of the education and training system still fall short of what was desired.

In addition, and in 2013, the national evaluation authority (NEA) conducted a general
evaluation on "the implementation of the National Charter of Education, Training and
Scientific Research 2000-2013: achievements, deficits and challenges” in order to understand

the obstacles that led to the partial failure to implement the NETC (NEA, 2014a)°.

To overcome these deficiencies, a new strategic vision 2015-2030 was developed in 2015 to

revive the reform process and put quality and equity at the center of the reforms.

1.2.1. The principles of the strategic vision 2015-2030

2 Gharib A., Khattabi A., Faobar M, 2004, « vers une lecture de la charte nationale d’éducation et de formation » Edition le monde de
I"éducation, p-7.

3 Belfkih Meziane A., 2000, La charte nationale d’éducation-formation : Une ambition pour I’école au Maroc, Revue internationale
d’éducation de Sévres. P 87

4 Commission Spéciale d’Education et de Formation, 1999, « Charte Nationale d’Education et de Formation»

5 Conseil Supérieur de I'Education, de la Formation et de la Recherche Scientifique (CSEFRS), 2014, rapport analytique « la mise en ceuvre
de la charte nationale d’éducation et de formation 2000-2013 Acquis, déficits et défis ».
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The Moroccan school system has certainly achieved a number of things that need to be
capitalized on and developed. Examples include the updating of the legal and institutional

framework, the progress made in the generalization of schooling...

Nevertheless, despite the obvious importance of such achievements, the Moroccan school still

suffers from chronic dysfunctions®.

In this context, the strategic vision of the educational reform has emphasized the need to
involve all the concerned actors in order to invent relevant and operational solutions, likely to
make possible the realization of the expected change within the educational and training

establishments.

This vision was initiated by organizing broad consultations, calling on the various actors and
partners of the school, the departments responsible for education, training and scientific

research and national expertise.
1.2.2. The methodological foundations:

- The adoption of a global approach including the different components of the Moroccan

school;

- The deliberate choice not to turn the strategic vision into an operational and technical

program that falls within the remit of the executive;

- The consolidation of achievements, without hesitating, if necessary, to make breaks, to

adopt new approaches to change;

- The consideration of the classroom as the nodal element of the reform, centering it on the
learner, the teacher, learning and the conditions of schooling, providing schools with the

necessary means for optimal functioning;

- The anchoring of the participatory and contractual approach as a means of appropriation and

implementation of the reform;

% bid
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- The establishment of effective governance in the design of the reform, in its leadership, in
the management of its implementation, in the satisfaction of the conditions required to

achieve its objectives and in the monitoring of its actions;

- The consideration of this vision as progressive, flexible and open to adaptations and possible

enrichments in the light of evaluations and new developments’.
1.2.3. Purpose of the vision

While the strategic vision of educational reform is based on relevant levers for the renewal of
the education and training system, it constitutes a roadmap with systemic inputs whose

objectives are to ensure:

- equity and equality of opportunity

- Quality for all;

- the promotion of the individual and society.
This reform also targets ®:

- the adequacy of the School's missions with the aspirations of the project of a democratic

society, which aims at a global and sustainable development;

- a school that will be the pivot of social dynamics and public policies, based on the choices

made by Morocco since the beginning of this millennium;

- the accompaniment and integration of global changes and innovations in the fields of
science, technology and knowledge, with a particular interest in those related to education,

teaching, scientific and technical research.
1.2.4. Components of the 2015-2030 strategic vision

The strategic vision for the reform 2015-2030 was organized around four chapters broken

down into 23 levers of change, and 134 activities.
Chapter I: For a school of equity and equal opportunity

Chapter I1: For a quality school for all

” M.N.EFT.H.ES.R, 2016, « Strategic Vision Projects 2015-2030 »
8 HCE, 2015, « Vision stratégique de la réforme 2015-2030 » Pour une école de 1°équité, de la qualité et de la promotion
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Chapter I11: For a school that promotes the individual and society
Chapter IV: Effective leadership and a new approach to change
2. CONCEPTUAL FRAMEWORK FOR RESEARCH

As soon as we study public education and training establishments that are part of public
organizations, it is quite legitimate to say that the management of the education system is part
of the scientific field of public management. A review of the literature allows us to show that
management is nowadays omnipresent in the reflections and discourses on education and,

more generally, on all public institutions.

Thus, faced with the complexity of the environment in which public sector organizations,
including the M.N.E.F.T.H.E.S.R, evolve, more and more constraints and new requirements
are imposed on them. This evolution, which has reduced the gap that has long existed
between the public and private sectors, requires the modernization of traditional public
management methods. Public management is now subject to the same efficiency requirements

as private management.

Thus, for several years now, we have been observing the emergence of a range of new tools
and work methods in public organizations, which a large number of authors have grouped
together under the same name: "New Public Management" (Pollitt C. 2003; Gruening G.
2001; Finger and Ruchat 1997; Delley J.D 1997).

This new mode of management consists of introducing into the public sphere concepts, tools
and methods of management intended for the private sector, such as the project approach, the
information system applied to management (Fixari , Moisdon and Weil 1992), management
control (Gibert®, 2008 ; Demeestére!®, 2005 , Dupuist!, 1991), change management,
leadership, results-based management (Trosal?2, 2000 ; Emery!3, 2005), participatory

management, quality management (Guert-talon L. 2004) , the customer approach, the

% GIBERT P., (2008), Un ou quatre managements publics ? Edition Politiques et Management Public, volume 26. p 7
10 DEMEESTERE R., (2005) « Le contrdle de gestion dans le secteur public ». Librairie Générale de Droit et de Jurisprudence, EJA. p227.
1 pypuls J., (1991), Le controle de gestion dans les organisations publiques. PUF. P 170.

12 TRoSA S. (2000), « Réinventer I'Etat, ici et ailleurs », Actes du Colloque du 16 décembre 1999, "Etat et gestion publique”, La
Documentation francaise, Paris, p13.

13 EMERY Y. (2005), « La gestion par les résultats dans les organisations publiques : de I'idée aux défis de la réalisation », TELESCOPE, Vol.
12, n° 3. p11.
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strategic approach... These tools or approaches will accompany the organization in its reform

projects.

However, these reform projects, which bring about radical change within organizations,
require special reflection. The habits, the view of the actors, the environment of the public

sector, and particularly its history do not make the task easy.

Among the tasks to be accomplished, there are real approaches in the field of project

management.

This is the theoretical framework from which our analysis of the introduction of Project
Management in the framework of the strategic vision of the reform of the Moroccan education

and training system "2015-2030" has been approached.

It is therefore important from our point of view to clarify matters by presenting some
definitions of descriptive, explanatory and interpretative notions that will be used to constitute

the appropriate conceptual and theoretical tools for our analysis.
2.1. Reform and management by project

Project management is becoming a fashionable operating model and is part of the theoretical
thinking around the concept of the new public management (NPM). Mazouz!* (2002), in his
research on public management, points out that "the efforts of reformers seem to be
increasingly directed towards management, rather than ownership or organizational structure,
to modernize the administrative function. (...) Results-based management, project-based
management and program-based management are becoming appropriate ways of managing

government institutions and enterprises in the new economy."

Thus, good project management is one of the determining factors for effective governance of

any education system.

But first of all, it seems judicious to focus on the definition of certain concepts in connection

with the management of/by project.

Project:

14 MAZOUZ, B. (2002).« Le management public a I’ére de la modernisation de I"administration », Les sources ENAP (Québec), Vol17 n°2, p3.
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According to the Project Management Institute-PMI, a project refers to "a temporary
undertaking, decided upon to produce a single result, product or service. Temporary means
that every project has an explicit beginning and end; unique means that the product or service

has distinctive features from any other similar product or service (PMI, 2008).

A definition retained by the World Organization for Standardization according to the 1SO
10006 standard (version 2003) and adopted by AFNOR under the X50-105 standard:

"The project is a single process that consists of a set of coordinated and controlled activities,
with start and end dates, undertaken with the aim of achieving an objective in accordance with

specific requirements, including constraints of time, cost and resources"®® .

It is "a global design at the level of an organization aiming at mobilizing human resources in a
common direction, known and accepted by all"* (Bartoli and Hermel, 1989). Moreover, a

project affects the structure, culture and actors within an organization.

In public organizations, the notion of the project is a fundamental concept insofar as it brings

into interaction all the elements of the organization (human, legal, material, technical...).
Project management:

Project management "is the application of knowledge, skills, tools and methods, to the
activities of a project, in order to achieve or exceed the needs and expectations of the project
stakeholders. This means balancing competing constraints, such as: content, cost, schedule,
and quality; different needs and expectations among stakeholders; identified (needs) and

unidentified (expectations) requirements.” (PMI).
Management by project :

Management by project refers to the choice of managing a significant set of innovative
activities in the form of a project, which must result in a specific product or service, delivered
to an identified customer or user, within a given timeframe and at a fixed objective cost. Thus,

according to AFNOR (standard X50-115), it is appropriate to speak of management by project

15 Norme AFNOR (Association Francgaise de Normalisation) X50-105
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when "organizations structure their organization and adapt their operating rules based on and

around projects to be carried out"®.
2.2. The project approach to management change

The project approach is an indispensable managerial approach for the success of any change

project, whether organizational, human or technological.

It is often expected that cross-functionality will be put in place, that the various project actors
will take the measure of their responsibilities and above all that the results targeted by the
projects will be achieved. However, in order for these results to be achieved, the human and
organizational context in which project management approach is developed or implemented
must be prepared and meet specific requirements. This preparation consists not only in setting
up formal organizational mechanisms such as steering committees, but also sometimes in
making important cultural changes in the way of delegating and giving autonomy, without

which the project actors cannot function.

Thus, on the human level, the project mode appears to be a powerful vector of change and
mobilization of the organization's human potential. Several studies (Zannad'’ 1998, Leroy'®
1994) have shown that project management approach makes it possible to empower
individuals, increase their motivation, job satisfaction and involvement, enrich their
management culture, improve cross-functional cooperation and facilitate the implementation

of strategic orientations.

Consequently, being part of a project confers status, visibility, and a certain power. It means
that one has been chosen, designated, or at least solicited. It is proof of a priori confidence
(Boyer L. 1999). Motivation will therefore be commensurate with the importance (priority,
stakes) and perceived usefulness of the project. Because it is not without stakes, the project

constitutes a factor of individual or collective motivation.

In addition, the project is a source of continuous learning for the organization's actors, where

their knowledge increases as the project progresses. The transversal nature of the project also

16 Norme AFNOR (Association Frangaise de Normalisation) X50-

17 ZANNAD H. 1998, « Comment la gestion des ressources humaines doit-elle s’adapter aux organisations par projet? », Actes du 9éme
Congres de ’AGRH, La GRH éclatée, Université de Versailles Saint-Quentin-en-Yvelines, p 1074.

18 | EROY D. 1994,« Fondements et impacts du management par projets », thése de doctorat en sciences de gestion, Université de Lille. P44
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constitutes an opportunity for collective learning. It is a true interdisciplinary process that is
not limited to a "soft collaboration” of several actors from different trades or professions: it
involves confrontation, exchange of methods, concepts and points of view. According to
LEROY, the project management approach allows people to learn by doing, to explore new

fields, to confront old mental models with reality (LEROY D. 1996).

This type of relationship ultimately favors a recombination of certain knowledge from the
expertise of different professionals, integrated into a new framework of knowledge that is
accessible and understandable by all participants in the same project. This is indeed a
collective learning process. LARRASQUET J.M (1996) adds that the project is a source of
hope, because it is forward-looking, frees intelligence, allows creativity to express itself and

embraces levels of complexity and time scales that are manageable.
Thus, we can deduce that the project is adapted to a change process.

However, we note that the project mode is feared as a form of organization that generates

instability and permanent questioning.

Thus, the project is a vector of change. Nevertheless, this interest must be qualified by taking

into account certain characteristics (adaptation to the context, culture of change...).
3. Research problem and methodology

We have just presented the object of our research, which is to study the phenomenon of the
reform of the Moroccan education system. In this presentation, we have taken care to qualify
the reform according to an organizational dimension (the reform project, the problems linked
to the implementation of this project, the actors concerned by the project...). The results of our
documentary analysis have essentially served to reframe the problem of the management of
the reform of the Moroccan educational system by bringing out the managerial concerns of
the M.N.E.F.T.H.E.S.R, particularly with regard to the choice of the managerial approach
likely to guarantee the success of the reform of the Education and Training System (ETS).

The research problem essentially poses the following questions:
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How was the implementation of the project management approach within the
framework of the strategic vision 2015-2030 ? And what evaluation can be given to this

operation?

We then proceeded to confront our research problem with empirical reality. This step
consisted in conducting a field survey with various actors who were directly or indirectly

involved in the reform of the Moroccan education system.

To do this, we adopted a particular research approach, based on a hypothetical-deductive
approach with an interpretative aim, applied to a qualitative research method (by semi-

directive interviews).

Our methodological choice focused on the adoption of a hypothetico-deductive approach
which consists in the elaboration of research hypothesis in order to be confronted with the

empirical reality.

These hypothesis come from a general observation made on the basis of several elements,
namely our theoretical development of the problem and the feedback from previous ETS
reforms. This observation consists in assuming the existence of a certain number of
dysfunctions in the management strategy of the strategic vision “2015-2030”. Thus, our

general research hypothesis was as follows:

- General Hypothesis: The project management approach adopted during the implementation

of the strategic vision has experienced difficulties in its application.

Concerning the qualitative survey, our sample was essentially composed of
M.N.E.F.T.H.E.S.R actors involved in the decision-making process related to the
implementation of the strategic vision or who had experienced the preparatory work for the
design of this reform (managers, middle office) and of resource persons likely to enrich our

study with their testimonies (experts).

To confirm our research hypothesis, we conducted semi-directive interviews with our target
population. The objective was to gain a better understanding of the phenomenon of the reform
of the Moroccan education and training system through the different perceptions of the actors

involved in the project.
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The interviews were fully transcribed and analyzed using the thematic content analysis

method.

In addition, we consulted documentary resources related to the reforms of the education and

training system and, in particular, the strategic vision 2015-2030.

Thus, the documentary analysis combined with the analysis of the speeches made by the
actors of the M.N.E.F.T.H.E.S.R allowed us to bring out the elements necessary to understand
the management model of the strategic vision and the impact of these choices in the success

or failure of this reform of the education and training system.
4. Research results

The analysis of the data from the responses that emerged from our survey has made it possible
to account for the role of the variables and parameters selected in this research in
understanding the phenomenon of the reform of the education and training system,
particularly at the managerial level. We also highlighted the different perceptions developed
by the interviewees regarding the project management approach. Their explanations
particularly helped us to better identify the problems and difficulties encountered during the

strategic vision project studied.

The in-depth analysis of the results obtained allowed us to confirm our general hypothesis, to
decipher certain practices and to decode certain discourses and behaviors. This corresponds to
the mission of an interpretativist research that seeks to convey the message by interpreting it
in the most rigorous way possible. This is why we have included the results in a synthetic

framework in order to enhance their practical and managerial contributions.

Indeed, thanks to the introduction of the variable management by project in the analysis of the
implementation of the strategic vision, we were able to evaluate the Project management

approach adopted by the M.N.E.F.T.H.E.S.R during the implementation of this reform.
In addition, we chose to integrate the study of the following aspects into this variable:

- The appropriation of this new approach by the Education and Training System actors.
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- The strategy for implementing this new approach, which includes the establishment of an
appropriate organization for Project management approach and the choice of project teams

responsible for its implementation.

The empirical study of this study has revealed shortcomings in the implementation of the
project management approach. These shortcomings are mainly related to the promotion of this
new approach among the actors concerned and to their awareness of the advantages of such an
approach. Efforts to raise the awareness of M.N.E.F.T.H.E.S.R actors to the challenges of the
project management approach could have guaranteed them a better appropriation of this new

approach.

In analyzing the responses to the question concerning the changes brought about by the
strategic vision of the 2015-2030 reform, particularly the implementation of the project
management approach, we noted a certain similarity in the responses collected from our
interviewed actors. Thus, the majority of respondents expressed a feeling of satisfaction with
the idea of implementing this type of project management approach. Indeed, lever 23 of the
strategic vision recommends that the levers of change be implemented in the form of projects

as part of an integrated approach to reform?°,

However, most of the respondents deplored the application of this new approach in the field.
Thus, a large number of respondents stated that the idea of introducing project management
approach is a noble one, only that its application has not lived up to expectations. The
implementation of this strategy has not been successful for several reasons, notably the
absence of a period of appropriation of this new approach by the S.E.F. actors, who are used
to the old method. In addition, the respondents criticize the strategy for implementing this
management method, regretting the lack of means to help the adoption of this new approach

(technical tools, training, assistance, handholding, etc.).

In addition, the study of aspects related to the organizational change brought about by the
reform of the Moroccan S.E.F. leads us to take an interest in the analysis of the organizational

choices adopted by the Ministry.

13 Vision stratégique de la réforme 2015-2030
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Therefore, we focused on the choice of the organization dedicated to the implementation of
the strategic vision 2015-2030 and the choice of the project teams in charge of executing the

reform.

The feedback we received during our field survey allowed us to compare the difficulties
encountered by the Ministry following the implementation of the functional organization, in
parallel to the official one, and the process of designating the project teams in charge of

implementing this reform.
- The management by project training

Building the capacity of M.E.N.F.P.E.S.R.S. executives in the area of project management is

a priority for the steering and monitoring system of education system projects.

Within the framework of the 2015-2030 strategic vision, we have identified, through the
testimony of the actors interviewed, a certain number of training actions for the benefit of
project team members (at the central, regional and provincial levels). These actions allowed
for the sensitization of target actors to the concepts and good practices of project
management, to the applied concepts of planning, deployment and maintenance of a project
management system. In addition, these training activities for the members of the project teams
in charge of implementing the strategic vision aimed to raise awareness of the basic concepts
of project management and especially of the deployment of a project management repository
at the level of the M.E.N.F.P.E.S.R.

The following table illustrates the opinions of the actors interviewed concerning the training

actions carried out within the framework of the strategic vision 2015-2030.

Table 1: Training actions related to the strategic vision :

Organized training activities number of
o Frequency
citations
Insufficiency training actions to upgrade the S.E.F. actors 10 40%
The impertinence of the contents and modules of the training
) 7 28%
sessions
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Lack of follow-up on the application of the knowledge ; 0%
0

acquired during the training sessions

Inappropriate timing of training sessions 3 12%

Total citations 25 100%

The results of our interviews show that the training actions organized within the framework of
the strategic vision were insufficient, and in most cases, without real use in the field by the
beneficiary actors. "I didn’t practice anything I learned at the training workshops™ Provincial

Responsible N°1 said after receiving the training in project management.

This may be due to the lack of a rigorous post-training monitoring and control system. "In
fact, | realized that the training we had on the PRINCE 2 method lacked rigorous control to
certify the training and know who was able to acquire the necessary knowledge." Declare

Central Manager N°2.

Middle Office Central 2 justifies this finding by the fact that there was no effective
preparation for the training organized and an adequate needs analysis. He thus declares: "The
training actions organized for the benefit of the S.E.F actors were not sufficient. The training
modules were irrelevant to the requirements of the Strategic Vision projects. In addition, the
time to organize the training sessions was limited and badly chosen . Central Manager 5
shares this point of view by noting: "the programming of training actions was inadequate and

late in relation to the start of the strategic vision 2015-2030 ".

The question of the coherence of training actions was raised by Central Manager 1. "In the

absence of a change management strategy, the training actions lacked consistency".

Consequently, this incoherence in the training component has contributed, among other

things, to the emergence of the phenomenon of resistance to change by the actors of S.E.F.

Indeed, Middle Office Central 4 considers that the absence or weakness of training activities
and the delay in their organization have accentuated the resistance of the actors to the

application of the changes provided by the strategic vision. He states:
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"It is normal that there was resistance to change since the S.E.F. actors were not prepared
and equipped to carry out the desired changes. They were required to apply the changes
without any prior knowledge. The actors thus feel overwhelmed by the requirements of the

reform, and adopt a posture of resistance to express their dissatisfaction”.
- Choosing the organization dedicated to managing the reform

We have previously discussed the characteristics of project management approach,
particularly the aspect that concerns the establishment of an appropriate organization for
project management. In this context, LEROY (1996) indicated that any project requires the
establishment of a temporary organization, for a determined duration and a specific objective.
He added that management by project transcends the hierarchical structures of the
organization, which corresponds to the approach to the design and implementation of a new

temporary organization.

In other words, each project is unique and therefore cannot be managed through existing
hierarchies or functional units. Therefore, the success of the change is primarily dependent on
the construction of a good project team. This team can be assembled internally or by bringing
in people from other backgrounds (ministries, administrations, private sector). Teams of

consultants can also be used.

The composition of project teams raises questions about the intellectual training of its
members. It also raises the question of its relationship with the usual organizational chart of
the organization to be changed. Among the alternatives answered in the context of "project
mode”, the implementation of a functional organization chart seems to be preferred (PMI,
2008).

We wanted to collect the opinions of our respondents concerning the choice of the
M.N.E.F.T.H.E.S.R leaders to set up a functional organization dedicated to the strategic

vision.

Table 2: Choice of organization dedicated to the implementation of the strategic vision

Establishment of a functional organization number of
o Frequency
citations
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The implementation of a functional organization has led to
overlapping responsibilities between the official and 8 42,1%

functional branches

The idea of a functional organization is appropriate, but its

6 31,6%
implementation has been problematic
The adoption of a functional organization chart has created
resistance to change among M.N.E.F.T.HE.SR 5 26,3%
stakeholders
Total citations 19 100%

In the context of the recommendations of the strategic vision for the operationalization of its
projects, the effectiveness of change management depends on the implementation of a certain
number of operationalization mechanisms. Indeed, the strategic vision recommends the
development of institutional and management capacities and the establishment of

organizational mechanisms to operationalize programs and projects.

In the field, what emerged most from the interviews conducted with our target population was
the satisfaction of our respondents with the idea of adopting a functional organization
dedicated to the implementation of the strategic vision. However, they considered that it was

the way to do it that was lacking.

Indeed, Middle Office Central N°2 considers that: "The functional organization proposed
for the implementation of the strategic vision 2015-2030 was relevant, but it was resisted by
the Ministry's actors because of the non-institutionalization of this new organization (law,

decree, ministerial note...)".

In this regard, Provincial Manager No. 1 states: "There was not enough time for the actors in

the S.E.F. to take ownership of this new organization”.
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Similarly, Central Manager No. 5 raised the problem of overlap between the official and
functional entities of M.N.E.F.T.H.E.S.R during the implementation of the strategic vision

projects. It thus announces that:

"The establishment of a functional organization dedicated to the strategic vision projects has
resulted in overlaps in the attributions of some central directorates (official and functional),

which has led to conflicts between these structures."

Consequently, Ex-Responsible N°1 considers that this approach of adopting a functional
organization chart in addition to the official one created resistance to change within the actors
of the M.N.E.F.T.H.E.S.R "The new management approach based on the project mode was
sabotaged by the actors of the S.E.F., because there was not enough time to accept this new

organization”.
- Selection of project teams

Within the framework of the levers of the strategic vision, it is necessary to endow human
resources with high competences, resulting from a rigorous selection of those in charge of
educational affairs and supported by devices and structures capable of instilling the dynamics

of change desired within the framework of deconcentration, decentralization.

This mobilization of the internal competences of the M.N.E.F.T.H.E.S.R is dependent on
developing the management capacities of these competences, within the framework of an

integrated project of renovation of educational governance.

In addition to the implementation of the strategic vision projects, these project teams are
responsible for accompanying the change, and work on the sensitization and psychological
and moral support components for the actors who participate or pilot the change generated by

this reform.

The composition of the project teams, according to the majority of the interviewees, followed

a standard pattern, in a way, by using the internal skills of the M.N.E.F.T.H.E.S.R

This choice of mobilizing internal skills and people from the trade was motivated by the

possibility of capitalizing on the knowledge that the latter have.

Table 3: Choice of project teams
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_ ) number of

Choice of project teams o Frequency
citations

Lack of objectivity in the selection of project teams 11 45,8%
Incompatibility of the selected profiles with the

) o 9 37,5%
requirements of the strategic vision
The choice of project teams had a negative impact on

_ _ o 4 16,7%
the implementation of the strategic vision
Total citations 24 100%

However, the relevance of the choice of these competencies was probably criticized by a
significant portion of the interviewees. With regard to this observation, External No. 2
indicated that: "The skills of the actors were not taken into consideration when the project
teams were chosen. Subjective choices were made, which had a negative impact on the
implementation of the strategic vision. For example, the choice of national coordinators was

not made objectively (without a call for applications and without clear selection criteria)”.

Central Manager N°3 also considers that the choice did not follow a coherent and rational
logic. He states that: "There were automatic choices of project directors among the central
directors. The appointments were not rational. The choice of national coordinators was made
either by interview or directly without interview by the project directors. The choice of

regional coordinators was made internally, without a call for candidacies”.

For his part, Central Manager No. 1 reveals that the choice of project teams was a risk factor
for the success of the strategic vision, and that it was made in haste, due to lack of time. He
states: "This choice was a handicap for the reform in question, because qualified skills in the
system were neglected and a non-objective choice was made under the pressure of

emergency”.
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Also, Central Manager N°8 testifies: "The choice of actors likely to implement the strategic
vision was impertinent, the profiles chosen are not compatible with the requirements of the

reform".

In addition, some respondents emphasized the impertinent choice of the project team leader.

The strategic vision calls for effective leadership based on good governance.

Indeed, Middle Office Central No. 2 tells us that this type of profile had to be chosen
carefully: "The leader chosen was not successful because his or her profile is not suited to a
system such as education and training. He is an external element to the S.E.F., who does not

know much about the context of this system".

We note from these testimonies that despite the fact that the M.N.E.F.T.H.E.S.R drew on
internal skills to form the project teams responsible for implementing the 2015-2030 strategic
vision, the choices of people were not always successful. The quality/position ratio was not
respected and the calls for applications concerned only a tiny fraction of the open positions
(Project Management Office team, certain national and regional coordinators, etc.).
Applications should also be open to new recruits in the system so that they can bring vivacity

and dynamism.
5. Discussion of Results

If the successful implementation of the 2015-2030 strategic vision depended on the
prerequisite of adopting a project management approach, we wondered whether
M.N.E.F.T.H.E.S.R had prepared the necessary conditions for the implementation of this new

approach.

Indeed, this is a profound transformation combining responsibility, accountability,
impregnation of the spirit of change and renovation of the modes and methodology of action

and management.

Faced with this far-reaching change, the testimony of our respondents, while recognizing the
importance of this management mode, tells us of the dissatisfaction of the S.E.F. actors with

the way the M.N.E.F.T.H.E.S.R has implemented this managerial change.
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The criticisms concerned first of all the preparatory phase which had to arrange the means and

mechanisms likely to support the new organization called by project.

The criticisms were also directed at the management method adopted during the
implementation of the 2015-2030 strategic vision. This transformation was a major change for
M.N.E.F.T.H.E.S.R that had to be approached with caution. On the other hand, we note that
the project approach was adopted and implemented in haste, giving way to resistance
movements on the part of the S.E.F. actors. Indeed, the preparatory phase that was supposed
to set up the means and mechanisms likely to support the new so-called project-based
organization was missed, and the actors' awareness of this new approach was not sufficient to
guarantee acceptance of the change in their usual management mode and, above all, to

legitimize the functional project management structure that was put in place.

Without forgetting, of course, the fact that the functional organization put in place to ensure a
certain fluidity in the execution of the vision projects was not institutionalized, thus creating
overlaps between the official structures (directorates, divisions, services) and functional

structures (project directorates, etc.).

It is in this perspective that management by project could be accepted by all and become a
concrete reality consistent with the objectives and organizational contexts of
M.N.E.F.T.H.E.S.R.

Another negative point that taints the project management approach adopted by the Ministry
is the designation of the leader and the project teams in charge of the implementation of the
ETS reform. This approach did not follow a certain logic in the recruitment of the members of
these teams, thus generating feelings of exclusion among the other actors who reacted

negatively with movements of resistance to change.

Indeed, with the exception of certain central coordinators and members of the technical
monitoring team, who were subject to a careful selection procedure, the appointment of
project directors was automatic without any competition for these positions of highest
responsibility (top managers). These positions of responsibility, which should be open to
anyone with the required skills (M.N.E.F.T.H.E.S.R staff, external staff, candidates from the
public or private sector, etc.), were granted only to Ministry officials, and more precisely to
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central directors. Most of them were therefore appointed through this "express™ procedure,

which did not fail to create inequitable situations and to cause frustration.

Consequently, the results obtained during our field research allow us to support the
admissibility of our research hypothesis considering the existence of defects in the application
of the project management approach during the implementation of the projects of the strategic
vision 2015-2030.

6. Conclusion and recommendations

Our theoretical study has shown that the adoption of the new project management approach
ensures optimal management of the reform and achieves greater efficiency and performance

for the organizations.

By adopting this new approach, public organizations, particularly educational ones, hope to
accompany the reforms they undertake with a new management mode based on results,

combining responsibility and accountability.

Their objective is to renovate the modes and methodology of action and management, not

only at the central level, but also at the regional and local levels.

It is an approach where projects are the normal mode of operation of the organization. This
management style is based on a project approach organization where people work together
and simultaneously. This is in contrast to the traditional management approach where we

work separately, one after the other.

This choice had to be accompanied by a qualification project aimed at developing the
management capacities of the actors, within the framework of an integrated project for the

renovation of educational governance.
The project mode thus becomes a tool and a vector for change.

The results of our field investigation have informed us of the existence of certain dysfunctions
at the level of the functional organization set up and the choice of project teams in charge of

implementing the projects of the strategic vision.

In fact, according to these results, it turned out that the structure adopted for the

implementation of this reform had shortcomings. This specific structure was superimposed on
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the official structure of the organization, without any prior homogenization, coordination and
management of this major change. This was not done by those in charge of the
M.N.E.F.T.H.E.S.R due to a lack of "time", which led to overlaps between the two existing
structures and resistance to change on the part of the actors of the education and training

system.

It is therefore recommended at this stage to proceed gradually and to allocate more time to
this operation of setting up the project-based organization. This allows the
M.N.E.F.T.HEE.S.R to accompany the actors of the official organization during the
implementation of this major change, thus avoiding the risks of resistance and reluctance

towards management by project.

This type of change must be conceived as a sustainable process by adopting a continuous
dynamic of renewal and a rhythm that is bearable by the actors in the education and training

system.

Also, the transition from management by means to management by results essentially affects
working methods, roles, responsibilities, relations between actors, decision-making processes,
behaviors, values, etc.

At this level, it is essential to accompany this type of change with an effective and coherent
change management strategy that allows the target vision to be communicated to the actors
concerned by the change. This strategy must be based on anticipating possible resistance to
change, powerful and persuasive leadership to promote this change, a relevant communication
strategy and sufficient and adequate training and upgrading.

On the other hand, the successful implementation of project management approach in the
education system depends on the quality of the project teams in charge of leading and
promoting this change among the other actors of the system.

However, the results of the investigation we have carried out have revealed managerial
shortcomings in the project teams selected for this new approach. They also reveal a certain
lack of professionalism in the relationships between actors.

Indeed, the choice of the members of the project teams is decisive insofar as they are called

upon to have a clear and coherent vision of their missions in this new management mode.
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Taking charge of this mission thus requires adequate profiles of motivated and competent
managers who are aware of the heavy task they have been assigned.

A striking observation has emerged following the appointment of managers or directors of
strategic vision projects. This category of "Top manager”, which is supposed to spread a new
managerial culture within the M.N.E.F.T.H.E.S.R, was appointed without a clear and justified
recruitment procedure. This procedure, which is likely to guarantee a certain equality of
opportunity for access to top management positions, has been neglected.

We therefore recommend that a procedure for appointing members of the project teams be
launched both internally and on the external job market. This would tend to encourage the
most competent candidates to apply and to demonstrate their leadership skills, in terms of
communication, change management, understanding of the context, etc.

On the other hand, the appointments of project managers and teams have not been subject to
fixed-term mandates with a clear mention of the remuneration and the objectives to be
reached. These remunerations should be defined according to the performance and results of
the evaluation of each actor, and not according to the position held.

In conclusion, the project management approach adopted by the M.N.E.F.T.H.E.S.R to
implement the 2015-2030 strategic vision was deficient in the setting up of the functional
organization and in the choice of the project teams in charge of implementing this major

reform.
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