1.4 The delegated management model of VET institutes in Morocco:
IFMIASs in the automotive sector?
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Background: building a vision to shape PPPs in support of skills policy development
in Morocco

In 2009, Morocco’s government signed the National Pact for Industrial Emergence (2009-2015)2. The
pact is a programme contract aimed at building the country’s industry through the development of
global businesses, the upgrading of its SME network, and the improvement of vocational training and
the business climate in general.

As a result of its strategic approach, the programme contract covers more than a hundred signed
agreements between the private sector and the government, represented by the following ministries:

Ministry of Justice,

Ministry of Internal Affairs,

Ministry of Economy and Finance,

Ministry of Agriculture and Maritime Fisheries,

Ministry of National Education, Higher Education, Management Training and Scientific Research,
Ministry of Employment and Vocational Training,

Ministry of Industry, Trade and New Technologies,

Minister Delegate to the Prime Minister in charge of Economic and General Affairs,

Ministry of Foreign Trade and Ministry of Economic and General Affairs.

The private sector is represented by the General Confederation of Moroccan Enterprises (CGEM)3
and the Professional Group of Banks of Morocco (GPBM).

To oversee the implementation of the pact, several monitoring committees have been created in the
following sectors or strategic policy areas:

automobiles,

aeronautics,

electronics,

offshoring,

textiles and leather,

agri-food,

SME competitiveness,

national business environment,
training strategy.

1 The author of this case study wishes to acknowledge an interview with Assia Afif of IFMIA.
2 King Mohammed VI signed the pact on 13 February 2009.
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Industry focus and economic context are key factors in building such a vision and involving public and
private stakeholders in the shaping of joint solutions to meet the need for a better skilled workforce to
increase productivity and competitiveness and pave the way for economic growth.

In summary, the core ingredients of the Moroccan case for further institutionalising public and private
cooperation are leadership capacities for inter-ministerial cooperation and the engagement of key
stakeholders in the private sector from the earliest stages of policy formulation onwards*.

The implementation of delegated management institutes (DMIs)

Against this backdrop, Morocco’s public and private authorities met to set up centres of excellence for
vocational skills in a number of key strategic sectors. The establishment of the centres adheres to the
principle of delegated management to a third party.

The Moroccan VET system has a strong tradition of tripartite dialogue between the government and
social partners (employers and unions). In the present case, the dialogue has been led by the state,
which has engaged sectoral professional associations in an effort to adopt a new approach to training
and education institutions.

The textile sector served as a pilot. The government also selected the aeronautics, automotive and
renewable energy sectors to implement the new arrangements, which have led to sector-based
partnerships that are national in scope. Ultimately, the dialogue has given rise to the development of a
new approach to managing training institutions that responds efficiently to the skills, competence and
recruitment needs of companies.

The centres, which are called delegated management institutes (DMIs), have been set up in
partnership with professionals in the sectors concerned. The management of the institutes, which
have been built and equipped by the state, is entrusted to professionals in accordance with the
delegated management agreement concluded between the state and the management companies
created by the professional associations in each sector. The objectives of the DMIs are to:

produce training that is more practical and better adapted to the global professions of Morocco;
prepare a skilled workforce;

collaborate to achieve increased productivity;

contribute to economic growth.

The Moroccan state’s guidelines for the management of the DMIs are clear. The approach aims to
transfer management authority to sector professionals who will establish effective and efficient
vocational skills institutes that are capable of responding quickly to demands for a skilled workforce.

The application of the delegated management principle is not linked to devolution, delegation and/or
privatisation. It is simply a type of public—private partnership for skills and training development. In the
short term, this is not simply a response to a need for funding. Rather, it provides proximity to the
companies for which the DMIs need to fulfil their mission.

The implementation of delegated management in Morocco is combined with the establishment of
standard funding arrangements such as:

m operating grants and investment grants related to the amortisation of equipment. These grants are
allocated to cover the direct and indirect costs of the institutions;

4 Morocco’s Delegated Management Institutes (DMIs) are linked to the national pact but also fully aligned to the
country’s National Strategy for Vocational Training 2021, which was adopted by the Governing Council on 29 July
2015.
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m allocation rates associated with human resources;
m raw material consumption and infrastructures, combined with training activities, make it possible
to establish annual grants from each institution.

In the short term, each private partner receives an equilibrium subsidy from the public partner. In the
medium and long term, companies pay for services rendered. This organisation ensures:

m agood match between training and employment: Morocco innovates because each PPP puts the
institute at the heart of its economic sector;

m technological and creative vision and networking: professionals systematically inform one another
of the most recent techniques, particularly their commercial availability. As a result, the institutes
continuously receive up-to-date information on business requirements for training;

m support for training and integration: work-oriented training requires the implementation of different
training methods;

m  visibility: the availability of a skilled workforce remains an important decision-making factor for
businesses and new investors.

Steering and monitoring through incentive measures and the establishment of the grants commission
are indicators of transparent and accountable implementation. Accountability and financial autonomy
are key principles for the delegated management models now in use in VET centres across Morocco.

The case of training institutes for professions in the automotive industry (IFMIAs)>

Main features of applying the delegated management model in support of the automotive
sector in Morocco

The process to set up IFMIAs is aligned to Moroccan law on delegated management (No 54-05 of
16 March 2006). The centres in Casablanca and Tangier were created by special decree (No 2-13-
441 of 8 August 2013), while the centre in Kenitra is the result of an additional decree (No 2-13-70 of
8 August 2013). The mission of the centres is to contribute to the development of training, research
and expertise in the automotive industry. The overarching objective is to strengthen public—private
partnership in the field of vocational training. The specific objectives of the IFMIAs are to:

m support the proactive dynamics of sector economic strategies by setting up a new generation of
specialised training institutes within a framework of public—private partnership;

m deliver targeted, complementary training to existing public and private sectors that can be
integrated into Morocco’s overall approach in terms of competitively attracting investments,
particularly in sectors with high added value;

m strengthen the links between the world of work and the world of education and training to ensure a
better match between the labour supply and the skills needs of companies.

Overall, the IFMIA mission is to support skills development in the country’s automotive industry by
focusing on:

pre-employment training;

qualifying training for high-level specialists;

continuing training and advanced training courses for companies in the automotive sector;

any other training pathways for operators, technicians and middle management in trades related
to the automotive industry;

m performance of laboratory tests.

5 IFMIA stands for the organisation’s French name Institut de formation aux métiers de l'industrie automobile.
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TABLE 1.1 EVOLUTION OF PARTICIPANTS IN TRAINING PROVIDED BY IFMIAS

IFMIA 2017 2018
Casablanca I 382 I 108
Kenitra 636 2078
Tangier - 605
IFMIA Renault Tangier N/A N/A
Total 1018 2791

Source: IFMIA SA

The public administrators of the IFMIAs are the Ministry of Finance, Ministry of Industry and Ministry of
Employment and Vocational Education and Training. The National Agency for the Promotion of
Employment and Skills (Anapec) also plays a strong role in supporting the employability of graduates
in the Moroccan labour market.

On the other side, one of the four IFMIAs was given to Renault and the other three were delegated to
professionals in the sector through the delegated management role of the Moroccan association for
automotive producers (AMICA). Under the agreement, the state transfers the equipment, management
and maintenance of the IFMIAs to IFMIA SA.

The company that manages the IFMIAs (and overall DMI model) has a board of directors made up of
industry professionals who represent sub-branches of the automotive sector. The company chair is
also the chair of the sector’s association of professionals. Sector professionals appoint the general
manager, who also comes from the automotive sector.

The development council is a body set up within each institute to keep in close contact with the sector.
Each council’s members include the director of the institute, the director of studies, the institute’s head
of business development and representatives of companies that operate in the automotive sector.

Each council meets periodically to study market demand and respond proactively to meet the demand.

For example, IFMIA Casablanca has been in the process of certifying its system since 2013. Currently,
IFMIA Casablanca is certified 1ISO 9001 version 2015. This new administrative model, which is
inspired by the business model, is now shaping the management process in some training institutions.

Certification enables IFMIA Casablanca to engage in a process of continuous improvement and risk
management that involves all relevant interested stakeholders. The efficient management of the
system focuses on several processes: management, realisation (training, business development,
programme development and design, and people certification) and support processes.

In addition, IFMIA Casablanca's partnership with KOICA (the Korea International Cooperation Agency)
provides ongoing assistance for the training of trainers and the periodic renewal of equipment in order
to meet the needs of the Moroccan market and international standards. This also shows that IFMIA
graduates are prepared to compete in international labour markets.
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TABLE 1.2 EMPLOYABILITY OF IFMIA GRADUATES IN PROFESSIONS IN THE AUTOMOTIVE

SECTOR (TRACER SURVEY 2019)

Pathway Number of Employment rate Employmgnt rate
graduates (%) after training (%)

TS mechanical engineer | 130 92 100

TS automotive maintenance 122 93 97

TS automated systems 114 88 95

Q wiring 9 100 100

Total IFMIA Casablanca 375 91 98

Industrial maintenance technician 46 88 100

TS automated systems 53 88 100

Total IFMIA Kenitra 99 88 100

Source: IFMIA SA

Trainees on the diploma course alternate two months of training at the institute with two months of
training in a company. The alternation keeps the training system closely connected to companies. In
addition, the trainers engage in ongoing follow-up with industry tutors, establishing permanent
communication about the sector’s needs. These needs are periodically examined in order to improve
programmes and their content. IFMIAs also cooperate in training delivery with roughly 70 companies

in the sector.

Some lessons learned

m Inter-ministerial cooperation is effective when public actors fully share common goals for public
policies. The benefits of a shared vision among different actors works even more strongly when
private actors are involved from the beginning of the policy cycle. This builds ownership and
motivation for change among both public and private communities.

m  Umbrella legislation and specific laws help enormously by laying the foundations for skills-based
PPP policy development and for institutionalising partnerships.

m  Managerial and financial autonomy should go hand in hand with an accountability model and

quality assurance mechanisms.

m  Adiversification of funding mechanisms is an effective incentive for private-sector participation

and helps to raise the quality of services.
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