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Abstract

This article aims to give a detailed view of Risk Management canvas in a public organization and observe how Covid
19 was an element that made questions arise on whether probabilistic methods in evaluating risks are still reliable.
We are intending to understand the unique case of the national office of airports of Marrakech (ONDA), through a
qualitative method with case study approach. Data analysis is based on direct interviews with four of the company's
managers. We were able to get to a first level of understanding how Risk as a concept, is perceived in the Moroccan
public sector. The findings show that ONDA is advanced in the matter of risk management practices and adopt the
latest tool recommended by ISO 9001: 2015 standard. It however still uses a preventive approach with probabilistic
methods that proved useless to face Covid 19 pandemic.
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LINTRODUCTION

Public Establishments and Enterprises (EEP) are the first public investors ahead of the State.
They represent decisive actors in the national economy, contribute considerably to the
implementation of public policies. They allow the acceleration of the pace of economic and social
development, the diversification of sources of growth and the improvement of living conditions
for citizens. These missions have lately been challenged by the rise of new types of planning
activities and events. We refer here to risk prevention or self-protection and self-insurance
activities against different types of losses or risks more specifically starting from the 1960s. As
for events, we could mention plenty of times in history where risk management was put to test
and failed, for example, the wave of globalization that deepened the dependency of global supply
chains on each other, financial scandals where companies were forced to check up on their
control systems.. Hence why companies were forced to transfer certain types of risk to
insurance companies, considering it the main form of risk management after its emergence [1]
developing therefore a certain culture of risk. In this regard, Morocco, among other countries,
aims to improve the performance of its public body and the quality of service provided to users,
through the continuous consolidation of their mode of governance and the reinforcement of
their culture of risk. For a long time, the entrepreneur has always been defined as the one who
took the risk of entrepreneurship, the one who risked his capital and who was remunerated for
it. P. Drucker since 1973 warns against any culture that attempts to eliminate risks. Conferring
to him, “trying to eradicate risks, even trying to reduce them... can lead to the ultimate of all
risks: rigidity”. He defines managerial decisions as risk-taking ones and even suggests that a
strategy for innovation should be based on a clear acceptance of the risks of failure. It is common
sense that risks are inherent in all kinds of business and a risk culture is how these risks are
perceived and what position and practices take managers to face risks as they see fit [2]. This is
also what justifies the subscription of companies to externalize their risk management knowing
very well the importance of these practices.

Today, companies have the mission to assure a better performance in a riskier environment
while maintaining a sustainable culture [3]. However, despite public enterprises being generally
in a monopoly situation, the Moroccan industry remains largely dependent on imported raw
materials and semi-finished products. This surely explains the stagnating the level of the overall
value added rate which is 23% and the pronunciation of importation [4]. The key to overcome
these challenges, companies should develop a strong culture of risk [2], [5], [6] through an even
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stronger governance [7]. Risk management has come to the facade in many structures. Risk
management refers to the process by which risks are identified, assessed, estimated, evaluated,
treated and reported [8].

Risk management process takes form depending on the specialists' area. It is a contextual
concept that depends on the manager's perception of risk also known as the risk culture. The
risk manager could either be preventive, curative or choose the latest standards and select a risk
and opportunity based approach [9]. However, it isn’t always a matter of choice. There are types
of risk that force a certain approach even when the culture adopted dictates otherwise. In this
study, we chose to analyze the effect of Covid 19 pandemic on risk management practices and
how it altered the culture of risk within the national office of airports in Marrakesh, one of the
main organizations affected by the pandemic. The purpose is to reach a detailed view of Risk
Management canvas in a public organization through a qualitative method. This case study's
purpose is therefore, to get a head start into a deep understanding of how Risk as a concept is
perceived in public sector.

We will start with a straight to the point literature review to get what is risk, what is a culture of
risk and the different possible approaches and models. We will then go through a brief inventory
of how risk is perceived in the Moroccan public sector to then present and discuss the results.
All of this is to finally answer the questions: How is risk perceived in the national office of
airports in Marrakesh? Did Covid 19 alter the risk culture within this organization?

ILLITERATURE REVIEW

A. What is a risk culture?

Before defining what risk culture is, it is primordial to know what the key concept actually refers
to: Risk.

In theory, risk takes shape depending on the discipline and the context of the definition. One of
these can be found in ISO/IEC Guide 73, which has remained since its appearance in 2002, the
most common reference for defining the concept of risk. This document refers to risk as "the
combination of the probability of an event and its consequences"”. In the context of companies,
risks are identified and analyzed throughout the entire chain, starting from the supplier's
supplier to the customer's customer.

The notion of risk is therefore multidimensional and blurred in its contours. Its amplitude
through numerous studies makes it one of the most consumed issues in management studies.
Risks can refer to any potential anomalies at any given stage of the journey of products from
their production plant to the hands of the final consumer. They could then be considered as
variables of internal or external uncertainties, or even environmental ones which reduce the
predictability of the results. [10] outline three main components defining a risk: the extent of the
loss, its importance, and its probability of occurrence. The risk could in extreme cases turn into
a crisis. To avoid this, the company concerned should prepare its organization and therefore its
responsiveness to adapt to an event that was probably expected yet whose consequences are
not under control[11] .The authors use the following formula to evaluate the risk of any event
called n from its probability of loss [P(lossn)] and the size of its loss [L(lossn)]: Riskn = P (lossn)
* L (lossn).

Now that we know what risk is and how it is generally quoted, we can move on to analyzing what
a culture of risk refers to and how many positions a manager could adopt in managing risks.
Risk culture is defined as the way of thinking, feeling and approaching risk in all its dimensions.
[6], [12], [13]. It is a set of knowledge and behaviors characteristic of the way in which risk is
apprehended from its identification to the implementation of the right measures allowing an
effective control of it [12]. Other influential institutions including the Institute of Risk
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Management define risk culture as being the values, attitudes, understanding, knowledge and
beliefs about risk common between an assembly of people with a mutual purpose [5], [14].
Moreover, risk culture is commonly referred to as the key contributor to dampening scandals
throughout the global financial crisis [2].

To sum it up, risk management concerns all different types of organizations - including private
firms, public organizations, governmental bodies, and not-for-profit organizations. In fact, risk
culture is more of a perception adopted by the managers, a position, or an angle from where
these supervisors identify risks to which they adopt the right measures. In management
literature, there are three possible positions for a risk manager: Curative, preventive and a Risk
and opportunity-based approach.

— Curative/corrective approach: Some historians believe that the first concept of risk
management emerged through the theory of games, such as dice games which have been known
for at least 2000 years. These games gave rise to the theory of probability, important for risk
management [15]. However, the path of the development of risk management through history
remains unclear has and therefore literature agrees upon tracing the history of risk management
for only about 50 years back. Risk management has started with the curative approach, giving
birth of the insurance phenomenon. This attitude refers to often immediate action which acts on
the effect or the cause of the dysfunction. This is the treatment of the product that does not
comply with the ISO standard. It can be a recovery, sorting or scrapping operation. These acts
take place after the dysfunction, or the risk occurs.

— Preventive approach: After many financial scandals, managers understood that the
curative position could not possibly guarantee a long-term survival and perennity in an
uncertain environment. The solution was to be proactive and adopt a preventive approach
towards risks [16]. Prevention, as a tool of risk management strategy, includes an adequate
design of information system that immediately responds to the information needs of actors, even
in the most complex situations that can arise. Taking as an example risk of the "bullwhip effect",
regarding fashion products known to have very short life cycle and fluctuating demand levels. If
actors do not have access to information coming directly from the market, this can lead to an
unneeded inventory and as a result, the risk of financial losses will be the result. In other words,
the effects of the risk in a preventive approach should be assessed before the risk happens
contrary to the curative approach. action that acts on the probable causes of a potential
malfunction in order to prevent its appearance. These actions are determined by analyzing the
risks of malfunction. These risks may have proven to be real in the past or may have been mere
predictive assumptions. However, it is to mention that this approach is based on the one before.
A company cannot use prevention without having a full history of corrective action upon which
it bases its prevention. This is more of a learning cycle [17].

- Risk and opportunity-based approach: The risk-based approach refers to the
identification of risks, the planning, as well as the implementation of actions in the face of the
identified risks. The aim is the establishment, implementation and improvement of the quality
management system and processes. The risk-based approach is one of the great novelties of the
ISO 9001:2015 standard. This reference defines risk as the effect of an uncertainty that could
have positive or negatives consequences. In theory, the positive effect of a risk may provide an
opportunity. An opportunity may arise from an advantageous situation in the spam of searching
for results. As an example, a set of circumstances can allow the organization to attract customers,
develop new products and services, reduce scrap, or improve productivity. Just like the effect of
a risk can result in an opportunity, seizing an opportunity can also be associated with risks
creating a loop. Therefore, the risk-based approach combines both risks and opportunities
analysis as advised in the ISO 9001:2015 standard. Taking into account of both risks and
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opportunities serves as a basis for improving the effectiveness of the quality management
system, achieve better results and prevent the negative effects of risks. [9]

B. Risk Culture Aspect Models

As analysts and theorists have indicated [2], [5], a firm's culture impacts all aspects of its
organizational lifespan. Culture eventually dictates what methods, procedures and structures
can be effective to an organization. The culture gives customized answers to the company's
anomalies, considering their background and believes, as well as what wouldn’t face reluctance
from the employees. In fact, the majority of the organizational culture theorists highlight the fact
that there is no single best organizational culture. We can give a simple example of contingency
theories who deny having one best way for all. What is suitable and what is not alters depending
on the context.

As discussed before, risk culture refers to how managers within an organization see, understand,
and react to risks. Once this culture is clear, its traces the road for risk management related
aspects and eventually risk management practices. according to risk management institute risk
culture can be measured through a self-assessment that takes into account four different areas
[12] :

a. Tone at the top

1) risk leadership - clarity of direction

2) how the organization responds to bad news

b. Governance

1) the clarity of accountability for managing risk

2) the transparency and timeliness of risk information

c. Competency

1) the status, resources, and empowerment of the risk function

2) risk skills - the embedding of risk management skills across the organization

d. Decision making

1) well informed risk decisions

2) appropriate risk taking rewarded and performance management linked to risk taking.

C. Risk management in the Moroccan public sector

Public Establishments and Enterprises are the first public investors ahead of the State. They
represent decisive actors in the national economy, contribute considerably to the
implementation of public policies, allowing the acceleration of the pace of economic and social
development, the diversification of sources of growth and the improvement of living conditions.
On the theoretical level and based on the comparative approach comparing the public sphere to
the private sector, it is recognized according to the followers of the school of property rights
such as Furubotn and Pejovich, that economic and financial performance of privately owned
enterprises is considered predominant, and elite compared to public bodies in general
[18];[19];[20]...The desire to modernize the public sector is what motivates a lot of changes in
this area, leading to the emergence of a new paradigm, called New Public Management (NPM). It
refers to the transfer of "private" practices to the public structure, aiming to spread a culture of
performance in a less centralized public sector [21]. The NPM theory is based on the conception
that the management of the public apparatus as it is today "inoperative, excessively
bureaucratic, rigid, onerous, focused on its sole growth (Leviathan effect), non-innovative and
having an excessively centralized hierarchy". We could easily admit this for public management
in Morocco as well.
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In Morocco, the public organizations aren’t immune to risk. During Covid for example, these
categories of structures were shook and had to adapt their management to that period.
Furthermore, even when public enterprises are generally in a monopoly situation, the Moroccan
industry remains largely dependent on imported raw materials and semi-finished products. This
explains the inadequacy of the level of the overall value added rate which stagnates at 23% and
the pronunciation of importation [4]. Globalization brings risk, modernization, environment...
There are many elements that are sources of risk. All of this is what further encourages the sector
of public enterprises to implement operational risk forecasting and management mechanisms
as part of their good governance policies.

The risk assessment process within public establishments is most often governed within the
framework of an “internal control system” which consists in identifying the risks likely to
compromise the achievement of the entity's objectives, to analyze these risks and to monitor
their management. For each objective identified, several risks can be recognized. Once identified,
general or strategic risks can be used as a factor that facilitates the identification of the
operational risks traced in the internal control frameworks of the entity concerned.

[ILRESEARCH METHODOLOGY

This article aims to give a detailed view of Risk Management canvas in a public organization
through a qualitative method. This case study's purpose is to get a head start into a deep
understanding of how Risk as a concept is perceived in public sector. We aim to understand how
far ahead this subdivision of organizations into the process is of developing a positive risk
management culture through understanding the unique case of the national office of airports of
Marrakech known as ONDA (Office National Des Aéroports).

To reach this objective, we used a qualitative method with a unique case study approach. We
used data analysis of directs interviews with the internal auditor and the quality manager,
observations, and documents analysis. The case study as a research method is the intensive
analysis of a unit (person or community), emphasizing the factors of development in relation to
the environment [22]. In our analysis we focused on these main areas:

- The perception of risk within the company and to each manager

— The organization of risk management procedures

- What is an effective risk management?

- what types of risk are managed?

— The respect of process and system approaches

- The impact of Covid upon all the elements above.

A. Presentation of the case study unit: the National Office of Airports: Marrakech (ONDA)

Marrakech-Menara International Airport (IATA code: RAK e ICAO code: GMMX) is an
international airport, south-west of Marrakech in Morocco, the second most important
Moroccan airport after Mohammed-V airport in Casablanca. The office’s legal status is a Public
industrial and commercial establishment. The management within the office is organized
through 9 processes:

— Process PM01: General management

- Process TPU PR02: PAX processing process and A/P users

— Process NA PRO3 : Air Navigation

- Process CCS PR04 : Dealer Management

- Process Srt PS05 : Safety

— Process Sct PS06 : Security

— Process AL PS07: Purchasing and logistics
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— Process Maintenance PS08 : Maintenance
— Process RH PS09: Human resources

IV.RESULTS AND DISCUSSION

A. RESULTS

In the general context, it is undeniable that risk management has entered the natural practices
of companies and organizations of all sorts. Furthermore, COVID 19 pandemic came to prove
that no entity is totally prone to risk and to deepen the need of risk management. The
organization object of our study came to give live evidence to prove our theory right, and confirm
in more ways than one, that risk management is taking more amplitude than ever before.

In the office, risk management practices have only been generalized upon the totality of
processes in 2018, only few months before the start of COVID 19 pandemic. We have noted from
the several interviews that we have administered, that leadership is quite engaged in the
incorporation of risk management practices. Their goal is to reach a positive risk management
culture capable of fluidifying the prevention of danger in the said office and to learn from the
epidemic's experience.

To showcase the main observations, we have noted through our study, we will first address a
detailed description of how risk management is organized in the office. Afterward, we will
pinpoint what Covid 19 has changed within the risk management culture and practices.
Starting with the organization of risk in the company, it is to note that there is no entity fully
responsible of risk management. It is rather one of internal audit missions to manage risk and
follow up with corrective and sometimes preventive measures. We found in all
recommendations of improvement in 24 out of 27 internal audit reports of 2019 the
recommendation to "improve risk analysis" in the process concerned by the audit.

Therefore, we note that the absence of an entity responsible of risk could be alarming. This
choice of organization is apparently due to the culture of risk in the office. In fact, the
interviewees mentioned on several occasions the highly technicality of the positions as being
one of the major reasons employees show a certain reluctance to change. According to them, the
pressure applied on employees by the quarterly audit missions is already enough. It is rather a
strategic choice to include risk management within internal audit missions given the nature of
this service which is based on a risk approach. The leaders of the company were able through
this method to downplay the expected reluctance to change.

In addition to internal audit, the department of quality management is also responsible for
managing risk in the company. The process' pilot has mentioned that she manages 3 levels of
risk:

— Risks related to environment: In compliance with the requirements of the ISO 14001
standard, the office undertakes to deal with the risks that can harm the environment. The
environmental risk can materialize through water, air or soil pollution, subsoil, or groundwater
of the site itself. To manage this type of risk, the company takes various measures. The company
takes preventive measures

— The purpose of the security risk analysis or risk assessment is to ensure that the
workplace is conducive to the performance of the tasks. The airport has made sure to implement
prevention measures adapted to security conditions.

— Risks related to quality: Quality risk is the effect of uncertainty on an expected result [23].
Most often, a risk is characterized with reference to potential events and/or potential
consequences or a combination of both. This effect can be a deviation, positive or negative, from
an expectation or from the objectives set.
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These risks are classified in a map named "risks and opportunities map (ROM)". It is a document
that is updated once per year or whenever a major risk appears during the same year and out of
the periods of the audit missions. There is a map to every one of the 9 processes in the
organization. Each process pilot in collaboration with the responsible of "quality and
environment management” process' pilot must manage their map and keep track of the
recommendations within. Each process treats three sub-levels of risk. Each of the levels is
related to one of the three following systems: Quality and Environmental Management system,
Aerodrome Safety Management System and Air Navigation Management System.

The following flowchart unveils how managing risk really works. As showed, each type of risks
is treated separately with the aim to update the "risks and opportunities map". Depending on
the severity of the risk and its continuity in time, the quality manager updates the global grid of
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risks. In fact, this is how the company assures organizational learning, through documenting
every risk, centralizing information, and following through with every action undertaken.

The urgency of the risk is calculated with the classic approach of gross risk rating based on two
axes (impact * probability of occurrence).

Even when the office has a well-structured process of managing risks, it is mainly theoretical.
These steps aren’t automatically chained but rather depend on the auditor to always announce
the following step. This was mainly observed on the level of updating either the global plan or
the ROM.

Overall, the office has a well-structured procedure manual. It is a document that takes form of
clear and precise instructions. It contains all the current operations of the company. It is a
standard for common use by all employees within the company. This common reference is what
unites the nine processes with the internal auditor. This therefore allows a good foundation for
continuous improvement. The managers also keep in mind the importance of a good
communication and a strong governance for a better risk management. On this matter, we note
indeed a solid engagement from the leaders' part. To strengthen the communication among
different levels of hierarchy, the processes' pilots rely on a "monitoring and evaluation plan”.
This allows the different correspondents to keep track of documentary flow within the company.
However, according to the interviewees, this organizations has played major role in developing
a reactive attitude towards risk. The process is always to recover from a risk after it occurs and
minimize the damage of potential threats. It is important though to mention that the
management keeps a regulatory watch.

- The experience of Covid 19

Like any other organization, Marrakech airport went through exceptional crisis of Covid-19
pandemic. This eventful era has generated huge upheaval and confusion in companies which has
stimulated new thinking about what safety means.

For our office, even where risk culture was relatively accepted and generalized, the experience
took a toll on the employees. This pandemic has pushed ONDA-Marrakesh to change its risk
management model and perspective.

To face the perturbations that came along the epidemic, the managers went through a study of
impact thinking in the beginning that that this phase was temporary. When it appeared that it
wasn’t the case, management has switched to a curative position. The approach was to keep a
sharp regulatory and strategic watch and react accordingly. This was very different from the
preventive approach that the company swore by. This has pushed the concerned managers
especially those in positions of responsibility, to question the strength and weaknesses of the
probabilistic methods of evaluating risks. In consequence, ONDA has been since in the process
of revising its main risk management tool: "risks and opportunities map (ROM)". The aim is to
define a new map capable of facing unexpected risks, main weakness of the preventive approach

Figure 1 - Flow chart of risk management process

based on the history of experience.

B. discussion of results

The culture of risk management is well structured within the airport of Marrakech
(mapping available, guides, regular analysis...). This defies the general belief of reluctance to risk
in public structures [18], [24], [25] and the superiority of privately owned enterprises'
performance [19], [20], [26]. However, the risk management approach lacks formalization
(updating and/or enriching the mapping of risks and opportunities by those determined and
treated without leaving a trace) or by implementation (maintaining the continuous exercise of
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identification of risks and opportunities if necessary). These elements are primordial for an
effective risk management [27], [28].

ONDA Marrakech chose a preventive approach while using a risk and opportunity-based
approach tools. The enterprise uses Risk and opportunity mapping, it is a tool that [9] advices
for an effective risk management. As recommended by the same standard, the director bases
their risks extraction on needs analysis among other sources. PDCA tool is also respected. At the
overall level of the quality management system, ONDA uses audits or self-assessments,
corrective actions, preventive actions, and management reviews which make it possible to act at
the level of the organization's quality objectives, which corresponds to the "Act" part of the PDCA
cycle used in the establishment and management of the QMS. The company uses Risk and
opportunity mapping to plan the risk management, the planning step is answered. ONDA then
follows with global action plan for preventive actions and corrective ones that are monitored
regularly. This responds to all steps of the PDCA CYCLE. Even when the company uses risk and
opportunity-based approach tools, it holds a preventive position towards risk. This could be
easily understood from the steps followed to manage anomalies and risks. The managers base
their opinion on a grid that centralizes all risks that were faced in the lifespan of ONDA. However,
this philosophy proved to be useless while facing "unexpected” risks. That was the case for
COVID 19 where the managers had to go back to a curative approach. In addition, the raw rating
of the Covid-19 risk has been completely underestimated, both in terms of the probability of
occurrence and in terms of impacts (human losses, substantial operating losses linked to the
confinement obligation, etc.).

Therefore, boards of directors in general, and audit committees in particular, must question the
relevance and reliability of the risk management system currently deployed. They must also
question the relevance of certain strategies previously deployed and considered as acquired and
irreversible. This actually gives evidence to many authors such as [29]-[31] who believe that the
"surprise"” of Covid 19 should bring lessons to managers who believe that their tools are
irreversible and effective. Society is in dire need to learn lessons and update their risk culture. It
is not always about reactiveness but rather way more than that. Authors have been lately
discussing the transition between the response and recovery phase in relation to pandemics [32]
and how phase should bring lessons to risk managers.

V.CONCLUSION AND SUGGESTION

This study aimed to understand risk culture in a public owned enterprise. The use of a study
case was to reach a deep understanding of the reality of procedures. We were able through this
approach to observe how Covid 19 was an element that made questions arise on whether
probabilistic methods in evaluating risks are reliable.

In this study, we understood that if ONDA was of any reference, Moroccan public enterprises are
invested in developing a strong culture of risk through implementing lean procedures that
enable the company to manage its risks from a preventive perspective with more developed
tools inspired from ISO 9001 standard that recommends a risk and opportunity-based
standards.

The results of this study could not be generalized for the simple reason that the aim was to reach
a deep understanding of one case. We can however use these outcomes to say that Covid 19 was
a shifting point for many companies that use probabilistic methods to manage their risks as it
was the case of ONDA who had to switch positions and adopt a curative one to manage Covid 19
related risks. Post that period, ONDA is in the process of reviewing its tools taking into
consideration the nature of activities within the company and the experience of the pandemic.
Future studies could use larger samples to unable generalization of "how is risk culture within
Moroccan public companies” or make a comparison between a certified entity and one that is
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not to check if this strength of risk culture within ONDA is due to it being certified ISO 9001:
2015.
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