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STRATEGIC MANAGEMENT  

The strategic management can be defined as the art and the science of formulating, implementing and  evaluating multi-functional decisions that allow an organization to achieve its objectives. According to this definition, the strategic management is centered in integrating the administration, marketing, finances, operations, computer science, investigation and development systems, to reach the organizational success.  

Stages of Strategic Management
The process of strategic management consists of three stages: formulation, implementation and evaluation of the strategy.

The formulation of the strategy includes the development of the mission of the organization, identifying the opportunities and external threats, determining the strengths and internal weaknesses, establishing objectives of long term, generating alternative strategies and selecting specific strategies to be applied in a certain moment. Here also is included the decision of what new business to approach and which to abandon, how to assign resources, to diversify or to expand the operations, to enter to other markets, to establish strategic alliances, etc.  

The implementation of the strategy implies to establish the annual objectives, to conceive policies, to motivate the personnel and to use appropriately the necessary resources so that the strategies can be executed. It also includes the development of a culture to support the strategy, creating an effective organizational structure, with new directions for the marketing efforts, elaborating budgets, developing and using information systems, and connecting the compensation of the employees with the organizational productivity.  

The implementation of the strategy is generally denominated as the executive phase of the strategic management. Implementation means to mobilize the employees and managers to put in action the formulated strategies. It is considered as the most difficult stage in the strategic management and it requires discipline, commitment and sacrifice of the involved personnel, and their success has to do with the capacity of the managers to motivate the personnel, what is more an art than a science. The strategies can be very well formulated, but if they are not implemented, they are not useful for any purpose.  

The evaluation of the strategy is the final stage of the strategic administration. It is very important for the managers to be aware when the strategies are not working well and the evaluation of the strategy is the main means to obtain this information. All the strategies are subject to future modifications because the internal and external factors are in constant change. Three fundamental activities of evaluation of the strategy are (1) revision of internal and external factors that are the base for the current strategies, (2) to measure the performance, and (3) to take corrective actions. The evaluation of the strategy is necessary because the current success does not assure the future success. The success always originates new and different problems, for what the intelligent organizations should always be alert to the changes that take place, otherwise they are in the risk of disappearing.  

STRATEGIC MANAGEMENT OF TRAINING  

Introduction
To apply the concepts of the Strategic Management to the important field of Training, we should have in account that the personnel training is an integral function of a wider scenario that has as reference mark the organizational or corporate Strategic Plan, that has incidence in the whole company. So, the Strategic Training Plan has a functional character more clearly addressed to the area in charge of the training in the company and that has as main tool of execution the Annual Training Plan, that is the equivalent to the operative plans that are orchestrated to implement a Strategic Plan in the company. But it should be stood out that the process to continue to formulate, to implement and to evaluate the Strategic Plan in the Civil Aviation Training Centers is the same one that is used when elaborating the corporate Strategic Plan and both are in agreement with the planning of the organization human potential.  

Process of Training Management
A previous step to the formulation of the Strategic Training Plan is to have clearly defined the process of Training Management, since it will allow to settle down the policies and particular strategies for each kind of organization. Although it is certain that can have variants, depending on each particular case, the following 10 stages process is proposed:

I. 
Determination of Necessities (Identification and definition of apparent necessities);  

II.
Determination of Necessities (Detection of hidden necessities);  

III.
Orientation of the Activities (Fixation of general objectives);  

IV.
Orientation of the Activities (Annual Training Plan);  

V. 
Elaboration of programs (Objectives of the courses, contents, teaching-learning methods, materials, evaluation systems);  

VI.
Organization of the Events (Place, participants, duration and schedule, instructors, costs);  

VII.
Evaluation;  

VIII.
Follow up;  

IX.
Management of financial resources;  

X. 
Audit.  

It is necessary to emphasize that each one of these stages is of vital importance and they require an exhaustive analysis so that they are implemented in terms of quality and efficiency, since it will allow that all the variables are considered at the moment of formulation of  the Strategic Plan, what in turn will facilitate the success of its application. Also, like it can be appreciated, the whole process is sustained in the general policies of the Institution, that should be clearly defined.  

Mission Definition
The definitions of Mission are “statements of purpose that distinguish a business from other and that identify the approach of the operations of a company in market terms and offered services” and they respond to the basic question that all the strategists formulate: In what business are we?. The mission should clearly describe the values and priorities of the Training Center and to enunciate it, it should be kept in mind the nature and perspectives of the current activities and to evaluate the potentialities of future activities and markets, because  the mission will be the one that guides the future heading of the Institution. 

For example, in the Strategic Plan of the Civil Aviation Training Center of CORPAC, the Mission statement was as follows: “To satisfy the training necessities in the Civil Aviation, contributing with their sure and efficient development, by means of the use of modern teaching methodologies, applied for highly specialized personnel”.

The mission of the Civil Aviation Training Center (CATC) has to be in agreement with its Vision, that was formulated in the following way: “To be an Institution leader in the Training, Investigation and Development of the Civil Aviation, recognized by the excellence of its services”.  
In the same way, as it has been mentioned previously, all the above mentioned has to be in coherence with the Mission and corporate Vision; for example, in the case of CORPAC, its Mission is as follows: “To offer safe and efficient Air Navigation Services, in agreement with the national and international standards, as well as airport services with infrastructures and facilities that can assure the clients full satisfaction, in order to achieve international levels of competitiveness and profitability, contributing to the national development,”; on the other hand, the Vision of the company is the following: “We will be a company leader in Latin America in the management of  airports, recognized for their high levels of security, reliability and efficiency of the services to the air navigation and airports and promoting the national and international integration.”  

As it can be appreciated, it is an entire planning “in chain”, that involves a series of procedures that should be very cohesive so that all the efforts of the organization are directed toward the achievement of the same objectives, in the terms of quality that increase our competitiveness, permanency in the market and our internal and external clients satisfaction.  

Opportunities and External Threats  

Other aspects of vital importance to have in consideration when speaking of strategic management of  training  are the opportunities and external threats to the Civil Aviation Training Center, that are referred to the economic, social, cultural, demographic, environmental, political, legal, government, technological and competitive aspects that could be beneficial or harmful for the future of the Institution. The opportunities and threats are outside of the control of an organization and it is for this reason that they are external factors to the organization. However, we should be aware of their appearance and development, especially in these times where the changes are very dynamic in all the areas regarding the aeronautical environment, since these types of changes are creating a different client type and in consequence new unsatisfied necessities for different training services, what gives place to new strategies that allow that the Institution can be adapted quickly to the changes.

That is why the aeronautical training managers should be people with a good vision of the future and with great adaptability to the changes and trends of the environment, with capacity to design and to implement strategies and tactics that allow the achievement of the objectives of the organization. For example, the change in the economic variables, as devaluation or inflation, or the privatization of the airports, could represent an opportunity or a threat. The idea is to formulate strategies that allow us to take  advantage of the opportunities and to avoid or to reduce the impact of the threats. So, to be successful in the execution of the Strategic Training Plan is very important the identification, follow up and evaluation of the opportunities and external threats, for what is needed to investigate continually, as well as to gather and to assimilate information of the environment.

Strengths and Internal Weaknesses
The strengths and internal weaknesses are controllable activities inside an organization that are carried out in an appropriate or inadequate way. The process of identify and evaluate the organizational strengths in the functional areas of the CATC is an essential activity of the strategic management of training. The organizations make an effort to develop strategies that allow to take advantage of the strengths and to optimize the internal weaknesses.  

The strengths and weaknesses are determined comparing us with our competitors. The information about a relative deficiency or advantage with our competitors, is very important. Also in this case, the strengths and weaknesses will be determined in connection with the own objectives of the Institution and they are generally intangible aspects; for example, a reputation of efficiency and quality in the delivery of academic services.  

The internal factors can be determined in different ways, as ratios or indicators of quality and efficiency, performance measures and comparison with previous years or standard results of the national or international sector of aeronautical training. Several types of surveys can also be developed to examine  internal factors, as the moral and satisfaction of the personnel, the organizational culture, clients satisfaction and loyalty, etc.  

Long Term Objectives
The objectives can be defined as specific results that an organization wants to achieve in the search of its basic mission. When we speak of long term, we are referring to a period of time greater than one year. The objectives are essential for the organizational success because they provide direction, help in the evaluation, create  synergy, reveal priorities, allow coordination and provide a base for an effective planning, organization, motivation and control of activities. The objectives should be challenging, consistent and clear. If we are  speaking of a very big institution, the objectives will be established for the whole organization and also for each one of its divisions, although this it is not the case of most of the CATC.  

Strategies
The strategies are the means for which the objectives of long term can be reached. Examples of training strategies are the diversification of educational services, acquisition of new technology or modern training equipment, development of new and innovative courses, penetration of new markets, reduction of costs and strategic alliances.

Annual Objectives 

The annual objectives are important landmarks that organizations should achieve to reach the long term objectives. The same as the long term objectives, the annual objectives should be able to be measured, quantitative, challenging but realists, consistent and prioritized. When we speak of the whole organization, these annual objectives, that are defined in the operative plans, should be clearly specified in the corporate, divisional and functional levels. For the case of a Civil Aviation Training Center, they will generally be unique for the whole organization and they will be defined in the Annual Training Plan. These objectives are very important since based on them it is sustained the correct assignment and management of the necessary resources for their achievement.  

Policies 

Another key aspect to be taken in account are the policies, that are those that will allow us to achieve the annual objectives. The policies include guides, standards and established procedures that serve as support for the achievement of the previously defined objectives and the process of decision taking; they are directed mainly to recurrent or repetitive situations.  

The policies are mostly established in administrative terms, marketing, finances, operations, research and development and automated information systems. The policies can be established for the whole CATC or for its different divisions or departments. The same as the annual objectives, the policies are specially important in the implementation of the strategies because they demarcate the expectations of the Institution, as well as those of its employees and managers. Also, the policies allow the existence of consistency and coordination inside the CATC and among its different areas.

The Annual Training Plan 

The Annual Training Plan is the main instrument for the achievement of the annual objectives, that will let us achieve the long term objectives and that will allow us to implement and to evaluate the designed strategies. To be successful, the Annual Training Plan “should be sold”, that is to say, it should have an appropriate promotion and diffusion system and it should be designed according to the interests and necessities of the clients of the educational services provided by the CATC.  

The same as in the Strategic Plan, the direction of the Annual Training Plan should be clearly established  through the Mission of the CATC, general objectives, purposes, etc.; also, the training strategies should be designed to reach the objectives in an efficient, frequent and economic way, in good terms of quality, time and cost. These strategies will cover all the levels of the CATC and must be sustained in academic and educational factors.

In general, an Annual Training Plan has the following parts: Mission of the company and the CATC, organizational structure of the company and the CATC, Training Necessities Diagnosis, General Objective of the Plan, Programs, Schedule, Budget, Administrative Aspects, Follow up, Evaluation and Audit.  

The most algid aspects of those mentioned previously are those that refer to the evaluation and the audit of the training, that are very important because they allow us to feed back the training system and to optimize the processes from their conclusions.  

The Audit of the Training is a revision and control system to inform to the CATC Director about the efficiency and effectiveness in the application of the institutional Strategic Plans. The criteria to be used are of quantity, quality, time and costs.  

Although it is certain that the evaluation and the audit are good to gather information and to support in the  decision taking process, they differ in the fact that the evaluation measures the execution of objectives, educational performance, the participants satisfaction and operative processes, while the audit measures results to wider terms, considers the relationship cost/benefit, measures the gap of competences in the work and the strategic aspects.  

In the case of evaluation, opinion surveys are used, while the audit process uses quantitative indicators (investment, improvements in production indicators, decrease of errors, decrease of losses, decrease of complains, improvements in production or in services, decrease of delays) and qualitative indicators (the workers labor satisfaction, institutional identification, organizational culture, institutional image, etc.).  

Each one of the component parts of the Annual Training Plan has a methodology for their formulation and execution that is applied with efficiency by most CATC and they are related with the process of training management previously mentioned.

CONCLUSIONS  

All the organizations have a strategy, still when it is informal, not structured and sporadic. All have the direction put toward some place, but unfortunately some organizations ignore this place and we know that if we do not know exactly where we want to arrive, no road will take us there. This conclusion, that is also a well-known saying, accentuates the necessity of the organizations to use and to apply the concepts and techniques of the strategic management that are being used with success by most of the institutions dedicated to training around the world.

The Civil Aviation Training Centers should apply a proactive instead of reactive approach in their organizations and they should make an effort to influence, anticipate and start, instead of only react, to the internal or external events. The process of strategic management of training incorporates this approach for decision taking, representing an objective, systematic and logical approach to determine the future heading  of the Institution. The risks are generally very high for the strategists like as to use only intuition when selecting among alternative courses of action. The successful strategists take the time to think on their companies, which is their current positioning and what they want to become  as organization, and then implement programs and policies to arrive where they want to arrive, in a period of reasonable time.  

It is a well-known and accepted fact that people and organizations that plan their future have more probabilities of become what they want to be that those that do not carry out any type of planning. A good strategist plan and controls his plans, while a bad strategist never plans and then what tries to control is the personnel.  

This presentation has been prepared with the objective of motivating the application of the necessary tools to be a good strategist in general and especially an excellent strategist of the training that is developed in the Civil Aviation Training Centers around the world, since the added value that is achieved as product of this management is very important for the achievement of the objectives of the international civil aviation.  
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SUMMARY


The report has as objective to motivate the recognition of the importance that it has, for the Civil Aviation Training Centers (CATC) and their respective organizations, the correct use of the  Human Resources Planning, the company Strategic Plan and the CATC Strategic Plan, that work coordinately, within the concept of Strategic Management, for the achievement of the organizational objectives in terms of competitiveness, productivity, quality and efficiency.
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MODEL FOR THE PROCESS OF STRATEGIC MANAGEMENT OF TRAINING
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