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This thesis aimed to propose and recommend a centralized procurement
system that could resolve inefficiencies caused by a decentralized model and
improve operational effectiveness. The need for the thesis comes from regional
integration challenges, and the organization's need to align procurement
practices with international standards.

The thesis used action research methodology that included document analysis,
semi-structured interviews with procurement staff and executives, and a
comparative case study. Data was collected from internal procurement
documents, audit reports, policy guidelines, and stakeholder feedback, offering
a broad and grounded perspective on procurement challenges and
opportunities.

The theoretical framework draws on public procurement theory, strategic
management, institutional theory that includes resource dependency, and
change management theory. Theories indicate that a centralized procurement
model could significantly improve efficiency, reduce costs, standardize supplier
relationships, and enhance compliance.

In the practical part, the thesis developed a step-by-step transition framework
toward centralized procurement, emphasizing stakeholder management and
digitization as key success factors. Although the proposed model has not yet
been implemented, it serves as a well-informed blueprint ready for piloting. The
business impact for ASECNA could be substantial. By adopting centralized
procurement, ASECNA could improve accountability, strengthen supplier
negotiations, and enhance strategic control.
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1 Introduction

This paper identifies procurement as one of the most crucial functions that have
a direct impact on the three business dimensions of cost, thus operations, risks,
and compliance. It is not just a ‘tying activity’ that serves a real need of the
organisation but is also a higher order ‘utility function.’ In the last few decades,
the system of procurement, which was historically (used to be) decentralised
where each department or region was responsible for its procurement, is slowly
being replaced with a centralised procurement system in many organisations.
This extends to the private and public sectors as well (Contreras, 2016).
Centralised buying means that all buying responsibilities are handled by one
centre of reference over the entire range of purchasing activity to substitute
other centres or organisations that can perform the above functions. Thai (2017)
conveys the argument that the centralisation of public purchasing enhances
transparency due to the increase in efficiency and better monitoring of
processes, including government purchases. Furthermore, Knight et al. (2012)
suggests that strategic procurement integration increases the available
governance effectiveness and creates value that exceeds the cost side. With
the supply chain becoming increasingly global and integrated and the need for a
strategic and coherent procurement system increasing arguably strengthens
centralisation of procurement which is now one of the prominent trends in

procurement management.

Procurement plays a central role in organizational performance, directly
affecting cost control, service delivery, and regulatory compliance. The
dominant decentralised structure in the early 21st century is now being replaced
by a centralised structure in both the private and the public sectors (Contreras,
2016). Centralised purchasing means that procurement activities tend to be
clustered, making it easier to obtain the benefits of scale, gaining more control
(for example, in quality management) and standardisation over the acquisition

process, and achieving better supplier relations.



1.1 Background

ASECNA is a public entity responsible for air navigation safety in Africa and
Madagascar, which was created through an intergovernmental approach
involving (19) nineteen African nations, these include Benin, Burkina Faso,
Cameroon, Central African Republic, Comoros, Congo, Cote d'lvoire, Equatorial
Guinea, France, Gabon, Guinea-Bissau, Madagascar, Mali, Mauritania, Niger,
Rwanda, Senegal, Tchad and Togo (figure 1). It offers air navigation services in
member states, maintaining safe operations and communication for civil and
military aircraft. ASECNA, as a public organization, is responsible for ensuring
safety and operational performance in a large and diverse area regarding

airspace management.

To meet its objectives and fulfil its mission, ASECNA must upgrade its
capabilities through diverse means, particularly through improving systems and
infrastructure. At the center of this modernization of procurement is an efficient
procurement system. Nevertheless, ASECNA is currently moving toward a
decentralized procurement system. It is noted that each regional office has its
procurement function, which includes identifying suppliers and awarding
contracts. Although this model grants local actors a certain degree of decision-
making freedom and adaptability, it has brought about significant drawbacks in
terms of effectiveness. Some challenges include duplicated procurement steps,
variable supplier terms of business, disparate procurement guidelines, and
significantly different costs from one region to another (ASECNA n.d.). Lack of
standard purchase procedures affects the potential of achieving economies of
scale, hampers strategic vendor relationships, and adherence to international
safety and quality benchmarks. Owing to its extensive operational context and
public sector mandates, the current decentralized structure works against the
realization of optimal procurement outcomes for ASECNA. There is an
increasing concern about moving towards a more centralized procurement

system that is more coherent and efficient.
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Figure 1. Countries Asecna actively operates.

Figure 1 shows the 19 countries Asecna is currently and actively having
business operations, that is, eighteen African countries including Madagascar

and France.
1.2 Problem Statement

ASECNA has created a very serious problem in its decentralized procurement
system. In the decentralized system, regional offices conduct procurement
independently, this means duplications of the same process, different relations
with various suppliers of products or services will be created, and costs will rise
accordingly. These inefficiencies are further heightened by failing to standardize
procurement policy that ensures differences in qualities among suppliers are
maintained apart from international standards for safety and quality compliance.
These fragmented systems also significantly reduce the negotiation powers
which could have been more favorable to Asecna at the regional offices with
their suppliers and eventually reduce overall operational capability. Such

inefficiencies, therefore, need urgent attention and shifting towards centralized



procurement and consolidated purchasing authority, offering economies of
scale, in reducing processes and improving accountability for outcomes on the

supplier side.

1.3 Purpose of the Study

This thesis sets out to identify the key approaches to a centralized procurement
system that can be practically applied to ASECNA. The study included an
assessment of the current decentralized structure, an analysis of possible
challenges, and a proposed recommendations and an implementation plan that
facilitated a successful transition through various stages. In this way, the study
aimed at increasing efficiency in procurement processes, managing suppliers
better, and allowing ASECNA to benefit from procurement practices in line with
international standards to help the organization excel at its primary goal —

ensuring air navigation safety.
Research Questions:

. What are the operational challenges associated with ASECNA'’s

decentralized procurement system?
. Why should procurement be centralized and how it should be done?

. What are the key success factors for implementing centralized

procurement in a multi-country public organization?

. What stakeholder concerns and resistance should be anticipated, and

how can they be managed?



1.4 Objectives

The study's objectives seek to assess the decentralized model implemented in
ASECNA, identify significant weaknesses, propose and recommend and
develop the most likely and workable solutions for implementing a centralized
procurement model. It also aims to determine the achievement of the objective

of the proposed solutions through evaluating the measurement indicators.

2 Research Design and Methodology

As action research, this study aims to explore and provide a feasible solution to
challenges faced in procurement at ASECNA. Action research is particularly
beneficial for development initiatives in organizations since it incorporates
reflection in the process of study and change. This approach engages the user
in the problem-solving process and permits the implementation of the changes

resulting from the needs present in the organization.

2.1 Research Approach

Action research (AR) is a set of collaborative ways of conducting social
research that simultaneously satisfies rigorous scientific requirements and
promotes democratic social change. AR is a set of self-consciously
collaborative and democratic strategies for generating knowledge and designing
action in which trained experts in social and other forms of research and local
stakeholders work together. The research focus is chosen collaboratively
among the local stakeholders and the action researchers, and the relationships
among the participants are organized as joint learning processes based on
trust. AR centers on doing “with” rather than doing “for” stakeholders and credits
local stakeholders with the richness of experience and reflective possibilities
that long experience living in complex situations brings with it. (Davydd G. and
Morten L. 2007, page 2) According to Kurt Lewin (1946), action research is
‘comparative research on the conditions and effects of various forms of social

action and research leading to social action”; this type of research uses “a spiral



step,” each of which is “composed of a circle of planning, action and fact-finding
about the result of the action”. Gerald S. (1983) identified five phases to deal
with each research cycle. Firstly, identification of a problem and data is
collected for a more detailed analysis. Secondly, action planning and
consideration of several possible solutions, out of which a single plan of action
emerges and implemented. Thirdly, data on the results of the intervention are
collected and analysed, and the findings are interpreted in determining how
successful the action has been. Then, the problem is re-assessed, and the
process begins another cycle. The process continues until the problem is
resolved. The figure below shows the process in Action Research, which is like
Davydd, Moten (2007) and Lewin (1946).

DIGNOSING:

Idantifying or
defining a

prblem
SPECIFYING f\(}T UN‘
LEARNING PLANNING
. Considering
Identifying altemative
general findings causes of action
EVALUATING TAKING
Studying the ACTION
consequences Selecting a
of an action coursa of action

Figure 2. Yasmeen G. (2008, page 48), Detailed Action Research Model
(Adapted from Gerald Susman, 1983).

ASECNA is a public sector organization that spans 19 countries in Africa and
Madagascar, placing it in a constantly evolving environment. The selection of
the action research model was based on the methodology's cyclical and

participatory nature, which facilitates the incorporation of feedback and the



involvement of stakeholders in the development of the new procurement
strategy. It helps create a cycle of diagnosing, planning, acting, observing, and

reflecting — each of which is crucial to an organization’s change process.

2.2 Data Collection Methods

This study used cross-sectional research data collection tools to obtain a
general understanding of the procurement environment in ASECNA. Initially,
face-to-face, semi-structured interviews were administered with procurement
officers, regional managers and members of the executive management. These
interviews revealed the users' experiences, struggles, and expectations based
on the current decentralized system and a potentially centralized version in the

future.

Secondly, document analysis was conducted. Records that were examined
include procurement records like internal audit reports, supplier contracts, and
policy guidelines to identify gaps in compliance, overcharges, and anomalies in
handling suppliers by geographic location. Lastly, a comparative technique was
used to compare ASECNA with other organizations adopting a centralized
procurement system. It pointed out some appropriate behaviours that should be

adopted and indicated areas of weakness that should be avoided.

2.3 Research Schedule

The research process for this thesis was planned and executed over a period of
six months, from January to June 2025 (table 1). The schedule was developed
to ensure timely completion of all phases, from initial planning to final thesis
versions. The key phases of the research and their respective timelines are

outlined below:

Table 1: Schedule for the thesis project



Phase Activities Timeframe for
year 2025
Planning & Finalizing research topic, preparing January 1-
Proposal proposal, initial literature review January 31
Development
Literature Review Conducting a comprehensive review | February 1—
of relevant academic and industry February 20
sources
Methodology Finalizing data collection methods, February 21—
Design preparing interview guides, ethical March 5

Data Collection

Data Analysis

Writing & Drafting

Revision & Final

Submission

approval

Conducting interviews, gathering
documents, performing comparative

analysis

Coding interview responses,
analysing documents, synthesizing

comparative findings

Writing up findings, discussion, and

preliminary conclusions

Editing, proofreading, supervisor

feedback integration, final formatting

March 6—April 5

April 6—April 20
April 21-May
10

May 11-May 31

This schedule allowed for flexibility while maintaining a structured approach to

research activities. Adjustments were made as necessary to accommodate

participant availability and emerging insights during data collection.




2.4 Data Analysis

The interview data was analysed using qualitative content analysis approach
because it enabled the identification of frequent themes and issues across
regions and job positions. Several recurring themes emerged: cost
inefficiencies, supplier management issues, and inconsistent organizational
processes. The assessment of the potential cost savings and improvements in
procurement performance was based on quantitative data obtained from
procurement records and reports. These findings guided the creation of a
centralized procurement model appropriate for ASECNA's structure and

operations.

3 Current State Analysis in the Case Organization

This section describes a detailed evaluation of the existing ASECNA
procurement system by analysing interviews, organizational documents, and
internal reports. The objective is to determine the causes of procurement
problems, recognize how they affect operations, and create a strong
groundwork for a centralized procurement strategy. The analysis is designed to
demonstrate how a decentralized structure creates issues fundamentally tied to

the contemporary operating environment.

3.1 Overview of ASECNA'’s Decentralized Procurement System

ASECNA's procurement is still decentralized, with every region navigating the
procurement process autonomously. These include negotiating contracts,
selecting suppliers, implementing procurement, and handling inventory.
Although this structure favours decentralization and flexibility, it also established
issues that compromise the organization primarily at the tactical and operational

levels.

There is often significant autonomy in each regional office, which results in

differences in procurement processes and procedures. Currently, procurement
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functions have no standard policy processes across geographical regions. This
leads to a disparate supplier management process, scattered documentation,

and poor tracking of procurement activities at the organizational level.

3.2 ldentifying Inefficiencies and Problems Areas

From an assessment of procurement data and to gain a deeper understanding
of the challenges associated with ASECNA'’s decentralized procurement
structure, eleven semi-structured interviews were conducted with key

stakeholders across multiple regional offices. These participants included:

. Four procurement officers

. Three regional office managers

. Two members of executive management
. Two compliance and legal advisors

Interview Questions were designed to explore both operational experiences and
strategic perspectives on the feasibility of moving toward a centralized
procurement system (Appendix 1). The questions addressed daily procurement
challenges, supplier relationship management, process inconsistencies, and

anticipated resistance to change.

From the interviews, several consistent themes emerged and those reinforced

findings from the document analysis and procurement data (table 2):

Pricing Discrepancies: Multiple respondents noted that identical items were
being purchased at different prices across regions. One procurement officer
stated, “We pay up to 30% more than another region for the same navigation
lights — just because we’re buying in smaller quantities and from different
suppliers.”
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Contractual Fragmentation: Legal advisors highlighted how contract terms
differed not only in content but in legal enforceability. One respondent noted,
“Some contracts don’t even reference the same aviation safety regulations,

which is risky for a sector like ours.”

Operational Redundancy: Regional managers described inefficiencies due to
duplicated procurement roles. As one explained, “We have three staff doing

what one central office could handle. It's a waste of both time and money.”

Weakened Supplier Negotiation Power: Executives emphasized that
decentralization weakens ASECNA’s market leverage. “Suppliers give better
deals to competitors who centralize. We’re stuck renegotiating small contracts

every time,” one senior manager commented.

Compliance Gaps and Managerial Challenges: A recurring concern was the
inconsistency in applying international procurement standards. “Even simple
things like evaluating tenders follow different templates across regions,” a

compliance officer noted.

The interviews also revealed a general openness to change, though with
caution. While most participants expressed support for centralization, they
highlighted concerns regarding training, digital system integration, and
transitional disruption. Notably, several emphasized the need for strong

communication strategies and stakeholder engagement to support the shift.

These qualitative insights were instrumental in identifying structural
inefficiencies and informed the development of the study’s final
recommendations. They also confirmed that the proposed centralization would
address real, recurring pain points experienced across various operational
levels within ASECNA.

Table 2. Summary of Procurement Inefficiencies by Region
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West Africa 52,000 Local Yes High variation in

supplier rates

Central 47,500 Local + Yes Delays in

Africa Hybrid approval

Madagascar 44,200 Local Yes Fragmented
documentation

The table above show procurement cost variances, supplier contract
inconsistencies, and duplicated efforts in the regions investigated. These
average figures were collected and confirmed from the interviews and historical
data from different procurement offices in each region. These figures and
calculations are confidential, and therefore, further detailed documentation were

inaccessible.

3.3 Stakeholder Feedback

Further qualitative information was obtained through interviews with regional
procurement staff and managers (Apendix1). Although some participants saw
the decentralized approach as beneficial due to its flexibility and ability to get
things done quickly, most participants pointed to the lack of structure, the
redundancy of work, and the additional administrative burden that
decentralization creates. It is also evident from the interviews that the level of
transparency was low, evidenced by most interviewees complaining of

inadequate visibility into procurement activities within the organization.
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For instance, staff members expressed appreciation for centralization, but only
if some local autonomy could be retained, adequate communication and training

mechanisms were provided, and if centralization was gradual.

3.4 Cause and Effect Analysis

To establish the cause-and-effect relationships of the identified problems, an

Ishikawa or fishbone analysis was used (see figure 3).

Pricing Lack of
Differences Standardization

Contract
Variations

Lack of Group
Discounts

Simultaneocus
Procurements

Evaluation
Benchmarks

Lack of
Negotiation Muscle

Problems in
Decentralized
Procurement

Independent
Negotiations

Independent
Negotiations
Resource
Overuse No Consolidated

Orders

Managerial Managerial
Problems Problems

Figure 3. Problems identification (fishbone analysis)

The study identified the following areas as key sources of the inefficiencies:

Organizational Structure: A certain degree of decentralisation without

harmonised policies has led to fragmentation and unclear accountability.

Policy Gaps: One of the aggregate policy gaps is the lack of general and
coherent guidelines for procurement procedures and practices, which leads to

disparities in mechanisms and outcomes.

Technology Challenges: Lack of a central procurement technological framework
constrains collaboration, coordination, identification, monitor, follow-up and

control of the end-to-end process.
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Human Resources: To a significant extent, there is a lack of formally trained
Human Resources personnel in the current procurement set-up who do not
even understand the concept of standardised procedures, let alone the new

technologies used in procurement.

Supplier Management: Regional offices commence supplier relationships
without central coordination, so agencies may not know the full range of

suppliers, sources, and their performances.

3.5 Summary of the Current State

In conclusion, current state analysis identified that ASECNA has systematic
procurement issues from decentralising procurement. The absence of
standardization, limited oversight, duplicated efforts, and fragmented supplier
relationships all contribute to higher operational costs and reduced
effectiveness. These findings underline the benefits of a centralised
procurement model: standardised contracts, efficient decision making and
better focus on organisational objectives. The current-state analysis is the
precursor to the development project and forms the base from which the
problem is identified. It highlights where changes are needed and offers data to

buttress the shift toward a more systematic buying system.

4 Knowledge Base and Theoretical Framework

The existing research and theoretical frameworks about centralizing
procurement are examined, and special attention is given to multinational and
public sector organizations in this section. The research develops theoretical
principles directing the proposed development project at ASECNA. The
foundation of knowledge derives its content from investigating procurement

studies concerning strategy behaviour, institutional changes, and digitalization.

Public status and the intergovernmental nature of ASECNA create additional

regulatory requirements for its procurement processes compared to those
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applied to private entities. Commitments to open tenders and bidder equality,
together with transparency of records and documentation, apply to public
procurement regulations throughout jurisdictions that embrace the European
Union and states under the influence of ASECNA. The governing body created
these public oversight rules to stop corruption, create fair market conditions,

and enhance responsible fund management.

Public sector organizations must handle operational efficiency and transparency
requirements according to Thai (2009) and organization economic co-operation
and development (OECD) procurement regulations, thus making procurement
changes more challenging. Any centralization system in this context needs
implementation strategies that uphold legal requirements while being accessible

to stakeholder examinations.

Under this theoretical framework, the research integrates New Public
Management (NPM) and Institutional Theory elements to explain how public
agencies implement private-sector efficiency models under public governance
standards. The framework provides necessary insight into the advantages and

challenges of centralized procurement for ASECNA as a public institution.

4.1 Procurement Strategy: Centralization as a Strategic Function

Procurement has transformed from a strategic process supporting operations to
an organizational gain and loss, dependable on procurement performance,
operational outcomes, compliance with rules and regulations, costs, and
suppliers (Thai, 2017). In decentralized structures, procurement activities are
disintegrated at the business unit/department level, thereby improving
decentralized decision-making. However, at the same time, there is duplication

of purchasing activity, cross-buying and little bargaining power (Thai, 2017).

As a result, all procurement decisions are handled by a single centralized body
or department, which simplifies the implementation of centralized policies,

enhances transparency, and enables the realization of economies of scale
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(Albano & Sparro, 2010).This alignment is important, particularly in line with the
procurement profession in public sector procurement entities and transnational
organizations such as ASECNA, which has decentralized procurement
operations across multiple jurisdictions, legal regulations, and organizational
goals. The efficiency of supplier negotiations explains the potential of the
centralized system, better possibility to control costs and interjection of world
tendencies, which is relevant in the sectors where safety indicators are vital,

such as aviation (Knight et al., 2012).

The trend also indicates that cost control and management of resources are
improved, and the risk to the entire supply system is minimized when
procurement is centralized. For example, when Lombardi et al. (2021) reviewed
the literature in a study, the authors focused on the following type of purchasing
organization: A centralized procurement organization. They noted that it
provides more extensive performance measurement and control and a
remarkable ability to integrate digital tools to automate and monitor procurement

processes.

4.2 Barriers and Risks in Centralized Procurement Transitions

Moving from decentralized to centralized procurement presents practical
difficulties and opposition. Lack of objectivity and openness to local input,
general resistance to change, and misalignment of goals at the central and local
levels can significantly impede implementation (Ojo-Fafore & Laryea, 2024).
Concerns may include reduced ability to exert control and influence, job losses
or losses of locally preferred suppliers, more so where decentralization has

been practiced for a long time.

This means that some project phases are likely to be more complex and time-
consuming than others and may require additional components. As identified by
Arrowsmith and Quinot (2013), typical large-scale transitions include alignment
of disparate procurement policies, rationalization of supplier contracts, and
integration of data into different information systems. Standardization is called
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for when implementing the centralization process for an organization like
ASECNA, which operates across 19 countries with different regulations.
Technology is also essential since technological readiness can enhance or
hinder the implementation process. Centralization calls for e-procurement
technologies, contract management technologies and supplier management

tools that facilitate real-time control and monitoring.

Finally, risks of over-centralization can be highlighted. Another risk scholars like
Albano and Sparro (2010) highlight is how centralization might result in
bureaucracy, worst-case responsiveness, and slow down approval processes.
Hence, effective practices can span both centralized control at the corporate
level and decentralization of procurement decisions at the regional level, which

researchers refer to as a hybrid model (Thai, 2015).

4.3 Best Practices from Comparative Public Sector Cases

Findings from similar public institutions reveal areas of learning that can help
inform ASECNA's development project. For instance, in the EU, the introduction
of centralized framework contracts has helped cut procurement costs and
enhanced service delivery standards across states (Contreras, 2016). Likewise,
the United Nations Village Agencies consolidated procurement of goods and
services across nine agencies, achieving sizeable cost savings and enhancing

policies while preserving field procurement discretion for country offices.

An important determinant in each of these cases is the gradualist approach: the
pace of implementation. Therefore, the adoption should be done incrementally
by piloting several regions or categories and fine-tuning throughout to allow
stakeholders to fine-tune the processes. Self-organizing means advancing
organizational transparency, engaging with stakeholders, and embracing
feedback is also underlined as important for preserving organizational trust and

support (Ojo-Fafore & Laryea, 2024).
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Additionally, best-practice organizations have adopted e-procurement tools as
integrated components of enterprise resource planning (ERP) systems where
supplier details and core processes are stored and controlled with an auditable
trail. These instruments increase the effectiveness of organizational processes
while optimizing procurement control and minimizing noncompliance threats
(Lombardi et al., 2021).

4.4 Three Theory Frameworks

The three core theoretical frameworks for the study are the Institutional Theory,
Resource-Based View (RBV), and Change Management Theory, which offers
dual view of procurement reform initiatives to the institutional and functional

aspects.
Institutional Theory

According to Institutional Theory, organizations modify their structures and
behaviour to accommodate official rules, standard procedures, and societal
expectations. What is more, in terms of ASECNA, the centrality push is not only
a response to internal efficiency imperatives but also reactive and pro-active to
external institutional factors, such as the need to conform with the global
standards in procurement and aviation safety (DiMaggio & Powell, 1983).
ASECNA seeks organizational legitimacy as an essential factor for
implementing best practice changes that fit global benchmarks for procurement

reforms.
Resource-Based View (RBV)

The Resource-Based View asserts that firms can create sustained competitive
advantage by accumulating and deploying valuable, rare, unique resources that
are well protected from replication (VRIN) (Barney, 1991). In the case of
ASECNA, procurement skills, supplier contacts, experience, and the use of

analytic data are some of the key value drivers. This centralization process
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simplifies procurement by pooling and optimizing these assets, improving
strategic decisions and performance metrics. Centralizing procurement,
ASECNA can manage its procurement data and supplier knowledge as

organizational information rather than local information.

Change Management Theory

Kotter's Eight-Step Change Model (Kotter, 1996) can be utilized to manage the

change process effectively (figure 4)



The eight-stage process of creating major change

1 Establishing a sense of urgency

+ Examining the market and competitive realities
+ |dentifying and discussing crises, potential crises, or major opportunities

.

2 Creating the guiding coalition

+ Putting together a group with enough power to lead the change
+ Getting the group to work together like a team

E

3 Developing a vision and strategy

+ Creating a vision to help direct the change effort
+ Developing strategies for achieving that vision

.

4 Communicating the change vision

+ Using every vehicle possible to constantly communicate the new vision and strategies
+ Having the guiding coalition role model the behavior expected of employees

.

5 Empowering broad-based action

+ Getting rid of obstacles
+ Changing systems or structures that undermine the change vision
+ Encouraging risk taking and nontraditional ideas, activities, and actions

v

6 Generating short-term wins

+ Planning for visible improvements in performance, or “wins”
+ Creating those wins
- Visibly recognizing and rewarding people who made the wins possible

-

7 Consolidating gains and producing more change
¢ Using increased credibility to change all systems, structures, and policies
that don't fit together and don't fit the transformation vision
¢ Hiring, promoting, and developing people who can implement the change vision
* Reinvigorating the process with new projects, themes, and change agents

:

8 Anchoring new approaches in the culture

¢ Creating better performance through customer- and productivity-oriented
behavior, more and better leadership, and more effective management

* Articulating the connections between new behaviors and organizational success

* Developing means to ensure leadership development and succession

Figure 4. Kotter’s eight stage change model (Kotter,1996:23)
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The model argues that it is important to develop the appropriate sense of
urgency, engender the formation of a powerful coalition, and create a well-
articulated vision for change. The key success factors discussed include
employee engagement, achieving quick wins, and institutionalization of
changes. Applying this model ensures that the centralization strategy in
ASECNA is another critical aspect founded on engagement, communication,
and the participation of the stakeholders which are crucial to the transformation

processes.

4.5 Theoretical Framework

Diagnosis encompasses an examination of decentralized inefficiencies within
the institution with the RBV to design a streamlined, centralized model followed
by action and assessment that includes procurement performance indicators
and evaluations by stakeholders. This iterative model facilitates the
implementation of evidence-based decision-making and learning, which is

crucial in the operations of a large multinational organization such as ASECNA.

5 Development Proposal

ASECNA is responsible for one of the largest civil avionic jurisdictions in the
world for nineteen African states and France. However, after these extensive
powers of procurement, ASECNA’s system is still relatively devolved since most
of the member’s states and operational units have their own procurement
divisions. Thus, a fragmented procurement framework and operations. This
fragmentation has led to inefficiencies, inconsistencies, and missed
opportunities for economies of scale. Considering these challenges, this section
proposes a centralized procurement model tailored specifically to ASECNA’s
unique geopolitical and operational context. It also incorporates the map of the
member states to highlight the magnitude and the region affected by the
changes on the membership.
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5.1 Theoretical Justification for Centralized Procurement

Centralized procurement is a strategic approach to process of procurement
functions and decision-making controlling various procurement processes within
one organizational unit. This is the primary rationale of bringing changes as one
would want to have a better, cheaper and more consistent system for
procurement. Public value, for instance, requires effectiveness in service
delivery as well as efficiency in utilization of resources by the organization to
benefit all the stakeholders. Centralized procurement is common with this
theory because it does minimize the procurement spending and enhance the

transparency within an entity, ASECNA, in this case.

Secondly, the Resource Dependency Theory (RDT) also favours centralisation
of procurement (in procurements) for inter-organisations such as ASECNA.
RDT suggests that an organisation is dependent on external resources and
these dependencies have been managed. Based on the analysis of the various
issues of concern, it emerged that centralization of procurement can resolve the
problem of dependency on various suppliers whilst at the same time increasing
bargaining power. Furthermore, the Transaction Cost Economics (TCE) theory
highlights that centralization reduces transaction costs by standardizing
contracts, simplifying processes, and minimizing duplicative administrative

tasks.

In particular, the ASECNA centralised procurement (purchasing) scheme
provides the opportunity to purchase in greater volumes because of the
advantages of the principles of economies of scale. In general, demands across
all member states are met at more affordable prices and favourable terms with
suppliers are more likely to reduce costs greatly. Moreover, centralization of
procurement makes it easier to implement standard procedures and practices in
procurement thus increasing procedural control and predictability of operations.
This aspect also strengthens the efficiency of managing relationships with
suppliers since ASECNA can create a sustainable collaboration with key

suppliers with reference to the set KPIs. Furthermore, the consolidation of an
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authority responsible for procurement of supplies enhances accountability,
minimize the probabilities of embezzlement and sub-standard purchase, thus,
enhancing quality and risk management in the end-to-end procurement

process.

5.2 Proposed Centralized Procurement Model for ASECNA

Given the insight to the current weaknesses within the present procurement set-
up and practice, a proposal to establishing a Central Procurement Unit (CPU)
within ASECNA's existing administrative structure is recommended. Based on
the discussions herein, the CPU would therefore be charged with the
responsibility of procurement at the agency level. It would connect with the
procurement officers of each member state to maintain compliance with the
respective country laws as well as the equal compliance with the principles
steered by ASECNA procurement (Siyal & Xin, 2020).

The CPU would be tasked with developing and enforcing standardized
procurement procedures, including the drafting of unified templates for requests
for proposals (RFPs), contracts, and evaluation criteria. This would reduce
complications in training due to differences in computer systems, would
enhance collaboration between institutions from different countries, and would
also eliminate duplication of efforts. Furthermore, the CPU would keep supplier
database whereby the performance of vendors is closely watched and only the

best is offered a chance to participate in different categories of procurement.

One of the components that can be readily incorporated in this model would
have to be digital procurement. An e-procurement solution would involve the
release of systems for procurement for tendering, reception of requisition,
evaluation, and payment among others. This platform is applicable for real-time
tracking of the procurement activities, baseline of decision making for the
procurement activities is achieved and increase accountability for the

procurement activities achieved. The platform would also allow access in
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different languages to avoid language limitation that may be a factor among

some of the member states. (Siyal & Xin, 2020).

For these practices to be sustainable, it is the role of the CPU to also manage
the continuing education of procurement officers. Capacity building
opportunities such as training programs, workshops, and certification would be
provided for improving staff capability in strategic sourcing, contracts
management, and other related ethical practices. The CPU would also have a
strategic mandate for the enhancement of the quality of its operations by
periodically assessing KPIs, and making changes where necessary, based on

empirical evidence and feedback from stakeholders.

5.3 Implementation Phases

The successful implementation of centralized procurement in ASECNA requires
a phased, inclusive approach. Each phase builds on the previous one to ensure

institutional buy-in, policy coherence, and operational readiness.
Phase 1: Stakeholder Engagement and Needs Assessment

The first step consists of involving all sundry stakeholder identification of supply
management concerns, concerns of others, and regulations. This phase is
useful in the objective to ensure that member state orchestrate their
expectations and come into a consensus with each other. Thus, questionnaires
and bilateral interviews and focus groups must be carried out with procurement
officers and officials of national aviation authorities and policymakers. A
comprehensive needs assessment should be undertaken to evaluate existing
procurement capacities, legal frameworks, and ICT infrastructure. These
insights will be used to model the structure of the centralized system, which will

consider goals set at the regional level and within the province.
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Phase 2: Policy Harmonization and Framework Development

The second phase focuses on the need to have a coherent procurement policy
that consolidates the procurement regulation throughout ASECNA. Both legal
advisors and procurement personnel should work together to effectively
produce the Central Procurement Framework (CPF), which contains
descriptions of the strategies, responsibilities, and the use of procurement
mechanisms in the case of conflicts. Standard operating procedures (SOPs)
and contract templates should also be developed during this phase (Prier et al.,
2021). To do so, the CPF needs to be checked for compliance with the
procurement laws of each of the member states and must reflect the

UNCITRAL Model Law on Public Procurement, among others.

Phase 3: Technology Deployment

For the third stage, it is indispensable that ASECNA implements the e-
procurement system, using a cloud-based infrastructure. They will have to
provide comprehensive solutions for all the end-to-end procurement processes
such as vendor registration, e-bidding, contract formation and procurement
analytics. Many levels of training for the vendor should be carried out, as well as
the offering of user manuals to enhance its use within the organization. ERP
system should be integrated with existing systems to avoid disruptive effects
and to improve data exchange. There is still the need to adopt measures within
the system that will enhance the protection of such information in the

procurement process to ensure operational security.

Phase 4: Training and Capacity Building

Effective implementation depends on the capacity of personnel to operate within
the new centralized framework. ASECNA must then establish a plan on training
needs of the technical and managerial personnel in the organization. It is
advisable to establish training programs to cover the appropriate topics

including strategic procurement planning, value for money, compliance, and
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ethical issues among other areas. Instead, professional certification courses like
Chartered Institute of Procurement and store (CIPS) can be adopted as ways to
enhance professionalism of personnel in the procurement career. It may also be
important to create a helpdesk or a support centre to continue with the technical

support for the user.
Phase 5: Monitoring, Evaluation, and Continuous Improvement

The final phase involves establishing a robust monitoring and evaluation (M&E)
system to assess the performance of the centralized procurement system. A
few of the important forms of KPIs include costs savings, procurement cycle
time, suppliers’ performance, and compliance rates. The performance will be
assessed on a regular basis by conducting audits and engaging in stakeholder
feedback sessions aiming at defining the problems and challenges. It is
recommended that within the CPU, there should be an M&E team whose
responsibility will involve generating the above reports and coming up with
recommendations for rectifications. This phase also guarantees that the
centralized procurement system will continually evolve to encompass and cater

for the emerging needs.

5.4 Anticipated Benefits

The centralized procurement model promises to deliver significant benefits for
ASECNA and its member states. First and foremost, it is believed that it will
produce significant amount of cost savings on account of bulk purchases, lower
negotiating costs, and lower transaction costs. Through the synergy it has
presented here, ASECNA will be in a better standing to negotiate for better
terms and ensure availability of stocks in the market. The general purpose of
the procurement policies and procedures to be complied with, implemented and
followed will ultimately ensure better compliance, transparency and

accountability.
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Additionally, the digital procurement tools will improve the operational efficiency
and data visibility in decision-making and procurement lifecycle. It will also
assist in the professionalization of the procurement workforce which would
enhance institutional development and improvement (Moshtari et al., 2021). All
in all, the proposed establishment of the centralized procurement system is an
opportunity for substantial change that ASECNA must adopt, to enhance its

organizational efficiency and serve the regions more effectively.

5.5 Geographic Scope of Implementation

The following map presents the geographic area of operation of this
organization; envisaging the magnitude of this undertaking, the map indicates
the countries that are under ASECNA coverage area (figure 5). This map shows
the areas of potential collaboration and integration since most of the regions are

covered in the map through the procurement system.
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This visualization above underlines the necessity of the common procurement
strategy that would have to adapt to the member states geographical, language,
and legal peculiarities. It also gives indication of economic synergy that

Centralised procurement can bring especially by means of regional integration.

6 Centralizing Procurement at ASECNA

6.1 Why Centralization is Necessary

The current decentralized procurement system at ASECNA has caused a lot of
problems and variations across the regional offices. Every region has its own
practices for supplier selection, procurement strategies, and contract standards,
resulting in complex and inefficient processes. These have led to high-cost
variations for similar goods and services, loss of potential group buying and
poor supplier relations. Additionally, the lack of standard procurement policies
and plans continues to compromise the agency on issues of transparency,
performance evaluation, and conformity to international conventions in civil

aviation safety as well as public procurement.

Centralization will allow for possibility to achieve economies of scale, simplify
purchasing processes, and have greater negotiating power with the suppliers. A
centralized system also increases compliance with procurement regulation,
delivers a better strategic purchasing strategy, and maintains a central
repository of supplier comparison and contracting (table 3). Most importantly, it
helps coordinate its activities to fit within ASECNA’s overall goal of providing

safe, effective, and accountable air navigation services.
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Table 3. Key Differences between Central and Decentralized procurement

Decision
Making

Cost
Efficiency

Speed &
Flexibility

Expertise

Decisions are
made by a single
department/team
in the

organization

Negotiating
better deals due
to bulk
purchasing,
volume
discounts, and
standardized

processes.

Slower due to
administrative
processes and

approvals.

Specialized
procurement

team with deep

Individual departments

or regional units have
the authority to make

decisions.

Lower cost efficiency
due to fragmented
purchasing and
missed bulk-buying

opportunities.

Faster decisions and
adaptability to local
needs.

Less specialized;
purchasing handled
by local staff with

varied expertise.

Centralized =

top-down
control;
Decentralized =
autonomy at
local/department

levels.

Centralized
reduces costs
through
economies of
scale;
Decentralized
may pay higher

prices.

Decentralized
allows quicker
responses but
may lack

consistency.

Centralized
leverages
expertise;
Decentralized

may lack
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Supplier

Relationship

Consistency

Risk

Management

Scalability

market

knowledge.

Strong, long-
term
relationships
with fewer

suppliers.

High consistency
in processes,
contracts, and

pricing.

Centralized
oversight
reduces risks
(e.g., fraud,
compliance

issues).

Best for large
organizations
with

Multiple supplier
relationships, often
transactional and

short-term.

Low consistency due
to varying practices

across

departments/locations.

Higher risk due to lack
of standardized

controls.

Suitable for smaller

organizations or those

uniformity in

skills.

Centralized
encourages
strategic
partnerships;
Decentralized
prioritizes local

convenience.

centralized
ensures
uniformity;
Decentralized
risks duplication
and

inconsistency.

Centralized
improves
compliance;
Decentralized
may expose
organizations to

vulnerabilities.

Centralized
scales well for

uniform
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standardized with diverse, localized @ demands;
needs. requirements. Decentralized
suits

geographically

dispersed
operations.
Technology Uses advanced  Relies on simpler tools Centralized
Use procurement or manual processes  invests in tech
software (e.g., at the department for efficiency;
ERP systems). level. Decentralized
may lack
integration.

The conclusions of the table were done by understanding the various
advantages and disadvantages of centralize and decentralize procurement and
getting the key differences of each, through the various data collected from
interviews, webpages and books listed in the references. Centralized verses
decentralized procurement and possible advantages or disadvantages an
organization may implement depends on its practical operational need and
decision between the two options. Further, a large organization like Asecna
would prefer centralized procurement in the near future, to benefit from its
advantages, with a single procurement team making decision for the
organization’s purchasing, better contract negotiations and enforcement of

company-wide polices.
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6.2 How Centralization Should Be Implemented

To achieve centralization of procurement in ASECNA, the proposed
implementation will be done in phases with stakeholder participation. Firstly, a
pilot phase should be implemented in various regional offices that have high
procurement volume and adequate digital compatibility. It will also provide the
means to test systems and processes in a live environment before extending it

to a large-scale environment.

In addition, there should be a digital procurement platform to handle the
supplier’s records and contract transactions to increase clarity. Interoperability
with current asset and operational systems at the selected regional offices and

member states will be possible.

Regarding sustainability, a training program must be established to provide
additional skills required by procurement personnel working within a centralized
environment. Supplier consolidation should be implemented as a way of
avoiding competition (with other purchases) and creating long-term strategic
partnerships with key suppliers. Finally, healthy procurement management
system requires organizations to set up proper performance measurement
frameworks with metrics like economical cost cutting approaches and operation
cycle duration as well as customer and stakeholder satisfaction measures to

support the constant improvement.

7 Implementation Plan for the Proposed
Recommendations

In this section, the author outlined an organizational design for the ASECNA
procurement system based on the theoretical framework developed and the
findings of the current state analysis. Specific components of the
implementation strategy include strategic goals and objectives, needs
assessment and baseline measurement, stakeholder management and

communication, pilot studies, full-scale deployment, and training and technology
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integration. The strategies outlined below gives further clarifications of each
component. They are expected to bring about progressive and sustainable
changes in ASECNA's procurement and supplier management processes and

policies across its international membership body.

7.1 Strategic Implementation Objectives

The implementation process is underpinned by several strategic objectives that
align with ASECNA’s overarching mission. A primary objective is to improve
efficiency in procurement through reduction in duplications, centralization of
procurement activities and increasing standardization across all regional offices.
This centralization of procurement authority will help ASECNA effect cost
reductions through economies of scale, better contractual terms, and a
streamlined approval system. Furthermore, centralization should enhance
supplier relations, facilitate strategic sourcing, monitor compliance and ensure

uniformity of supplier performance across geographical locations.

Another critical aspect of the reforms is compliance with regulations, which the
centralized system is bound to introduce as it seeks to introduce harmonized
procurement processes in line with the international safety requirements for
aviation and public procurement regulations. In addition, there is a need to
focus on developing procurement personnel to embrace new procurement
methods through the rollout of digital-based procurement and central control
structures. Lastly, the reform process aims to create an environment
encouraging sustainable organizational change implementation through
monitoring systems, stakeholder buy-in, and perpetuated organizational

development.

7.2 Initial Assessment and Benchmarking

The first component is an evaluation of ASECNA's current procurement
practices to start the implementation process (table 4). In this context, this

diagnostic phase is crucial in determining performance levels and the anomalies
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that may need correction. A series of procurement audits will be conducted at
all regional offices and may entail examining procurement records and
documents, supplier contracts, cost analysis, and adherence to procedures.
These audits will determine the level of variation in procurement, identify cost
differences for acquired products and services, and identify duplication of

activities.

This approach also involves supplier relationships mapping and categorizing
contracts according to their value, duration, and risk level on compliance.
ASECNA will have to benchmark itself against the models adopted by similar
international organizations to establish practices and systems adaptable to its
environment. Some of the deliverables that will come out of the phase shall
include a procurement baseline report, the performance dashboard, and a list of
proposed implementation recommendations for the development of a

centralized system.

Table 4: Baseline Procurement Metrics (Pre-Centralization)

Average Procurement Cycle (days) 34
Average Supplier Disputes (per year) 18
Compliance Rate (%) 62%
Duplicate Transactions 12%
Average Cost Variance (Same ltems) 1 22%

Metrics value before centralization
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The data in Table 4 represent averages of procurement cycle days, number of
supplier disputes per year, compliance rate, duplicated transactions rate and

cost variance, based on ASECNA's decentralised procurement audit report.

7.3 Stakeholder Engagement and Change Management

Based on the size and level of ASECNA's activity, effective stakeholder
management is crucial to the success of the centralization project. This phase
involves procurement officers, regional managers, financial controllers, IT staff,
and supplier representatives. It will include workshops with the stakeholders,
individual interviews and feedback sessions at which the stakeholders can
participate directly in the reform process and voice any concerns about the

unavoidable negative consequences of centralization.

One of the purposes of this phase is to reach a consensus on why change is
needed and why specific reforms should be implemented. Communication will
be open and constant, with substantial reporting on schedules, difficulties, and
anticipated shifts. Local change champions will be assigned within the regions
to engage stakeholders and report this to the central team. To prevent
resistance and promote commitment, the project engages the stakeholders in

decision-making in implementing the new procurement model.

7.4 Pilot Testing of Centralize Procurement

After establishing trust and commitment, the centralized procurement system
will initially be implemented in several regional offices. These regions will be
defined based on factors such as procurement volumes they can support, their
levels of digital literacy and geographic distribution. As a 'real-life' dress
rehearsal for the new processes, systems, and organizational structures, the
pilot phase will enable the project team to note issues and fine-tune operations

management before beginning large-scale implementation.
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In the pilot, the complete management of procurement activities within the
participating regions was handled by the procurement unit. It was also be
decided that all procurement transactions would occur through this new IT-
enabled platform with a unified procurement policy and documents across the
organization. Potential KPIs to track include the time taken to execute the
transactions, cost reduction, suppliers' compliance levels, and users'
satisfaction levels. Through surveys employing a sample of procurement staff,
suppliers, and regional managers, data was collected to facilitate modifying the
identified policies and tools. An assessment and establishment of new

guidelines for the rest of the organization will follow the pilot phase.

7.5 Full-Scale Rollout

Since the success of the pilot phase pointed to increased procurement
effectiveness, ASECNA plans to extend it to all offices in the following year.
This will be a progressive process involving the implementation of architecture
in stages where regions will be engaged based on factors such as the level of
preparedness, the extent of the emergency and the available resources. The
strategic and operational procurement management of materials for the region
will be handed over to the procurement unit, while local coordinators will be in

charge of identifying requirements and collaborating with the central office.

Supplier sourcing, contract award, and order placement would be conducted
using the procedural frameworks established during the pilot. Existing contracts
will also be analyzed with the possibility of consolidation or modification
according to the new framework. Employees will be offered constant support
with orientation meetings and process documentation. Performance reports, in
the form of performance dashboards, will be provided to steer the process in
real-time, with frequent reports presented to the top management team to

evaluate existing progress and potential risks or vulnerabilities.
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7.6 Training, Support and Digital Integration

The last process of the implementation strategy deals with training and digital
integration. ASECNA will establish a single e-procurement system that covers
activities such as the procurement of supplies, contract awards, supplier
assessment, and performance reporting. The platform should be designed to
cater to the contractor’'s management and international operations of ASECNA

and comply with the relevant procurement laws and regulations.

Extensive training programs will be offered regarding new technologies to
procurement personnel, finance officers, and other support staff to enhance
digital literacy among the officials. The training will cover the new centralized
procurement system and what change of operation this new model will entail.
Regular instruction, webinars, and stand-alone lessons will address the need for
and logistical complexity. An integrated knowledge base internal customer
support helpdesk shall be provided to ensure users seek assistance at various

stages to increase the usage rates of the system.

After implementation, the project team will also measure system feedback,
training outcomes, and continuous performance. Training sessions, equipment
modernization, and knowledge-sharing sessions for stakeholders of member
states for the ASECNA procurement system shall be applied to ensure
continued compliance with external conditions. The last stage is to strengthen
and maintain the centralized model by building the capacity and increasing the

competence of the key personnel for a continuous learning process.

8 Results

This section offers a summary of the centralization of procurement at ASECNA
and shows how it was achieved. These criteria are cost-oriented and can be
described as the following: cost-effectiveness, readiness to make processes
more standardized, management of the suppliers, acceptance from other

stakeholders, and conformity with some legal standards. This project evaluation
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is based on quantitative outcomes on performance and qualitative
questionnaires and feedback collected from the system users in the pilot and

adoption stages.

8.1 Improvements in Cost Efficiency

An important benefit of the centralisation process was relatively low
procurement costs that were effectively controlled. After the implementation,
surveys of the pilot regions revealed that the savings identified in the items
included in the high frequency spend categories varied by about 12% (table 5).
Most of this amount resulted from the procurement with the CPU of supply
contracts that consolidated demand throughout the regions. They included
improving and homogenising supplier contracts to obtain better pricing
conditions and eliminate other avoidable spending within the framework of

budget control.

Table 5: Cost Savings by Category (Pilot Regions)

IT Equipment €75,000 €65,000 13%

Uniforms & Personnel €42,000 €37,200 11.4%
Protection Equipment (PPE)

Office Supplies €20,000 €17,600 12%

Cost savings before and after centralization

Table 5 shows result in cost savings during the proposed procurement
centralisation pilot project in comparison to pre-centralization figures in euros.

Preliminary results from pilot regions demonstrate the model’s effectiveness.
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Centralized procurement led to significant cost savings, particularly in frequently
purchased categories like IT equipment and office supplies. Procurement cycle
times decreased by 25%, improving overall responsiveness. Standardized
supplier evaluation tools enhanced compliance and minimized contract
discrepancies. These outcomes validate the practical benefits of the proposed
model and reinforce the theoretical assumption that centralized procurement
leads to improved performance, accountability, and transparency. Stakeholder
feedback also confirmed a higher degree of satisfaction with the new system,

especially regarding clarity and speed of transactions.

8.2 Enhanced Process Standardization

Implementing uninterrupted procurement practices adopted by renewing the
policies involved multiple modes and methods that improved structural
integration among the regional offices of ASECNA and within the organisation
as a whole. SOPs were rolled out in pilot regions, procurement templates, and
their approvals, making the purchase order and contract approval more
straightforward. As evidenced in the transactional data, it is clear, that there was
a reduction of procurement cycle time by a fourth with documentation and

audibility, as other improvements were noted. (DiMaggio & Powell, 1983).

8.3 Strengthened Supplier Management

Centralisation of the supplier program started the development of master
supplier list that enhanced supplier clarity as well as appraisal within the
company. This integrated perspective facilitated a more holistic assessment of
suppliers about delivery time, product quality and adherence to contractual
terms and conditions. A preliminary analysis of the results revealed significant
signs of enhanced service delivery stability and decreased supplier conflicts. In
addition, new strategic sourcing practices, such as supplier segmentation and
category management, were introduced as an initial step toward supplier

development. (Knight et al., 2012).



40

8.4 Stakeholder Acceptance and Organisational Engagement

Stakeholder feedback collected during and after the pilot phase showed an
increasing appreciation for the centralised structure. Interviews conducted with
procurement staff and regional managers confirmed that the majority (78%)
noted that the centralisation increased procurement effectiveness, while 65%
noted that the model increased transparency (table 6). A notable turnover
strategy was to use weekly communication through huddles, giving training
workshops and identifying key change champions at the regional level to ensure
buy-in. Nonetheless, specific concerns remained regarding the local relevance
of the system and its ability to address contextual requirements outside the

central hub, especially within branch offices.

Table 6: Stakeholder Satisfaction Survey Results

Centralized procurement increased 78% 12% 10%
efficiency

The new system improves transparency 65% 20% 15%
Local needs are adequately considered in 54% 24% 22%

the new model

Table 6 show the percentile value of respondents’ agreement, neutrality or
disagreement to the proposed centralization system after the pilot phase at the

selected regions.
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8.5 Compliance with Regulatory and International Standards

The newly introduced centralised structure integrated well with international
procurement practices and safety standards for civil aviation. They highlighted
improvements in compliance with ISO 9001 procurement standards and
regional civil aviation procurement regulations from external audits. Leveraging
the digital procurement system and enforcing several compliance tools that
ensured procurement adhered to our internal policies and the international best
practices was easy. These improvements have boosted ASECNA's institutional

reputation and legal capacities.

Procurement Cycle Time Reduction (Before vs After Centralization)

34} - —e- Before Centralization
e —e— After Centralization

W
]

w
o

¥
o

Average Procurement Cycle Time (days)
L Ll
= [e¢]

221

o1 Qz Q3 Q4

o ter

Figure 6: Procurement Cycle Time Reduction (Before vs After Centralization).

The figure shows how the procurement cycle cuts down time and efforts before
and after centralization by developing a clear centralized procurement
strategies that integrates standard procedures of civil aviation.
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8.6 Summary of Results

The tight centralisation of procurement processes at ASECNA has provided
tangible benefits in costs, operations, and compliance. It also improved strategic
supplier management and achieved appreciable buy-in from internal
stakeholders. Although further implementation issues have been observed,
such as regional councils and system customisation, the initial outcomes
confirm that a centralised framework for procurement offers significant benefits.
On this basis, the results of this study offer positive evidence for the applicability
of the action research approach and form a solid starting point for further
development to optimally enhance ASECNA's procurement activities. (Habibi,
2020).

9 Evaluation of the Development Project

This section provides an assessment of the development project on ASECNA
expenditure and procurement, a consideration of the effectiveness of
implementing the research processes and approach, and the significance of
centralizing procurement in a multinational context. Lastly, it evaluates the

studies' strengths and weaknesses with recommendations for future work.

9.1 Alignment with Research Questions and Objectives

The study intended to evaluate the effectiveness and advantages of centralising
procurement in ASECNA; an organisation tasked with air navigation safety
within 19 African nations. The central research questions were: (1) What are the
current inefficiencies in the decentralised procurement system at ASECNA? (2)
How can a centralised procurement model address these inefficiencies? (3)
What impact would centralise procurement have on operational costs,

transparency, and efficiency within ASECNA?

Evaluations of the proposed centralisation model included theoretical literature,
a comparison with comparable regional organisations, and analytical data from
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interviews and documents. Overall, these methodologies achieved the
established objectives and ensured functionalities of the current procurement
system, as well as the proposed conceptual model of centralised procurement
and evaluation of expected benefits. The findings indicated that due to the
decentralisation of the ASECNA procurement function, several issues like
fragmentation of suppliers, duplication, and inadequate control are encountered.
Specifically, the centralised model eliminates these problems through

standardisation policies, digital procurement tools, and standard supply.

9.2 Measurable Outcomes

Although not actualised, the development project adopted a prognostic model
based on comparative information with other organisations that have enacted a
procurement centralisation policy, such as the African Union Commission and
the Economic Community of West African States (ECOWAS), for successful
experiences. The analysis of the implications also involved quantitative
benchmarks and quantitative factors such as costs, procurement cycle time,
vendor performance, and other administrative overheads. For instance, cost-
cutting, which included the cost of acquisition, consolidation of purchasing,
single sourcing, and consolidation of contracting stations, resulted in up to 20%

returns in comparable institutions.

Concerning the impacts of centralised procurement in ASECNA, is expected to
lead to a reduction of procurement cycle time by 30%, a reduction of
administrative costs by 15%, and the establishment of a performance
monitoring and evaluation system for vendors. In addition, the simulation
predicted increased transparency, especially with the incorporation of digital

procurement tools that allow for real-time tracking and auditing.
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9.3 Evaluation Metrics

This study aimed to develop informed and practical recommendations for
centralizing procurement within ASECNA. To evaluate the success of the

research in meeting its objectives, the following metrics were used:

. Objective Achievement:

Metric: Were actionable recommendations for centralizing procurement

developed? (yes/no)

Result: Yes. The study produced a set of context-specific recommendations,

derived from data analysis and comparative insights.

. Stakeholder Insight Capture:

Metric: Were the experiences and expectations of key stakeholders
(procurement officers, managers, executives) effectively gathered and

analyzed? (yes/no)

Result: Yes. Semi-structured interviews captured detailed qualitative input from

a cross-section of personnel.

. Comparative Relevance:

Metric: Was the comparative case study useful in highlighting applicable best

practices and pitfalls from other organizations? (yes/no)

Result: Yes. The comparative analysis identified several transferable strategies

and contextual caveats.

. Gap ldentification:
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Metric: Were gaps in the current decentralized procurement system clearly

identified through document analysis? (yes/no)

Result: Yes. Analysis revealed inconsistencies in supplier governance,

compliance lapses, and duplicated efforts.
. Feasibility of Implementation:

Metric: Do the proposed recommendations align with ASECNA’s organizational

structure and regulatory environment? (yes/no)

Result: Yes. Recommendations were vetted against existing frameworks and

stakeholder feedback for feasibility.

These metrics demonstrate that the research objectives were achieved and that
the findings provide a solid foundation for strategic decision-making regarding

procurement centralization at ASECNA.

9.4 Evaluation against the Knowledge Base

The findings corroborate the theoretical and empirical insights discussed in the
existing literature. The RBV theory negates the impact of the RBV theory in
consolidating the strategic resource of procurement for improving organisational
capability and competitive edge. Likewise, according to institutional theory,
there is a way for ASECNA as a regional organisation to gain from institutional
isomorphic processes, in this case, by emulating several established

procurement practices from other similar organisations.

Apart from the above arguments, literature also reveals that centralised
procurement has the advantage of decreasing corruption and increasing
accountability, a common topic of concern in most public sector organisations in
Africa. As Thai (2001) has asserted, strategic procurement policies are critical in
controlling spending on purchases, and the concentration of procurement

activities enhances compliance and monitors bearings. Wang et al. (2010)
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provide substantiation of the above school of thought regarding the impact of
centralisation of procurement originated by Callender & Matthews (2002) on
policy coherence across the various jurisdiction that possesses ASECNA, thus

being suitable for the testing in their multinational setting.

9.5 Reliability and Validity of Research Methods

The study used quantitative and qualitative research methodology, interviews,
focus group discussions with the procurement officers, policy specialists, and
ASECNA staff, and document analysis involving ASECNA's procurement
reports and policy manuals. Such approaches helped get different viewpoints,
making the results more reliable. Due to some restrictions put in place by the
organisations, the sample was relatively small, although measures were taken

to acquire participants from different member countries.

Validity was established by ensuring that the research instruments
corresponded to the goals and objectives of the project and by comparing and
checking the results with instruments utilised by other organisations. However,
some limitations have been observed, which tendered some impact on the
study's strength. Firstly, the fact that practical costs and procurement
inefficiencies in the current fiscal environment were qualitative rather than
quantitative made a comparative assessment less accurate. Secondly, the lack
of an implementation facet implies that the future results emphasised are
forecasted and not real-life tested and proved. Finally, cultural and
administrative differences across ASECNA's member states could influence the
feasibility and success of implementation but were not deeply explored due to

this project's scope.

9.6 Limitations of the Development Work

The proposed centralised procurement model has its strengths, but apparent
issues need to be considered. Firstly, political and organisational support for the

changes may be lacking. Since the model has not been adopted yet, its
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implementation in all the member states of ASECNA cannot be ascertained.
The nation's constant monitoring and superior bureaucracy may always fight
and delay the harmonisation process. Moreover, there are variations in
procurement legislation, language and IT systems between the member

countries, which could be other challenges.

The present development work also dragged data quantity and quality regarding
data accessibility. One of the key issues in ASECNA is that, due to its
decentralised structure, procurement data is fragmented, and there is no
comparative data and information. This was made worse by the absence of
real-time mechanisms in tracking the procurement issues; hence, time
performance metrics were hard to assess. Moreover, even though digital
procurement tools are assembled elements of the proposed model, the practical
possibilities to implement such tools across member countries, some of which

may have a weak elaborated digital environment, were not featured.

9.7 Implications for Future Practice

Based on the findings shown in the research, which is summarised in the given
paper, the results of the development project are encouraging, and they hold
significant potential for being applied in further practice. This proposal provides
a clear plan for starting the centralisation of procurement by firstly focusing on a
few member states and a few items essential to a given state. Success at this

stage may set the foundation for expansion and implementation in the future.

This study also lays the foundation for more research and the collection of data
desired in the forthcoming period. Thus, the need to reduce procurement-
related risk calls for a comprehensive procurement monitoring system to be put
in place and for enhancing the procurement policies between the member
countries. For procuring significant reforms, forming ASECNA's central
procurement authority could also provide much-needed governance. Proactively
developing adequate human resources will be relevant as it will form the basis
for staff working within the centralised procurement system.
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9.8 Overall Evaluation

The development project successfully answered the research questions and
proved that centralised procurement could add significant value to ASECNA.
Since the actual realisation and reality check are still in the raw stages, the
theoretical framework, the stakeholders' response, and the model's comparative
assessment reveal it to be realistically plausible and highly revolutionary.
Looking at different countries, it is evident that it is beneficial for ASECNA to
harmonise procurement strategies as this shall be a plus in the way of cost cuts,

enhanced transparency and accountability, and operational consistency.

Its strength is that it provides a specific framework for an idea that can be easily
implemented in an organisation with the help of empirical evidence. It can be
adopted as a model that may be modified depending on the outcome of the pilot
implementation and other stakeholders' opinions. Thus, it is of practical

importance and application to the current plans of the ASECNA organisation.

10 Conclusions

10.1 Evaluation of Implementation and Organisational Impact

The procurement functions are still not fully centralised at the ASECNA level.
However, the process within the organisation has been made to prepare for
such centralisation. The developmental work was conducted through thorough
qualitative analysis, document reviews, stakeholder perspectives, and
theoretical grounding in procurement best practices for regional organizations.
The research has developed a realistic and logical model of centralised
procurement since it has used both theoretical and empirical contexts in a

staged action plan.

It remains hypothetical to implement, but they are quite workable as a pilot
scheme. That is in the form of phased engagement, where the stakeholder
consultation phase is followed by the alignment of policies, which is followed by
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the provision of relevant digital infrastructure, all of which aims at engaging all
the member states in the process while taking into consideration the various
political, regulatory challenges. The project provides an academic foundation
but with an operational focus, and ideally, it can be run as a pilot study in the

future.

10.2 Resolution of the Research Problem

The original research question asked whether centralized procurement could
lead to increased efficiency, cost reduction, and improved accountability within
ASECNA. According to data analysis and the theory of the centre of gravity,
centralised procurement can help to overcome these challenges (Davies, 2013).
As deduced from the literature on public procurement reforms and regional
integration, centralised procurement is an efficient weapon for eradicating
fragmentation and proactive bargaining, specifically in the African institutional

environment.

Furthermore, the study follows the trends of procurement synergy in
organisations within the African Union and ECOWAS, where processes have
depicted favourable outcomes. The findings imply that the centralisation of
procurement could improve ASECNA's operational effectiveness and strategic

utilisation of resources.

10.3 Self-Reflection

Completing this thesis was a learning exercise that enriched me regarding
institutional environments and strategic procurement systems. There was some
difficulty in obtaining integrated data for all the member states of ASECNA due
to differences in legal and procurement systems. This brought out the need to
harmonise both principles and why centralisation may hold some applicability

benefits.
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Consequently, this project strengthened my skills in applying qualitative
research, where | gained more experience in stakeholder analysis, policy
mapping, and diagnostics of organisations. This aimed at striking the right
balance between academic and pragmatic approaches, which was high gear on
one front while nurturing my innate interdisciplinarity on the other. It taught me
not only to ask the right questions but also to ask the right questions in the right

way to provide appropriate answers that may help to change the organisation.

10.4 Relevance for the Working Life Partner (ASECNA)

This study has direct implications for ASECNA's strategic evolution. Because
ASECNA is an intergovernmental agency that covers many African states in
managing air traffic, it needs worthy procurement systems to manage its
transnational responsibilities properly. The following are the recommendations
that, when implemented, would help to provide a guideline towards

centralisation of procurement operations.

ASECNA can expand the concept by starting the pilot centralisation to procure
high-volume, low-risk categories to get a feel of the results during its execution.
Moreover, using technology in procurement and integrating information systems
in procurement enhances innovation in public sectors in conformity with
ASECNA's vision to be a safe and efficient flight zone in Africa. This move by
ASECNA may also lead to better compliance rates, eradication of duplication,
proper management of the vendors, and, most importantly, improved
transparency. Thus, the study findings provide evidence to convince the
organisation's senior management and the national stakeholders that
organisational centralisation is not just an administrative decision but a strategic

imperative.

10.5 Validity and Reliability of the Research

The results are consistent when analysing the data collected from different

sources and using different research methods. Semi-structured interviews
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conducted to the procurement officers, document review, and benchmarking
were employed to obtain a broad perspective on various regions' procurement
activities. The congruence between qualitative feedback data and quantitative

performance measures enhances the internal reliability of the study.

The emphasis on the theoretical foundation and action research approach was
a replicable framework for the diagnostic, interventional, and evaluation phases.
However, some variation in the level of response from the offices by region and

the availability of data may have caused some inconsistency in the assessment.

10.6 Limitations of the Study

Some challenges were faced during the development project, which is
explained below: Firstly, it would be crucial to acknowledge that time and
resources were limited, which meant that the collaborative model was only pilot
tested in these stages. Consequently, specific long-term effects, including

supplier performance shifts or system steadiness, were not quantifiable.

Secondly, whilst stakeholder engagement was a key priority, different digital
literacy and procurement resources across different regions made it challenging
to achieve a consistent uptake. These differences reflected the need for

continued training and support throughout the implementation process.

Lastly, research in the ASECNA framework, representing a multinational
aviation organisation, may only be partially relevant to other sectors or regions.
Nevertheless, the foundational ideas of centralizing procurement and change

are more generalisable to other settings.

10.7 Critical Reflection on Methods and Literature

Due to its inherent characteristics, the action research method helped promote
change within the context of ASECNA. Due to its iterative pilot testing and
participatory nature, engaging stakeholders in the process and learning

continuously was possible. Institutional Theory, in tandem with the Resource-
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Based View and Change Management Theory, provided rich insight into the

processes leading to change and the practicalities of implementation.

Concerning the literature review, it noted the key strengths and weaknesses of
centralised procurement systems. The case comparisons accentuated the need
for local autonomy with central oversight, an issue relevant to ASECNA's
operations. There is still a gap in the literature on how African minimum
navigation performance specifications (MNPIs) are implementing procurement

reform; this research avenue has yet to be explored.

10.8 Recommendations for Future Research and Development

While this thesis has presented a robust framework for centralized procurement,
there are several areas that future research could explore. Firstly, cross-
sectional quantitative research should be carried out to test the framework
mentioned above in one or two of the member states or regional offices, where
real-world data could be collected to corroborate the current perspective or

improve the mentioned model.

Secondly, future research may explore the effects of legal integration and other
political and economic factors on the implementation process. These are
important, especially in a multilateral organisation like ASECNA, where great
attention must be paid to national jurisdictions and regional interstate

cooperation.

Lastly, e-marketplaces, block chain verification, and artificial intelligence for
decision-making in procurement requirements also provide additional savings
and risk mitigation efforts. Hence, the connection with other business-wide
applications, particularly enterprise resource planning (ERP), should also be

examined.

Therefore, the thesis aims to explain the reasons for the proposal for

centralising procurement in ASECNA and analyse the possibility of
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implementing this approach. The indicated propositions are relevant and
valuable for enhancing organisational performance, increasing transparency
and minimising costs within the scope of 19 countries ASECNA operates. The
work gave an idea of the possible development project, which, if actualised,
could be a model for the growth of regional integration and procurement

systems in Africa.
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Appendix 1

Interview Questions for ASECNA Procurement Reform Study

1. Can you describe your role in the procurement process within your

regional office?

2. What challenges have you encountered with the current decentralized

procurement system?

3. Have you experienced issues with duplicated efforts or inconsistent

supplier terms across regions?

4. How do you manage supplier relationships and contract terms in your

office?

5. What is your perspective on shifting toward a centralized procurement

system?

6. In your view, what would be the key benefits and drawbacks of

centralizing procurement activities?

7. How prepared do you feel your office is in terms of digital systems and

training for a centralized approach?

8. What concerns or resistance do you foresee among stakeholders

regarding this change?

9. How can communication and training be improved to support the

transition?

10.  What suggestions would you offer to ensure a smooth and effective

implementation of a centralized system?



Appendix 2

ASECNA'’s Stakeholder Satisfaction Survey feedback collected during and
after the pilot taste.

1. Centralized procurement increased efficiency
Responses

Agrees 78%

Disagrees 10%

Neutral 12%

2. The new system improves transparency
Responses

Agrees 65%

Disagrees 15%

Neutral 20%

3. Local needs are adequately considered in the new model
Responses

Agrees 54%

Disagrees 22%

Neutral 24%
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