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Abstract
Garissa Water and Sewerage Company has consistently recorded poor performance manifesting in form of decline in revenue collection, rising operational costs, and limited water coverage. While studies have linked strategic management practices to organizational outcomes, there is limited research in the=is area for Garissa Water and Sewerage Company; justifying the need to investigate the effect of leadership change on GAWASCO’s performance. This study investigates the effect of leadership change on the performance of Garissa Water and Sewerage Company, Kenya. Despite regulatory reforms in the water sector, GAWASCO continues to underperform, raising concerns about the role of leadership in driving organizational outcomes. The study employed a descriptive research design targeting 91 employees of Garissa Water and Sewerage Company, Since the target population was manageable and easily accessible, the study used census. Primary data was collected using semi-structured questionnaires complemented by interviews with key informants. The tool was tested for validity using content analysis and reliability using The Cronbach’s alpha coefficients at a threshold of 0.7. Quantitative data collected was analysed to yield. descriptive statistics. Regression analysis was carried out to establish a model for predicting the dependent variable in terms of the independent variable. The findings revealed that leadership change positively and significantly influences performance of Garissa Water and Sewerage Company, Kenya., with emphasis on leaders’ commitment, competence, creativity, and ability to build coalitions for change. The study concludes that leadership transformation enhances efficiency, service delivery, and revenue collection in public water utilities. It recommends strengthening leadership development programs, fostering innovative leadership styles, and institutionalizing participatory approaches to sustain performance gains.
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1. Introduction
The Kenyan water sector has undergone multiple reforms aimed at decentralization, autonomy of utilities, and performance accountability (Mwakimasinde, Odhiambo, & Byaruhanga, 2020).   Besides, leadership plays an indispensable role in shaping organizational strategy, culture, and performance. Transformational and participative leadership styles, in particular, have been linked to improved service delivery and employee motivation (Kimani, 2019). In dynamic sectors like water provision, leadership change is often necessitated by governance reforms, political shifts, or organizational crises. Moreso, the Resource-Based View (RBV) theory emphasizes leadership as a strategic organizational resource that creates sustained competitive advantage (Barney, 1991). Similarly, Contingency Theory posits that leadership effectiveness depends on contextual adaptation (Fiedler, 1964). So, effective leadership enables organizations to adapt to change, align stakeholder interests, and achieve sustainability (Northouse, 2021). This is because leadership change provides an opportunity to redefine organizational culture and performance. So, leadership is a critical determinant of organizational performance, particularly in public utilities that operate in complex, resource-constrained environments. These perspectives underscore the significance of leadership change in addressing performance gaps in organizations like GAWASCO.
2. Statement of the Problem
In Kenya, water and sewerage companies play a vital role in public health, economic development, and environmental protection.  However, despite reforms emphasizing on decentralization and corporate governance, many utilities, including GAWASCO, continue to struggle with inefficiencies (WASREB, 2022). Most of these utilities continue to underperform due to weak leadership structures, poor revenue collection systems, and lack of innovation. For GAWASCO, persistent challenges such as low revenue efficiency, high non-revenue water, and escalating operational costs highlight leadership as a key bottleneck (GAWASCO Reports, 2023).For instance, Garissa Water and Sewerage Company has consistently recorded poor performance indicators, including a decline in revenue collection, rising operational costs, and limited water coverage. Financial records show revenue dropped from $11.029 million in 2014/15 to -$4.540 million in 2015/16, with operating costs rising to over $35 million by 2018 (GAWASCO Reports, 2023). Studies have linked strategic management practices to organizational outcomes (Kim, Watkins, & Lu, 2019; Mwangi, 2021. However, empirical evidence on the direct relationship between leadership transformation and organizational outcomes in public water utilities remains limited. Although leadership transitions have been frequent, heir impact on organizational performance has not been systematically assessed. These gaps justify the need to investigate the effect of leadership change on GAWASCO’s performance. This study focuses on GAWASCO, which has consistently ranked among the lowest-performing utilities in Kenya, to assess how leadership change affects its operational and financial performance.

3. Objective of the Study
To establish the effect of leadership change on the performance of Garissa Water and Sewerage Company, Kenya.
4. Hypothesis of the Study
H01: Leadership change has no significant effect on the performance of Garissa Water and Sewerage Company, Kenya.

5. Literature Review
5.1 Theoretical Framework
5.1.1 Contingency Theory 
According to Fiedler, (1964), Contingency Theory emphasizes that leadership effectiveness is context-dependent. Leaders must adapt their style to organizational conditions, such as resource constraints, regulatory requirements, and stakeholder expectations. In GAWASCO, effective leadership requires balancing political, social, and operational demands. Three key aspects are noteworthy: First, contingency theory stresses situational leadership adaptability. In resource-constrained utilities, leaders must adopt participative and transformational approaches to motivate staff and drive efficiency (Levasseur, 2001). Second, it highlights the importance of aligning leadership with organizational strategy. For GAWASCO, leadership change provides opportunities to realign strategies toward financial sustainability. Third, the theory underscores flexibility and responsiveness, vital for utilities facing constant regulatory and service delivery challenges.
5.2 Empirical Literature
Leadership influences organizational culture, employee motivation, and service delivery. Kimani (2019) established that transformational leadership positively affects employee engagement and organizational performance in Kenyan state corporations. Similarly, Nyaga (2022) found that participative leadership enhances accountability and service delivery in county-based institutions.
In the water sector, Uzel (2019) observed that leadership change in utilities improves adaptability to reforms and strengthens operational systems. Mwangi (2021) demonstrated that leadership competence and commitment significantly improve revenue collection and operational efficiency in public water utilities. However, studies by Ochieng (2019) noted that leadership changes often fail to translate into improved performance when not accompanied by institutional reforms.
Globally, studies highlight similar patterns. Roberts et al. (2024) showed that leadership transitions in the telecom sector enhanced organizational performance through employee motivation. Patel et al. (2023) linked leadership-driven cultural change to improved productivity in Indian organizations. These findings indicate that leadership change has the potential to transform organizational outcomes if contextually adapted.
5.3 Conceptual Framework
Figure 1 indicate the relationships between the IV and DV. Independent Variable: Leadership Change (management commitment, competence, creativity, coalition building) while Dependent Variable: Organizational Performance (service delivery, efficiency, revenue collection, customer satisfaction).
Leadership Change 
· Commitment 
· Competence
· Creativity & Innovativeness 
· Coalition Building                        
Organizational Performance 
· Service Delivery 
· Efficiency 
· Revenue Collection 
· Customer Satisfaction







Figure1: Conceptual framework
6 Research Methodology
This study employed a descriptive research design, which is suitable for analyzing perceptions, behaviors, and outcomes of leadership change (Creswell, 2014). 
The study was conducted at GAWASCO in Garissa County, Kenya, a utility identified among the lowest-performing in the country (WASREB, 2022). GAWASCO is a public utility mandated to provide water and sanitation services in the county, serving both urban and peri-urban communities. The organization faces persistent challenges such as low revenue collection, high non-revenue water, and operational inefficiencies, making it an ideal case for examining the effects of leadership change on organizational performance. 
The target population comprised 91 employees drawn from three core departments: Accounts, Administration, and Operations. These departments were selected because they represent the backbone of GAWASCO’s financial management, governance, and service delivery functions. A census approach was adopted since the population was relatively small and manageable, ensuring that the study captured perspectives from all key functional areas, thereby enhancing representativeness and reducing sampling error.
Given the relatively small target population of 91 employees, the study adopted a census, meaning that all employees were included as respondents.
Primary data was collected using semi-structured questionnaires complemented by interviews with key informants. The questionnaires included both closed and open-ended questions, which enabled the collection of quantifiable data while also capturing qualitative insights on leadership practices. Specifically, the instruments were designed to measure leadership dimensions such as commitment, competence, creativity, and coalition-building, and to link them to organizational performance indicators like service delivery, efficiency, revenue collection, and customer satisfaction. 
Interviews with senior management and departmental heads provided further depth, allowing for triangulation of findings and reducing the likelihood of bias associated with self-reported data. This combination of tools enhanced the richness and reliability of the data collected, making it possible to analyze both statistical relationships and contextual dynamics.
A pilot study was conducted with a small group of 10 employees of Wajir Water & Sewerage Company (WAJWASCO) from a neighbouring County. The pilot aimed to test the clarity, relevance, and comprehensiveness of the questionnaire items as well as to establish the reliability and validity of the research instrument. Feedback from participants highlighted a few ambiguities in question wording, which were subsequently revised to improve clarity. The pilot study thus provided confidence that the tools were suitable for the main study and capable of producing valid and reliable data.
Validity of the instrument was tested sing content analysis, where the supervisor and other experts from Garissa University engaged. 
Reliability analysis was conducted using Cronbach’s alpha, and all constructs recorded values exceeding the acceptable threshold of 0.7, confirming strong internal consistency of the items as shown in Table 1.
Table 1: Reliability Results
	Construct
	Cronbach’s Alpha
	Comment

	Commitment 
	0.897
	Reliable

	Competence
	0.888
	Reliable

	Creativity & Innovativeness 
	0.878
	Reliable

	Coalition Building                        
	0.827
	Reliable

	Commitment 
	0.808
	Reliable


Source: Field Data (2024)
The Cronbach’s alpha coefficients each constructs exceeded 0.7 threshold, indicating strong internal consistency. This confirmed that the instrument reliably measured leadership change variables.
Quantitative data collected from the questionnaires was analysed with aid of Statistical Package for Social Sciences (SPSS) Version 27.0 to yield descriptive statistics such as means, frequencies, and standard deviations. These were used to summarize leadership and performance indicators, providing an overview of how employees perceived leadership practices at model for predicting performance of Garissa Water and Sewerage Company in terms of leadership change.
The study adhered to strict ethical standards to protect the rights and welfare of participants. Approval to conduct the research was obtained from the National Commission for Science, Technology and Innovation (NACOSTI), Garissa University, and the management of GAWASCO. Informed consent was sought from all respondents, with assurances that their participation was voluntary and that they could withdraw at any point without consequences. Confidentiality was guaranteed by anonymizing responses and ensuring that data collected was used solely for academic purposes. Additionally, the study avoided any form of coercion and ensured that the research process upheld transparency, integrity, and respect for participants, thereby aligning with international ethical standards for social science research.
7. Results and Discussions
Demographics
Out of the distributed questionnaires, 76 valid responses were obtained, representing an impressive response rate of 83.5%. This high response rate strengthened the validity and reliability of the findings by ensuring that the perspectives captured were both broad and reflective of the entire workforce. Furthermore, the census approach minimized the risk of omitting critical insights that may arise from smaller or stratified samples, thereby allowing the study to provide a holistic view of the impact of leadership change on GAWASCO’s performance.
Descriptive Statistics on Leadership
Table 2: Descriptive Statistics on Leadership
	Statement
	Mean
	Std. Dev

	Leaders create urgency for change
	3.06
	0.64

	Leaders show dedication and drive
	3.91
	0.45

	Leaders demonstrate professional competence
	3.91
	0.29

	Leaders exhibit creativity and innovativeness
	3.97
	0.38

	Management forms effective guiding coalitions
	3.91
	0.29

	Leaders develop and support change teams
	4.13
	0.52

	Aggregate Score
	3.82
	0.43


The descriptive statistics show that leadership practices at GAWASCO were rated positively by employees, with an overall aggregate mean of 3.82 and a standard deviation of 0.43, indicating consistent agreement across respondents. Among the individual indicators, the highest-rated attribute was leaders’ ability to develop and support change teams (M = 4.13, SD = 0.52), suggesting that leadership is perceived as effective in mobilizing employees and building collaborative structures for organizational transformation. Leaders were also highly rated for exhibiting creativity and innovativeness (M = 3.97, SD = 0.38), as well as demonstrating professional competence and forming guiding coalitions (both M = 3.91), reflecting confidence in leaders’ technical capacity and teamwork orientation. Dedication and drive also scored strongly (M = 3.91, SD = 0.45), reinforcing the perception that leaders are committed to organizational goals. However, the lowest-rated aspect was leaders’ ability to create urgency for change (M = 3.06, SD = 0.64), indicating a gap in vision-setting and the communication of change imperatives. Overall, the results suggest that while leadership at GAWASCO is generally competent, innovative, and supportive, there is room for improvement in cultivating a stronger sense of urgency and transformational momentum.
Inferential analysis
Regression Analysis Results

Table 3 a) Model Summary
	Model
	R
	R²
	Adjusted R²
	Std. Error of the Estimate

	Leadership → Performance
	0.734
	0.538
	0.524
	0.274


The model summary indicates that leadership change explains 53.8% of the variance in organizational performance at GAWASCO (R² = 0.538). This means that more than half of the company’s performance outcomes, such as service delivery, efficiency, and revenue collection, can be attributed to leadership practices and transformations. The correlation coefficient (R = 0.734) suggests a strong positive relationship between leadership and performance, while the adjusted R² (0.524) confirms that the model remains robust even when adjusted for sample size. The standard error of 0.274 is relatively low, implying that the model provides reliable predictions of organizational performance based on leadership variables.
Table 3 b) ANOVA Results
	Source
	F
	Sig.

	Regression
	16.21
	0.000


The ANOVA test results show that the regression model is statistically significant (F = 16.21, p = 0.000). This means that leadership change as an independent variable significantly predicts organizational performance, and the likelihood that this relationship occurred by chance is less than 0.1%. In other words, leadership practices such as managerial commitment, competence, creativity, and coalition-building have a meaningful and systematic effect on GAWASCO’s performance outcomes.
Table 3 c) Coefficients
	Variable
	B
	Beta
	t
	Sig.

	Constant
	0.412
	–
	2.01
	0.046

	Leadership
	0.612
	0.734
	6.92
	0.000


The coefficients table reveals that leadership has a positive and significant effect on organizational performance, with a standardized Beta of 0.734. This indicates that for every one-unit improvement in leadership practices, performance increases by approximately 0.612 units, holding other factors constant. The high t-value (6.92) and significance level (p = 0.000) confirm the strength of this relationship. The constant (B = 0.412, p = 0.046) represents baseline performance when leadership factors are absent, suggesting that leadership acts as a strong multiplier rather than the sole determinant of outcomes. These findings imply that strengthening leadership qualities especially competence, creativity, and coalition-building directly translates into improved organizational performance at GAWASCO.
The findings of this study revealed that leadership change has a strong and positive effect on organizational performance at GAWASCO, with leadership practices explaining over 50% of the performance variance. These results align with Kimani (2019), who found that transformational leadership significantly improves employee engagement and organizational effectiveness in Kenyan state corporations. Similarly, Nyaga (2022) reported that participative leadership enhances accountability and service delivery in county-based organizations, supporting the idea that adaptive leadership is essential in resource-constrained environments. Mwangi (2021) further emphasized that leadership competence and commitment are crucial for improving financial sustainability in water utilities, echoing the current study’s findings that leaders’ creativity and coalition-building directly influence efficiency and revenue collection. Globally, Roberts et al. (2024) established that leadership transitions in the telecom sector increased organizational performance through employee motivation, while Patel et al. (2023) demonstrated that leadership-driven cultural change in India led to productivity gains. However, Ochieng (2019) cautioned that leadership changes do not always yield positive outcomes unless accompanied by structural and institutional reforms, a challenge that GAWASCO must address to sustain improvements. Collectively, these comparative insights confirm that leadership change is a powerful driver of organizational performance, but its success depends on contextual adaptation and supportive organizational frameworks.
The descriptive results revealed that employees positively rated leadership competence, creativity, and coalition-building. However, leadership urgency for change scored lowest, suggesting a gap in driving transformational momentum. Regression results confirmed a significant positive relationship between leadership change and organizational performance, explaining over half of the performance variance. The findings show that leadership change enhances efficiency, innovation, and adaptability in GAWASCO.
The results demonstrate that leadership change is instrumental in reversing organizational decline. Leaders who foster commitment, competence, and creativity improve service delivery and revenue collection. The study confirms Contingency Theory’s assertion that effective leadership depends on context, as GAWASCO requires adaptive leaders to navigate resource constraints and stakeholder dynamics. Comparative studies reinforce these findings, with transformational and participative leadership styles repeatedly linked to improved performance outcomes in public utilities (Kimani, 2019; Mwangi, 2021).
8. Conclusions and Recommendations
Conclusions
This study concludes that leadership change exerts a significant and positive influence on the performance of Garissa Water and Sewerage Company (GAWASCO). The findings revealed that leadership competence, commitment, creativity, and coalition-building are central drivers of organizational success. Leadership transitions create an enabling environment for redefining organizational priorities, aligning resources with strategic objectives, and fostering innovation that directly improves service delivery and revenue collection. In particular, leaders who demonstrate professional competence and visionary thinking are better positioned to inspire employees, strengthen operational systems, and build trust among stakeholders. These elements collectively contribute to greater efficiency and effectiveness, highlighting leadership as a cornerstone of sustainable performance in public utilities.
Furthermore, the study affirms that leadership change is not merely a structural adjustment but a transformative process with far-reaching implications for organizational culture and accountability. Effective leadership transitions provide opportunities to improve employee morale, enhance participatory decision-making, and drive customer-centered service provision. However, the sustainability of these gains depends on the ability of leaders to establish urgency for change, institutionalize participatory practices, and foster organizational learning. For GAWASCO, leadership change should therefore be accompanied by systemic reforms that support transparency, innovation, and stakeholder inclusivity. By embedding these practices, the company can not only overcome persistent operational inefficiencies but also position itself as a resilient and adaptive utility capable of meeting the evolving water and sanitation needs of Garissa County.
Recommendations
1. Strengthen leadership development and succession planning programs at GAWASCO.
2. Promote transformational and participative leadership styles to foster innovation and accountability.
3. Institutionalize stakeholder-inclusive decision-making in leadership transitions.
4. Enhance urgency and vision-setting in leadership communication to drive performance momentum.
Policy Recommendations
Increase Change Communication and Vision Setting: Since creating urgency for change was the lowest-ranking leadership dimension, leadership development must focus on communication skills that clarify compelling visions, goals, and the necessity for change.
Strengthen Leadership Development Programs: Initiate ongoing professional development for current and future leaders in creativity, competency, and coalition building, the traits that have shown high leverage on performance.
Institutionalize Leadership Evaluation Mechanisms: Regular leadership assessment using employee feedback can track progress, identify gaps, and align leadership practice with organizational goals.
Embed Leadership in Strategic Planning: Embed leadership development in organizational strategy so that leadership change is followed through with structural and institutional support
Practical Implication
Targeted change in leadership can have a significant effect on service delivery, efficiency, and revenue collection.
The low standard error and high correlation show that leadership variables are reliable predictors of performance, and thus a sound foundation for performance-based leadership interventions.
The findings can guide recruitment, training, and promotion policies according to traits such as competency, creativity, and coalition-building that are linked to higher organizational output.
Social Implications
Improved leadership means better performance in essential services such as water supply with a direct impact on citizens' quality of life and public health.
Successful, supportive leadership leads to a motivated, cohesive staff, reducing turnover and improving long-term organizational sustainability.
Demonstrating leadership responsibility and effectiveness can restore the public confidence in government-owned enterprises and state institutions.
Limitations of the study
The research is based on a cross-sectional data, which limits the ability to make causal inferences and/or observe change over time.
Findings are based on GAWASCO alone and may not extend to other public utilities or sectors with different operating dynamics.
Suggestions for Further Research
To build upon the current research and overcome some of the current limitations, future research would do well to employ longitudinal designs in tracking the impact of leadership changes over time. This would allow researchers to analyze patterns, measure lasting effects, and more comprehensively establish causality between organizational performance and leadership behaviors.

Further, comparative analyses in other water utilities or other state-owned organizations would enhance the generalizability of the research findings. Comparative analyses would determine whether the positive relationship between leadership and performance in GAWASCO is extendable to different organizational settings, businesses, and geographical locations.

To complement quantitative data and provide richness to understanding, qualitative approaches such as in-depth interviews, focus groups, or organizational case studies are also recommended. These would yield insights into employees' perceptions of leadership behaviors, leaders' real-world challenges, and how organizational culture affects or restricts leadership effectiveness. 
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