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Top Three Lessons from the Survey for 
Reforming Uganda’s Public Service 
 
#1: Institutions greatly vary in how they manage their public 
servants – civil service reforms thus need to be tailored to 
institutional-level realities. 
 
In some institutions, for instance, almost all public servants are recruited through 
written examinations, while others hardly administer exams to recruit staff. In some 
institutions, poor performance evaluations matter for the careers of public servants, 
while in others performance evaluation results have little relevance. And in some 
institutions, most public servants with similar responsibilities get similar pay, while in 
others pay for public servants with similar responsibilities varies. This variation in civil 
service management practices suggests that civil service reforms need to be designed 
at the institutional level, adapted to the needs and particularities of a specific 
institution. Government-wide reform designs may not work in the varied civil service 
management realities across institutions. 

#2: Most public servants intend to stay in the public sector and 
are motivated to serve the public – yet not necessarily satisfied 
with their jobs or always motivated to work hard on their jobs. 
 
This puts a premium on management practices to enhance work motivation and job 
satisfaction in particular. The combination of seeking to remain in the public service 
despite low job satisfaction and work motivation is a key hurdle that must be overcome 
in order for Uganda’s public service to become more effective. 

#3: Several civil service management practices are 
systematically associated with greater work motivation and job 
satisfaction in the public sector – evidence-based reform 
designs would do well to focus on them. 
 
Hiring public servants through formal selection procedures (written exams and 
interviews); safeguarding promotion and dismissal decisions from political 
interference; ensuring that public servants perceive a link between performance 
evaluation results and their career prospects; and paying public servants with private 
sector job options competitive salaries are all management practices which are 
statistically associated with greater work motivation or job satisfaction of public 
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servants. An evidence-based civil service reform program in Uganda would do well to 
take these findings as a starting point for reform designs. 
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I. Introduction 
 
Making Civil Services Work: An International Research Project 

 
This report draws on results from the largest original international survey of public 
servants to-date, with responses from more than 20,000 public servants in Eastern 
Europe, Africa, Asia and Latin America, including Uganda. The cross-country project is 
led by Jan-Meyer Sahling (University of Nottingham) and Christian Schuster (University 
College London) and funded by a UK Department for International Development 
(DFID)-British Academy grant. In Uganda, the project was led by Adam Harris 
(University College London). 

The international research project seeks to help governments across the world – 
including Uganda’s – to make evidence-based decisions about civil service 
management practices, including recruitment, pay, promotion, performance evaluation, 
career management and leadership. It does so by assessing the effects of civil service 
management practices in government institutions on the attitudes and behavior of public 
servants – their work motivation, job satisfaction, commitment to public service, 
performance, integrity and ethical conduct. Based on this assessment, governments 
can learn which of their civil service management practices have positive effects and 
which do not; and which management practices from other countries might be 
worthwhile adopting. 

The data for this assessment stems from comparable civil service surveys. These 
surveys gather data on public servants’ experiences and perceptions of civil service 
management practices on the one hand, and public servants’ attitudes and behavior 
(such as their work motivation) on the other. Thanks to data on both management 
practices and attitudes and behavior, a statistical analysis can provide guidance on 
which management practices have positive (or negative) effects on the attitudes and 
behaviors of public servants, after controlling for a range of other factors.  

We hope this analysis provides an evidence basis and starting point for governments 
hoping to design improvements in civil service management.1  

                                                
1 This report is based on cross-sectional analyses of perception-based survey data, which can 
provide important insights, but is not without limitations. As such, we hope that its findings are 

“This report 
draws on the 
largest original 
international 
survey of public 
servants to-
date, with over 
20,000 
respondents in 
four regions.” 
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The Survey of Public Servants in Uganda  
The survey in Uganda was conducted with 1,537 public servants from 31 government 
institutions, with authorization from UNCST, the Ministry of Public Service and each 
institution: 

Institution Acronym 
Ministry of Agriculture, Animal Industry and Fisheries MAAIF 

Ministry of Communication and Information Communication 
Technology 

MICT 

Ministry of Disaster Preparedness and Refugees MODPAR 

Ministry of Education and Sports MoES 

Ministry of Finance, Planning, and Economic Development MOFPED 

Ministry of Foreign Affairs MFA 

Ministry of Gender, Labor, and Social Affairs MGLSD 

Ministry of Health MoH 

Ministry of Internal Affairs MIA 

Ministry of Justice and Constitutional Affairs MoJ 

Ministry of Lands, Housing, and Urban Development MLHUD 

Ministry of Local Government MoLG 

Ministry of Public Service MPS 

Ministry of Trade Industry and Cooperatives MTIC 

Ministry of Water and Environment MWE 

Ministry of Works and Transport MOWT 

Office of the Prime Minister OPM 

Office of the President OP 

Office of the Vice President OVP 

Civil Aviation Authority CAA 

                                                
treated as a basis to discuss potential improvements to civil service management practices – 
rather than a be-all and end-all guide to civil service reform. 
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Institution Acronym 
Inspectorate of Government IGG 

National Agricultural Advisory Services NAADS 

National Council of Sports NCS 

Public Procurement and Disposal of Public Assets Authority PPDA 

Public Service Commission PSC 

Office of the Auditor General OAG 

Uganda Electoral Commission UEC 

Uganda National Examinations Board UNEB 

Uganda National Roads Authority UNRA 

Uganda Registration Services Bureau  URSB 

Uganda Revenue Authority URA 

 
The survey was conducted face-to-face using tablet computers, and was conducted by 
a team of 14 local enumerators from June 15 – August 9, 2017. The survey team was 
unable to obtain a sampling frame for Uganda’s public service; therefore, we recruited 
respondents through a convenience (largely snowball) sampling. We started with the 
largest ministries in terms of personal, prestige, and budget (education, health, finance, 
etc.) and then moved to other institutions. To invite participants, we first obtained 
approval from the Ministry of Public Service, which they sent a letter to each ministry, 
department, and agency. We then obtained permission from an official in each institution 
that we approached (e.g. the permanent secretary, the human resource manager, etc.). 
We then approached individual civil servants to participate (often times the official who 
granted us institution-level approval would go with the enumerators to invite participants, 
but s/he would not sit in on the interviews). Participants would then often refer us to their 
colleagues. We focused the survey on institutions that provided approval (31 in total) 
before the end of the survey implementation period. However, we ensured that we 
surveyed a number of bureaucrats across a number of ministries, agencies, and 
departments to obtain a diversity of perspectives. 
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Unfortunately, given the scarcity of systematic data and the convenience nature of the 
sample, we are unable to weight our sample in order to ensure the results account for 
differences between the sample and the civil servant population or to account for 
differences in sampling probabilities. However, given that this is the first large-scale 
survey of Uganda’s public service, we are confident that the data nonetheless provide 
a detailed first glance into Uganda’s public service. 

Structure of the Report 
After this introduction, part 2 of this report presents data on core attitudes and behaviors 
of public servants. These attitudes and behaviors are measured as they reflect what it 
takes to be a ‘good public servant’: motivation to work hard, performance, job 
satisfaction, and commitment to public service. To make this data meaningful, the report 
presents it in a comparative manner by comparing across institutions within Uganda and 
between Uganda and Ghana. To ensure relevance of the international comparison, the 
report compares Uganda to Ghana and Malawi, the other Africa countries included in 
the study.2  

In part 3, the report then turns to presenting data on civil service management practices, 
as experienced and perceived by public servants. These practices range from 
recruitment to promotion, job stability, pay, and performance management. The data is, 
again, presented in a comparative manner. 

After discussing both civil service management practices and attitudes and behaviors 
of public servants, part 4 assesses the effects of management practices on attitudes 
and behavior. Regression evidence is presented to assess the effects of each civil 
service management practice covered in the survey: recruitment, promotion, job stability 
(contract types), pay, and performance evaluations.  

The report concludes in part 5 with an overview of results and policy recommendations 
for a more motivated, committed and ethical public service in Uganda. The 
recommendations bring together both the findings about what works (and what does 
                                                
2 The comparison should be interpreted with care as the survey samples in Uganda, Ghana 
and Malawi are not necessarily representative of civil service populations. 
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not) in civil service management in Uganda, and insights from the international research 
project about what works elsewhere. 
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II. Core attitudes and behaviors of Uganda’s 
public servants 

 
This section presents comparative data on key attitudes and behaviors of 

Ugandan public servants. The data suggests that most public servants in Uganda 
are intend to stay in the public sector and are motivated to serve the public – yet 
not necessarily satisfied with their jobs or always motivated to work hard on their 

jobs. 
 

 

Work Motivation 

Work motivation – the willingness of public servants to work hard and work well – is a 
central driver of public sector performance (Wright, 2001). Work motivation is measured 
on a 0 to 4 scale, as the composite of three survey questions about work effort and 
motivation.3 
 
Self-assessed work motivation of public servants in Uganda is at moderate levels. On 
average, work motivation stands at 3.5 in Uganda, relative to 3.7 in Malawi to 4.4 in 
Ghana in a 1-5 scale (figure 1). 

Work motivation is moderate across all surveyed public sector institutions in Uganda, 
with average scores in the surveyed public sector institutions ranging from 2.3 to 3.5 in 
a 0-4 scale (figure 2). Among the surveyed institutions, the Ministry of Internal Affairs 
and the Office of the Auditor General score highest in work motivation 

 

                                                
3 Work motivation is measured as a latent variable of the following three questions (seeking 
agreement with each of the following statements): 
(1) I start work early of stay late to finish a job. 
(2) I do extra work for my job that isn’t really expected of me. 
(3) I put forth my best effort to get my job done regardless of the difficulties  
 

“Public 
servants in 
Uganda are 
relatively 
motivated to 
serve the 
public.”  
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Figure 1. Work motivation: comparison across countries 

 

Figure 2. Work motivation: comparison across institutions 
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Job satisfaction 
Job satisfaction matters for public sector performance: more satisfied public servants 
tend to be more motivated to work hard and less likely to leave the public sector, among 
many (see, for instance, Cantarelli et al., 2015). Interestingly, in Uganda, job satisfaction 
is only weakly associated with work motivation (r=0.28) and not associated with self-
assessed performance (r=0.02), among others. 

How satisfied are Uganda public servants with their jobs?4 Comparative data suggests 
Ugandan public servants are less satisfied than those in Ghana and Malawi (figure 3).  

 

Figure 3. Job satisfaction: comparison across countries  

 

                                                
4 The survey measures job satisfaction with the following question: How satisfied are you with 
your job? (Scale: 1 = Totally Unsatisfied; 7 = Totally Satisfied). The 1-7 scale is used in the 
cross-national comparisons but in the Uganda institutional comparison (figure X) a 0-6 scale is 
used. 

“Public 
servants in 
Uganda are 
comparatively 
less satisfied 
with their jobs.”  
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Job satisfaction is quite low across public sector institutions in Uganda, with average 
scores in the eleven public sector institutions ranging from 2.1 to 4.2 (figure 4), which 
indicate, at best that people are either more unsatisfied than satisfied or neither 
satisfied nor unsatisfied (at best). Among the surveyed institutions, The Office of the 
Auditor General and UNEB score highest in job satisfaction. While overall, job 
satisfaction is not highly correlated with work motivation, we do see that the 
institutions with the highest and lowest average satisfaction levels are also those with 
the highest and lowest average work motivation scores (the OPM is the lowest in both 
and the Office of the Auditor General is the highest in both). 

 
Figure 4. Job satisfaction: comparison across institutions 
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Performance 
Performance may be measured only imperfectly in surveys: respondents often self-
assess their performance higher than their actual performance is. With this caveat in 
mind, we surveyed respondents about performance indirectly, asking them to assess to 
what extent they contribute to the success of their organization.5  

The overwhelming share (96%) of public servants in Uganda agree or strongly agree 
that they contribute to the success of the organization, with an average score of 3.7 out 
of 4 (the variable ranges from 0 to 4).  

Self-assessed performance is consistently high across all surveyed public sector 
institutions in Uganda, with average scores in the surveyed public sector institutions 
ranging from 3.4 to 3.9 (figure 5).  

Figure 5. Self-assessed performance: comparison across institutions 

 

                                                
5 The corresponding survey question was: How frequently do the following statements apply to 
you: in my opinion, I contribute to the success of my institution.  
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Commitment to Public Service 
Public servants, of course, should not only be committed to the success of their 
organization, but also to public service – in the sense of service to society. Commitment 
to public service has several dimensions, including public service motivation and an 
intent to remain working in the public sector.  
 
Public service motivation 
Public service motivation – the motivation public servants derive from serving society 
through their public sector work – is another important driver of public sector 
performance. In fact, it is associated with stronger job performance, less organizational 
turnover and a range of other positive outcomes in other countries (Ritz et al., 2016). 
However, in Uganda public service motivation is only moderately or weakly correlated 
with job satisfaction (r = 0.2011), work motivation (r = 0.3766), and self-assessed 
performance (r = 0.1495).   
 
The public service motivation of Uganda’s public servants is high relative to their peers 
in other countries.6 On a scale from 0 to 5, public servants in Uganda score 4.6 which 
is roughly equivalent to the public service motivation of bureaucrats in Ghana and 
Malawi (figure 6).  

Public Service Motivation consists of four dimensions: attraction to serving the public, 
commitment to public values, compassion with the less privileged, and willingness to 
self-sacrifice for the good of the public. Public servants in Uganda score particularly high 
in attraction to public service, commitment to public values, and compassion. They 
score relatively lower in their willingness to self-sacrifice in favor of the common good 
(figure 7). 
 
 
 
 
 

                                                
6 The four dimensions of public service motivation were measured with a standard, 16-item 
scale, which duplicates Kim et al. (2013). 
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Figure 6. Public service motivation: comparison across countries 

 

 
Figure 7. Dimensions of Public Service Motivation in Uganda 
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Public service motivation is consistently high across all surveyed public sector 
institutions in Uganda (with the exceptions of the OPM and CAA), with average scores 
in the eleven public sector institutions ranging from 3 to 3.9 (figure 8).  

 

Figure 8. Public service motivation: comparison across institutions 

Intent to stay in public sector 
 
Another component of a commitment to public service is the willingness to keep working 
in the public sector. This willingness matters not least as it relates to staff turnover in 
organizations, and staff departures from the public sector. This commitment was 
assessed by asking respondents whether they would prefer looking for a job in the public 
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“Public 
servants in 
Uganda derive 
motivation from 
the importance 
for society of 
the work they 
do.”  
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sector if, hypothetically speaking, they had to look for a job in the next few months.7 68 
percent of public servants in Uganda would prefer searching for a job in the public sector 
– compared to 63 percent in both Ghana and Malawi (figure 9). 
 
Figure 9. Intent to Stay in Public Sector: Comparison across Countries 

 

 

There is significant variation across institutions, however, in terms of the share of public 
servants who would search in the public sector if needing to find a new job (figure 10). 
At the top end, in the Ministry of Education, Uganda Electoral Commission, OPM, 
Ministry of Public Service, Office of the Auditor General, Ministry of Health, 75% or more 
would search in the public sector. At the bottom end, in the Ministry of Internal Affairs 
and the Ministry of Local Government, less than 50 percent would search in the public 
sector. 

 

                                                
7 The precise wording of this question was: “Imagine that, hypothetically speaking, you had to 
find a new job in the next few months, in which sector would you prefer to search for a job?” 
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Figure 10. Intent to Stay in Public Sector: Comparison Across Institutions 

 

Conclusions 
This chapter has presented survey results related to public servants’ attitudes and 
practices. The data presented illustrates that most public servants intend to stay in the 
public sector and are motivated to serve the public, but they are not necessarily 
satisfied with their jobs or always motivated to work hard on their jobs. Interestingly, 
we see the most variation across institutions in terms of work motivation and job 
satisfaction whereas the other indicators seem to be relatively more uniform across 
institutions.  
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III. Civil service management practices in 
Uganda in comparative perspective  
 

Recruitment 
Recruitment into the public service also has important implications for the quality of its 
public servants. Those who enter based on merit are likely to be more professional 
and more closely approximate Weber’s ideal civil servant. Civil servants who were 
required to pass an exam and an interview for their first job in the public service are 
more likely to be qualified for the position than those who are not. Although there is 
only limited suggestive evidence that this is the case: those who did pass an interview 
are no more likely to agree that they have the necessary skills for their job than those 
who did not. However, those who passed an exam are more likely to agree that they 
have the necessary skills for their position (48% agree compared to only 40% who did 
not pass an exam; this difference is significant at the 10% level).  
 
Overall 67% of respondents had to pass an exam as part of the interview process to 
get their first job. However, there is a large amount of variation across institutions. 
Institutions range from 32% to 94% of public servants reporting passing an exam this 
variation is likely due, in part, to the fact that Public Service Commission (PSC), as per 
the Public Service Standing Order of 2010, have discretion over the type of 
examination (oral or written) that takes place during recruitment. Therefore, variation 
across institutions is due to variation in how the Public Service Commission recruits 
employees for each institution. However, parastatals and agencies have discretion 
over the type of examinations they employ during recruitment; therefore, variation in 
recruitment practices is a result of decisions made within the institution. Why the PSC 
makes certain decisions regarding recruitment across institutions and the 
consequences of these choices are important avenues for further investigation. The 
Ministries of Health, Internal Affairs, and Local Government and the Electoral 
Commission rely most frequently on exams, with more than 80% reporting that they 
had to pass an exam. However, on the low end, less than 50% of respondents from 
the Ministries of Lands and Works and the UNEB report passing an exam (figure 11). 
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Figure 11. Percent of Public Servants who had to pass an exam for their first job 

 

Exams are only one possible way to assess qualifications and interviews are another. 
From the survey, overall 91% of public servants were interviewed for their first job in 
the public service. Once again, the variation across institutions is quite high (although 
not as high as exams) with a range of 79% to 100% reporting participating in an 
interview. The Ministries of Gender and Trade top the list with 100% and 99%, 
respectively, while the Ministries of Internal Affairs and Works rely on interviews less 
frequently, with less than 80% of staff interviewed for their first job (figure 12). 
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Figure 12. Percent of Public Servants who were interviewed for their first job in 
the public service 

 
 

Promotion and Career Advancement 
While merit-based entry into the public service is important, merit-based promotion is 
also key to an effective public service. Therefore, we investigated the frequency with 
which promotions within the public service involved interviews and exams, how often 
promotions were actually competitive, and how often connections are required to obtain 
a promotion. On average, Ugandan civil servants have held 1.87 positions with the 
mode being only one position, and 91% report holding 3 public service positions or less. 
Importantly, 48% report holding more than one position in the public service. Of those 
who have held more than one position, 39% remained in the same institution, another 
39% held positions in two institutions, and on average people held positions in 2.13 
institutions. Therefore, this a substantial amount of mobility in the Ugandan public 
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service. From the survey, overall, 52% had to pass an exam in order to obtain a 
promotion. Once again there is stark variation across institutions with 90% of civil 
servants in the Ministry of Health and 20% in the Ministry of Lands and the UNEB 
reporting taking an exam (figure 13).  

 

Figure 13. Did you have to pass an exam to advance in the public service? 

 

Now turning to interviews, we find that 84% of respondents report being interviewed in 
order to obtain a promotion. Much like interviews in order to obtain a job in the public 
service, there is some variation across institutions ranging from 98% (Office of the 
Auditor General) to just over 50% (Ministry of Local Government) (figure 14). 
 
Overall, only 32% report a competitive hiring process when seeking promotion. 
Variation across institutions is stark, ranging from 9% to 76% reporting a competitive 
process. Institutions such as the Ministry of Health and to a lesser extent the Electoral 
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Commission score relatively high in all areas suggest that some institutions are able to 
effectively implement formally competitivepromotion procedures (figure 15). 
 
Figure 14. Were you interviewed to advance in the public service? 

 
Figure 15. Did you have to go through a competitive process to obtain your 
current job? 
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And finally, how important are political connections in obtaining a promotion in 
Uganda?8 Overall, only 11% needed a connection for a promotion, which is contrary to 
the common assumption that promotions and jobs in the public sector are given based 
on connections. However, the direct question used in the survey is likely subject to 
some degree of social desirability bias. Even considering the limitations of the 
question, it does suggest that connections are likely not as pervasive as we might 
expect. Across institutions, the OPM stands out as an institution in which connections 
are important for promotion (figure 16). As expected, given the above data regarding 
promotion, connections are virtually unimportant for promotion in the Ministry of Health 
and the Electoral Commission.  
 
Figure 16. The importance of connections in order to get a promotion 

 
 
 

                                                
8 The question was worded as follows: Thinking about your future career in the public sector, in 
your opinion, how important do you expect the following criteria to be for your advancement to 
a better position? Support from a politician or someone with political links. 
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Performance Evaluation 
Performance evaluations are also important for developing an effective and motivated 
civil service. More frequent performance evaluations that accurately evaluate 
performance and have professional consequences (for promotion of dismissal) are 
more likely to encourage better performance in the public service. 
 
Legally, civil servants are to undergo a performance evaluation once a year. Overall, 
on average public servants report being evaluated 2.25 times in the past two years, 
which suggests that most public servants are evaluated about once a year in line with 
legal requirements. However, some institutions conduct evaluations at much less 
frequent intervals. While the OPM, CAA, and URA conduct more than three 
evaluations over the past two years, the Ministries of Internal Affairs and Local 
Government (and a number of others) performed less than two evaluations (figure 17). 
 
Figure 17. Frequency of Performance Evaluations in the Last Two Years 
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Performance evaluations are only likely to improve performance if they accurately 
reflect performance. Therefore, we investigate the degree to which public servant 
perceive that working harder will lead to better evaluations. Overall, public servants do 
believe that hard work leads to a better evaluation with 88% reporting that this is the 
case.  The variation across institutions is slight with at least 70% of respondents from 
all institutions reporting hat hard work is correlated with better performance 
evaluations (figure 18). 
 
Figure 18. Does Working Hard Lead to Better Evaluations? 

 
Do these evaluations have professional consequences? To answer this question, we 
investigate the degrees to which good and bad performance evaluations lead to 
promotion and dismissal, respectively. The relationship between evaluation and 
outcome is not particularly strong. Overall only 54% say that poor evaluations lead to 
dismissal and only 47% say that good evaluations lead to promotion. In both 
instances, the variation across institutions is stark (Figures 19 and 20). Importantly, 
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the connection between a poor performance evaluation and dismissal ranges from 
80% to 20% of an institution’s respondents seeing this connection. The comparative 
range for the link between good evaluations and promotion is 10% to 100%. 
Therefore, while performance evaluations are quite common and seem to accurately 
evaluate performance, they do not seem to play a key role in the job stability or career 
advancement of many public servants. 
 
 
Figure 19. Do Poor Evaluations Lead to Dismissals? 
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Figure 20. Do Good Evaluations Lead to Promotion? 

 

Salary management 

Overall, the average level of agreement with the statement that one’s salary is 
sufficient to support the person’s family is “somewhat disagree” (1.08 on the 0-4 scale; 
0 is strongly disagree and 4 is strongly agree). Therefore, the vast majority of public 
servants in Uganda do not feel their salary is sufficient to support their standard of 
living. There is not a great deal of variation across institutions as no institution, on 
average, ever? believes that their salaries are sufficient (all institutions are at or below 
2, which is “neither agree nor disagree” that their salary is sufficient; see figure 21). 

On average, public servants see no relationship between their performance and their 
salary. The average score of 0.73 on the 0 to 4 scale indicates that public servants, at 
most, somewhat disagree that their performance influences their salary. There is little 
variation across institutions (figure 22). 
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Figure 21. Is Your Salary Sufficient? 

 
Figure 22. The Perceived Relation between Performance and Salary 
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While salaries are not necessarily influenced by performance, most (albeit far from all) 
public servants do view their salaries as similar to their colleagues – and thus 
equitable. The average score of 2.6 indicates that public servants tend to agree 
somewhat (3 on the scale) that they are paid at least as well as colleagues with similar 
responsibilities. However, the variation is stark across institutions ranging from nearly 
1 (somewhat disagree) to over 3 (between somewhat and strongly agree) (Figure 23). 

Figure 23. Perceptions of Salary Equity 

 
It seems that civil servants in Uganda are not likely to find well-paid jobs outside the 
public sector. An overall average score of 2.1 indicates that public servants are, at 
best, unsure (“neither agree nor disagree”) whether or not they can find a well-paid job 
outside the public service, which suggests that public sector salaries are quite 
competitive. There is a fair amount of variation across institutions with the employees 
of the Ministry of Public Service being the least and those in the Ministries of Works 
and the URSB being the most likely to find good paying jobs outside the public sector 
(figure 24). 

0
1

2
3

4
Ag

re
em

en
t: 

Sa
la

ry
 S

im
ila

r t
o 

C
ol

le
ag

ue
s

CAA
M Edu

M Fina
nc

e

M G
en

de
r

M Hea
lth

M of
 In

t A
ff

M Ju
stic

e

M La
nd

s

M Lo
ca

l G
ov

M Pub
 Serv

M Tr
ad

e

M W
ork

s
OPM

Off o
f A

ud
ito

r G
en

era
l
UNEB

URSB

Elec
 Com

m
URA

Othe
r



Pg. 29  III. Civil service management practices in Uganda in 
comparative perspective  

   

 

29 
 

Figure 24. Perceived Ability to Find a Good Paying Job Outside the Public 
Sector 

 
 

Job stability management 
The survey reveals that Ugandan civil servants feel quite insecure in their jobs. With 
an average score of 1.9, civil servants somewhat disagree (2 on the scale) that it 
would be difficult to dismiss them from their position. Therefore, the average civil 
servant is likely worried that they could be easily dismissed. Across institutions, Civil 
servants in the Ministries of Trade, Works, and Education feel relative secure, while 
those in the Ministry of Health, the OPM, and the URA feel relatively insecure (figure 
25). 

 

0
1

2
3

4
Ag

re
em

en
t: 

Fi
nd

 P
riv

at
e 

w
ith

 G
oo

d 
Pa

y

CAA
M Edu

M Fina
nc

e

M G
en

de
r

M Hea
lth

M of
 In

t A
ff

M Ju
stic

e

M La
nd

s

M Lo
ca

l G
ov

M Pub
 Serv

M Tr
ad

e

M W
ork

s
OPM

Off o
f A

ud
ito

r G
en

era
l
UNEB

URSB

Elec
 Com

m
URA

Othe
r



Pg. 30  III. Civil service management practices in Uganda in 
comparative perspective  

   

 

30 
 

Figure 25. Perceptions that Civil Servants are Easily Dismissed from Their 
Positions 

Interestingly enough, the average civil servant does not feel they will be dismissed 
either due to poor performance or for political reasons. The average scores of 2.2 and 
1.6 suggest that, civil servants somewhat disagree that they will be dismissed for poor 
performance or for political reasons, respectively. However, there is key differences 
across institutions: employees in the Ministry of Gender and the URA are more likely 
to believe they can be dismissed because of poor performance, while the Ministry of 
Trade and the Office of the Auditor General are relatively unlikely to believe this (figure 
26). In contrast, civil servants in the Ministry of Local Government and the OPM are 
more likely to believe that politics will lead to their dismissal, while those in the Office 
of the Auditor General and the Ministry of Public Service do not perceive politics to 
influence motives for dismissal (figure 27). 
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Figure 26. Dismissal Based on Poor Performance 

 

Figure 27. Dismissal Based on Political Motives 
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IV. How do civil service management 
practices affect the core attitudes and 
behaviors of public servants? 
In order to determine the degree to which the above discussed civil service 
management practices influence civil servant attitudes and behaviors, we estimate 
multivariate regression analysis. Specifically, we use the above management 
practices: hiring (2 indicators), promotion (3 indicators), salary (4), performance 
evaluations (4), and job security (3)) to predict public service motivation, work 
motivation, job satisfaction, performance (self-assessed), and desire to stay in the 
public service. In our regression models, we include all of these practices (in order to 
control for the effects of the each when estimating the effect of each) as well as key 
control variables. The control variables include gender, age, education, contract type, 
salary, type of position (three dummy variables: administrative, political appointee, and 
technical with manager being the reference category), frequency of contact with 
citizens, and years in the public service. The models estimate robust standard errors. 
Table 1 below reports the results from the (all models are OLS except in the case of 
willingness to stay in the public service, for which we estimate a logit regression). The 
complete regression results are reported in Appendix A. 

Effects of recruitment practices 
The regression results illustrate that exams have a positive effect on public service 
motivation and interviews have a positive effect on work motivation; however hiring 
practices have no significant effect on the other outcomes. 

Effects of promotion practices 
Interestingly, the use of connections to gain a promotion have a negative effect on job 
satisfaction, but otherwise promotion practices have no effect on attitudes and 
behaviors.  
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Effects of salary management practices 
We find that when civil servants perceive their salaries to be similar to their colleagues 
they have higher levels of public service and work motivation, job satisfaction, and 
willingness to stay in the public service (the only outcome not affected by colleague 
salary is self-assessed performance). A sufficient salary and a stronger correlation 
between salary and performance increase job satisfaction. And a sufficient salary 
increases one’s willingness to stay in the public sector. The ability to find private 
employment with a good salary reduces work motivation, self-assessed performance, 
and willingness to stay in the public sector Interestingly, when one’s salary is sufficient 
for their needs, work motivation and self-assessed performance are lower. It seems 
that in Uganda, similar salaries across colleagues and the presence of outside 
employment options are important predictors of civil servant motivation and 
performance. 

Effects of performance evaluation practices 
More frequent evaluations have a negative effect on public service, work motivation, 
and job satisfaction but a positive effect on willingness to stay in the public sector. 
When evaluations are perceived to be based on job performance, they increase public 
service and work motivation and performance. When evaluations lead to dismissal, 
they have a positive effect on performance. And finally, when evaluations lead to 
promotion, they increase public service and work motivation and job satisfaction. 
These results suggest that effective evaluations are not too frequent, are correlated 
with performance and have professional consequences. While the latter two aspects 
are expected, the frequency of evaluations seems to be extremely important such that 
too frequent evaluations may undo any positive effects of performing evaluations. 
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Table 1. The Effects of Civil Service Management on Core Attitudes and 
Behaviors (summary of regression results)9 

 
Public 

Service 
Motivation 

Work 
Motivation 

Job 
Satisfaction Performance Stay in 

Public Sector 

Hired through Exam + + - + + 

Hired through Interview - - + + + 

Promotion Exam + + + - + 

Promotion Interview + - - - + 

Promotion Connections - + - - - 

Salary Sufficient - - + - + 

Salary Performance - + + - - 

Salary Equity + + + - + 

Could find private sector 
job w/good Pay - - - - - 

Evaluation Frequency - - - + + 

Evaluation Corr 
w/Performance - + - + + 

Evaluations à Dismissal - - + + - 

Evaluations à 
Promotion + + + + - 

Ease of Dismissal + - + + - 

Dismissal Corr 
w/Performance + - + - + 

Political Dismissal - - - - - 

                                                
9 Red and green-coloured effects are statistically significant. The remaining effects are not 
statistically significant. 
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Effects of job stability 
When civil servants believe that dismissals are easier their work motivation and 
performance are negatively affected. Likewise, when they fear political dismissals, 
their work motivation, job satisfaction, and performance suffer and their willingness to 
stay in the public sector is reduced. Interestingly, the degree to which dismissals are 
correlated with performance does not have a significant effect on any of the outcomes 
of interest. 
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V. Conclusions and Recommendations 
 

This report has presented a unique picture of the public service in Uganda by 
surveying public servants in order to better understand how they are managed and 
how such management influences attitudes and (reported) behaviors. As discussed 
above, we see a number of core lessons from this analysis.   

First, understanding realities at the institutional-level matters for civil service reform. 
Institutions vary in the degree to which they implement performance evaluations and 
the ways in which they recruit and promote employees. With regards to performance 
evaluations, some institutions clearly fail to implement that legally mandated yearly 
evaluations. However, it is unclear whether this failure results in positive or negative 
outcomes. From our regression analysis, more frequent evaluations seem to actually 
reduce public service motivation, work motivation, and job satisfaction. Further 
investigation into the effects of performance evaluations is warranted: how many 
evaluations is too many? Is once a year ideal? What are the consequences (both 
positive and negative) of yearly evaluations? 

Variation in recruitment across institutions is less clearly a failure to follow legal 
mandates: institutions are given the freedom to determine what types of evaluations 
potential employees must pass. Our regression results suggest that the use of exams 
and interviews in hiring (and promotion) have limited and inconsistent effects on core 
civil servant attitudes and behaviors. The effects of exams/interviews (and the various 
types; looking into content of these tools is also important) on Uganda’s civil service 
and effects of variation across institutions is a key area for further investigation. 

These findings illustrate the need to tailor any bureaucratic reforms to specific 
institutional contexts. A single uniform reform that does not account for institutional 
variation (in terms of recruitment, performance evaluations, and other aspects) will 
likely be less effective than one that accounts for this variation. 
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Second, while public servants are motivated to serve the public and have a desire to 
remain in the public sector, they are not motivated to work hard. This potentially paints 
a grim picture of well-meaning civil servants who are negatively impacted by the job 
they must perform. Further research is needed to understand why civil servants are 
both willing to remain in the civil service and motivated to serve the public and yet not 
motivated to work hard. 

Third, the report has uncovered ways to increase work motivation and job satisfaction. 
Several civil service management practices are systematically associated with greater 
work motivation and job satisfaction in the public sector – evidence-based reform 
designs would do well to focus on them. Hiring public servants through formal 
selection procedures (written exams and interviews); safeguarding promotion and 
dismissal decisions from political interference; ensuring that public servants perceive a 
link between performance evaluation results and their career prospects; and paying 
public servants with private sector job options competitive salaries are all 
management practices which are statistically associated with greater work motivation 
or job satisfaction of public servants. An evidence-based civil service reform program 
in Uganda would do well to take these findings as a starting point for reform designs. 
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Appendix 
Appendix A:  Regression Tables 
Table A1: Effects of Public Service Management on Public Service Motivation 
and Work Motivation 
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Table A2: Effects of Public Service Management on Public Service Motivation 
and Work Motivation (control variables) 
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Table A3: Effects of Public Service Management on Job Satisfaction and 
Performance 
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Table A4 Effects of Public Service Management on Job Satisfaction and 
Performance (control variables) 

 

 

 

 

 

 

 



Pg. 42  Appendix  
   

 

42 
 

Table A5: Effects of Public Service Management on Willingness to Stay in the 
Public Sector 
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Table A6: Effects of Public Service Management on Willingness to Stay in the 
Public Sector (control variables) 
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