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The Civil Service is the backbone of the Government of
the Hong Kong Special Administrative Region (HKSAR) and
is responsible to the Chief Executive (CE). It supports the CE
and the Government of the day in formulating, promoting and
implementing policies; providing administrative support;
delivering public services; and discharging law enforcement
and regulatory functions. It serves the community, and
contributes to the effective governance and stability and
prosperity of Hong Kong.

The Secretary for the Civil Service (SCS) is one of the
Principal Officials appointed under the Political Appointment
System and a Member of the Executive Council. The SCS
heads the Civil Service Bureau (CSB) and is responsible to
the CE for civil service policies as well as the overall
management and development of the civil service. The SCS’
primary role is to ensure that the civil service serves the best
interests of the community and delivers various services in a
trustworthy, efficient and cost effective manner. The CSB
assumes overall policy responsibility for the management of
the civil service, including such matters as appointment, pay
and conditions of service, staff management, manpower
planning, training and discipline.

The Hong Kong civil service provides a wide range of
services, e.g. public works and the construction, operation and
maintenance of public facilities, cleansing and public health,
education, social welfare, promotion of trade and commerce,
fire services and maintenance of law and order. These
services are often provided by different public authorities in
many countries. By contrast, Hong Kong civil servants are
responsible for a wide variety of work.

As at March 31, 2026, the civil service employed about
170 000 people (excluding judges and judicial officers, officers
of the Independent Commission Against Corruption and
locally engaged staff working in the Hong Kong Economic and
Trade Offices outside Hong Kong) or about 4.5 per cent of
Hong Kong's labour force. About 1 400 of them were
directorate officers. The Government had maintained zero-
growth in the civil service establishment since 2021-22 to
ensure the sustainability of public finances. To optimise the
use of manpower resources and to control public expenditure,
the Government reduced/will reduce the civil service
establishment by 2% each in 2026-27 and 2027-28
respectively based on the establishment of the preceding
financial year. By April 1, 2027, over 10 000 posts are
expected to be deleted from the civil service establishment
within this term of Government.

Appointments: Appointment to the civil service is based on
the principle of open and fair competition. Vacancies at the
basic ranks of civil service grades are normally filled by open
recruitment. The Government assesses all applicants based
on their ability, performance and character, in order to select

the most suitable and the most meritorious persons for
appointment through a fair process. As for promotion rank
vacancies, they are generally filled by promotion from within
the service, providing a clear and well-structured career
development framework for civil servants to attract, nurture
and retain talents. The Government has put emphasis on
identifying officers with potential and outstanding performance
as early as possible, nurture and equip them to take up more
senior responsibilities through arranging appropriate postings,
trainings and visits with a view to improving governance.

Public Service Commission: The Commission is an
independent statutory body responsible for advising the CE on
civil service appointment, promotion and discipline matters.
The chairman and members of the Commission are appointed
by the CE. The Commission seeks to safeguard the
impartiality and integrity of the appointment and promotion
systems in the civil service. It also aims to ensure that fairness
and broad consistency in disciplinary punishment are
maintained throughout the civil service. The Commission’s
remit is stipulated in the Public Service Commission
Ordinance and its subsidiary regulations. The Commission is
also consulted on policy and procedural issues pertaining to
appointment, promotion and discipline applicable to the civil
service.

Independent Advisory Bodies on Pay and Conditions of
Service: Three independent bodies advise the CE on matters
relating to pay and conditions of service of civil servants. Their
members are from outside the Government. The Standing
Committee on Directorate Salaries and Conditions of Service
advises on pay and conditions of service matters affecting the
civilian directorate and heads of disciplined services. The
Standing Commission on Civil Service Salaries and
Conditions of Service advises on the principles and practices
governing the pay and conditions of service of non-directorate
staff except those in the judicial and disciplined services. The
Standing Committee on Disciplined Services Salaries and
Conditions of Service advises on the pay and conditions of
service of disciplined services staff except the heads of the
services. These advisory bodies are supported by the Joint
Secretariat for the Advisory Bodies on Civil Service and
Judicial Salaries and Conditions of Service.

Pay and Fringe Benefits: It is the Government's policy on
civil service pay to offer sufficient remuneration to attract,
retain and motivate staff of suitable calibre to provide the
public with an effective and efficient service; and to maintain
broad comparability between civil service and private sector
pay. In addition, civil servants are eligible for various fringe
benefits, including medical and dental benefits, housing
benefits, leave, etc. The Government has also been taking




proactive steps to provide a family-friendly working
environment for civil servants.

Training and Development: The Civil Service College (CSC)
strives to strengthen training for civil servants with a view to
solidifying their sense of national identity and national
awareness, and people-oriented service ethos, enhancing the
governance capability and ensuring that Hong Kong is
administered by patriots. CSC’s vision is to become a centre
of excellence for nurturing civil servants of the new age by
shaping a cohesive, professional, innovative and responsive
civil service.

The CSC has established the School of Public Sector
Leadership and the School of Professional Development to
enhance the leadership, governance and public policy-making
capabilities of civil servants, cultivate in them holistic views
and international perspectives, and to ensure they fully and
faithfully implement the principle of “One Country, Two
Systems”. The Centre for Research and Development will
conduct case studies and public policy researches to inform
CSC’s curriculum and support the building of institutional
knowledge on good governance. The CSC'’s training
objectives include:

(1) enhancing governance and leadership capabilities;

(2) deepening understanding of the constitutional order, and
national development and strategies;

(3) building a people-oriented service culture;

(4) strengthening professional competence; and

(5) promoting a culture of continuous learning.

The CSC emphasises mindset inculcation and has
introduced the people-oriented and “One Government” ethos
into its various training programmes so that civil servants are
capable of navigating the complexities of the modern world
and are united in their efforts with a shared commitment to
serve the country and Hong Kong.

Performance Management: As an integral part of the overall
human resource management strategy, performance
management is a major tool in human resource planning (e.g.
succession planning), development (e.g. training and job
rotation) and management (e.g. confirmation to the
permanent establishment, promotion, posting and action to
address under-performance). Through the performance
management process, supervisors and staff communicate on
the work objectives and expected standard of performance.
Proper management of the process helps maximise individual
performance and potential, and identify areas for staff
improvement and development, thereby enhancing the
efficiency and effectiveness of the civil service.

Performance management is an on-going process.
While appraisal reports are normally completed annually,
continuous communication between managers and staff on
performance is essential. Transparency, honest reporting and
timely assessment are emphasised in the process.

To further enhance governance and improve the civil
service management system, the Performance Appraisal
Enhancement Scheme for Civil Servants will be implemented
from October 2026 in bureaux/departments progressively to
reflect and differentiate the performance levels of civil
servants more effectively. Departmental management is

encouraged to take various measures, including
establishment of assessment panels to undertake levelling
and moderating work among appraisal reports where
necessary, identification of outstanding and sub-standard
performers for appropriate action, and adoption of other
management tools such as target-based and competency-
based assessment to facilitate comprehensive and objective
performance appraisal.

Effective performance management ensures that
exemplary performers are rewarded or given due recognition,
whilst under-performers are supervised, counselled and
offered assistance to bring their performance up to the
required standard. For persistent sub-standard performers
who fail to improve despite supervision and assistance, action
will be taken to retire them in the public interest. On the other
hand, there are commendation schemes to award officers with
meritorious performance. These schemes include, inter alia,
the Chief Executive’s Award for Exemplary Performance, the
Secretary for the Civil Service’s Commendation Award
Scheme, the Civil Service Outstanding Service Award
Scheme, the Long and Meritorious Service Travel Award
Scheme and the Commendation Letter Scheme.

Staff Conduct and Discipline: The Government attaches
great importance to the conduct and integrity of civil servants.
On the whole, civil servants are law-abiding and dedicated to
their duties. We have spared no efforts in putting across the
message to all civil servants, through various means
(including provision of clear rules and guidelines, training and
the declaration requirement), on the great importance
attached by the Government to civil service discipline and the
Government's expectations and requirements on their
conduct and integrity. As regards individual officers who have
breached the law or misconducted themselves, the
Government would handle each case rigorously under the civil
service disciplinary mechanism. Generally speaking, if an
officer is alleged to have breached government regulations or
official instructions, his/her department will conduct internal
investigation in accordance with established procedures.
Where upon investigation there is evidence showing that
misconduct is substantiated, the management will take
appropriate disciplinary action, including imposing disciplinary
punishment of verbal warning, written warning, reprimand,
severe reprimand, compulsory retirement, dismissal. Likewise,
the management will also take appropriate disciplinary action
against an officer, on top of the sanctions imposed by the court,
if the officer has been convicted of criminal offence by the
court. The Government takes a zero-tolerance approach
against civil servants who have breached the law or
misconducted themselves. In handling disciplinary cases, the
Government would, apart from upholding fairness and
impartiality, also strive to complete the cases within a
reasonable timeframe and promptly impose appropriate
punishment to achieve the necessary punitive and deterrent
effects.

Staff Relations: There is a well-established staff consultative
machinery at both the central and departmental levels.
Centrally, there are four central consultative councils, namely
the Senior Civil Service Council, the Model Scale 1 Staff




Consultative Council, the Police Force Council and the
Disciplined Services Consultative Council. Through these
councils, the Government consults staff on major changes
which affect their conditions of service.

At the departmental level, there are departmental
consultative committees which aim to improve understanding
and co-operation between management and staff through
regular exchange of views.

There are established channels to deal with staff
grievances and complaints. Individual staff with difficulties can
receive counselling, advice and help.

A Staff Suggestions Scheme is run by both the CSB and
departments to encourage staff to make suggestions for
improving the efficiency of the civil service. Awards are given
to those whose suggestions are found useful.
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