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Abstract
 Aim: This paper presents the findings of the 2024 employer branding survey 
conducted among the European Public Administration Network’s (EUPAN) 
member states, emphasising the growing significance of employer branding as 
a strategic human resource management tool. It plays a prominent role in an 
employer’s ability to stand out in the labour market. This study shows that ef-
fective employer branding practices are already being implemented within the 
public services of several EUPAN member states, challenging the perception 
that it is exclusive to the private sector.
Methodology: In addition to document and content analysis, we collected and 
analysed empirical data within the framework of the research. We used a quan-
titative measurement tool in the form of a questionnaire for both the interna-
tional (N = 26) and domestic (N = 12,500) surveys. For the Hungarian com-
ponent, qualitative research in the form of semi-structured interviews (N = 8) 
was also used.
Findings: Public administration institutions possess core values that can en-
hance their attractiveness as employers, inspire younger generations to pursue 
careers in public service, and help retain current employees. These values form 
the basis of a robust employer brand in public administration. The relevance of 
employer branding is further amplified by ongoing legal, economic, societal 
and digital transformations.
Value: This study offers insights into what constitutes an attractive or excel-
lent employer, examines employee expectations of the workplace and explores 
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generational differences. It also identifies the benefits of public sector employ-
ment and pinpoints HR functions that hinder recruitment and retention efforts 
in this field.

Keywords: employer brand, public administration, recruitment, retention

Introduction

It is like a love story or a seductive siren song. It is a talent magnet. It is the heart 
and soul of an organisation’s reputation. These are just some of the many pow-
erful analogies that appear when we search for ‘employer branding’ on Goog-
le. While these images may seem merely poetic on the first sight, they reflect 
a deeper truth: in an increasingly competitive labour market, a company’s rep-
utation as an employer is critical in attracting and retaining talent. Maintaining 
staff stability now requires not only an effective recruitment system, but also 
a competitive employee retention strategy. To win the battle for talented, qual-
ified employees, employers must pay special attention to the ever-changing ex-
pectations of existing employees (Krajcsák, 2018) and the job preferences of 
prospective employees (Farkas, 2021). The best employees choose the most at-
tractive or likable employer and commit themselves to that employer. A strong 
employer branding strategy that addresses both rational needs and emotional 
resonance can be a decisive factor in achieving organisational success.

What makes an organisation attractive, likeable, in other words worth com-
mitting to? In recent years, a growing number of studies have sought to answer 
this question by identifying the characteristics that make an organisation a de-
sirable employer. Several awards are given out each year to the most attractive 
employers, based on employee preferences and perceptions. For example, in 
2023, PwC Hungary conducted its employer branding survey for the eighth 
consecutive year, using an online questionnaire to evaluate criteria for selecting 
a workplace and elements of the employer value proposition. The survey was 
open to individuals aged 14 and over, including students, university graduates 
and employees. Based on the responses of over 90,000 participants, the 2024 

‘Most Attractive Workplace’ awards were presented in ten industry categories 
and one overall category (PwC, 2024). Similarly, Randstad, one of the world’s 
leading HR service providers, has been conducting its global employer brand-
ing survey since 2000. This study targets employees aged 18 to 64, identifying 
the most attractive employers from thousands of companies. The Randstad Em-
ployer Brand Research results form the basis of the annual Randstad Awards. 
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In 2024, the Hungarian segment of the survey included 7,568 respondents and 
focused on the workplace preferences and motivations of potential employees 
(Randstad, 2024).

When the findings of these major surveys are compared, clear patterns emerge 
regarding the expectations of Hungarian employees. These trends provide val-
uable insights into the factors that contribute to employer attractiveness in the 
current labour market.

Ad 1. According to both studies, the most attractive employers are those that 
primarily offer competitive base salaries and adequate financial benefits. In ad-
dition to remuneration, a positive working atmosphere characterised by good 
relationships between colleagues and between employees and management, as 
well as smooth cooperation, is considered highly important. Employment stabil-
ity and the ability to maintain a healthy work-life balance are also key factors in 
employer attractiveness. Naturally, individual preferences may vary depending 
on the respondent’s gender, level of education or age.

Ad 2. Another finding that the two surveys have in common is that, while gen-
erational differences are not particularly evident in relation to the top-ranked 
factors, aspects such as career progression and opportunities for professional 
development are significantly more important to younger generations. These 
opportunities can greatly enhance an employer’s attractiveness to them.

Ad 3. The Randstad study highlights that certain motivational factors carry sig-
nificantly more weight among Hungarian employees than among their Europe-
an counterparts. The most notable differences concern expectations relating to 
attractive salaries, a pleasant work environment and job security – all of which 
are considered particularly important in Hungary. Conversely, domestic atten-
tion is less focused on the content and meaningfulness of work, opportunities 
for training and development, and the employer’s reputation – factors that are 
considered more important across Europe.

Ad 4. Several Hungarian employers earned both the PwC Hungary Award and 
the Randstad Award in 2024, based on respondents’ evaluations. These labour 
market players have recognized that aligning employer value propositions with 
employee expectations is essential to building an attractive employer brand. As 
Szondi (2017) argues, success in the competition for talent depends on how well 
employers understand the expectations of new entrants to the labour market. If 
there is a discrepancy between what employers offer and what employees seek, 
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strategic changes are needed to transform the employer brand, thereby increas-
ing the organization’s attractiveness as a workplace.

The results of these surveys align well with Cascio’s BANI (Brittle, Anxious, 
Nonlinear, Incomprehensible) model. According to this model, the world is 
fragile, anxious, nonlinear and incomprehensible (Cascio, 2020). In such an 
environment, it is understandable that workplaces offering financial security, 
stability and predictability, as well as caring for their employees’ well-being 
and enabling them to adapt to change through continuous learning and devel-
opment, are increasingly valued.

Theoretical framework

The concept of employer branding was first introduced by Tim Ambler and Si-
mon Barrow in their 1996 study (Ambler & Barrow, 1996), but it was not until 
around 2006 that its practical application began to spread. At this point, com-
panies realised that branding products alone was insufficient and that they also 
needed to develop their qualities as employers to become attractive organisa-
tions (von Roeder, 2014). Over the past few decades, numerous researchers 
have examined the rationale behind employer branding, its role in organisational 
functioning and its potential outcomes. Despite this growing body of research, 
employer branding remains a relatively new concept combining elements of 
human resource management and marketing. It took approximately a decade 
for employer branding theory to gain widespread traction among companies.

The broader adoption of this approach was also driven by a significant shift 
in labour market dynamics. While employers once had the luxury of selecting 
from a large pool of applicants, this trend reversed in the second half of the 
2010s. Increasingly, it was potential employees who were selecting from among 
competing employers. Companies had to actively ‘win over’ top talent, leading 
to increased competition among organisations to attract the most qualified and 
capable individuals in the labour market (Magasvári et al., 2021).

This trend is reinforced by the comprehensive employer branding analysis con-
ducted by Reshma and Velmurugan (2024). They systematically reviewed ac-
ademic publications related to employer branding from 2004 to 2023. Starting 
with the Scopus database, the authors searched for keywords such as ‘employer 
branding’, ‘employer attractiveness’, and ‘employer brand image’. They found 
that the number of publications focusing on employer branding had increased 
significantly, particularly after 2017. A key conclusion of the research was that 
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academic discourse on employer branding remains fragmented and dominat-
ed by quantitative, survey-based methodologies. The authors also emphasised 
the need to expand research into topics such as digital transformation, artificial 
intelligence, and generational differences in the context of employer branding. 
A review of the most frequently cited studies from this period also revealed a no-
table gap: very few publications address employer branding specifically from 
a public sector perspective. This observation is supported by the earlier work of 
Ritz and Waldner (2011), who explored the attractiveness of public sector em-
ployment in their research.

The relevant academic literature offers three main perspectives on employ-
er branding. The first focuses on labour market competition, viewing employer 
branding as a strategic tool for winning the ‘war for talent’ (Hughes & Rog, 2008). 
The second approach emphasises internal organisational processes. Scholars in 
this group argue that employer branding provides a framework for career manage-
ment programmes and offers a novel approach to talent development strategies. 
Furthermore, they argue that it serves as a tool for organisational communication 
(Avery & McKay, 2006; Backhaus & Tikoo, 2004). The third perspective primarily 
considers employer branding as a means of enhancing recruitment processes by 
targeting potential employees while also placing significant emphasis on retain-
ing existing staff (Cable & Turban, 2001; Ewing et al., 2002). These three con-
ceptual directions are supported by Reshma and Velmurugan’s (2024) findings, 
which identified three thematic clusters within employer branding research: (1) 
employer attractiveness is closely linked to employee engagement; (2) organisa-
tional identity and culture play a central and inescapable role in the process; and 
(3) certain outward-facing HR functions can be more effective when supported by 
a strong employer brand strategy. The authors clearly state that employer brand-
ing is the most important strategic tool for becoming an attractive organisation.

Employer branding can be defined as a continuous, long-term strategic activ-
ity aimed at creating a positive image of the organisation as an employer, par-
ticularly in the eyes of current and potential employees. When implemented ef-
fectively, it contributes to attracting talented individuals, including those from 
Generations Z and Y, by capturing their attention and interest. It also supports 
the retention of high-performing staff and key personnel, enhances motivation 
and engagement among employees, improves overall performance and helps re-
duce turnover. Furthermore, it can lead to significant cost savings in recruitment 
and retraining processes (Farkas et al., 2024).

In light of the above, it might seem that employer branding is primarily the 
concern of the private sector. However, a well-founded and carefully devel-
oped employer brand can also be effective in the public sector, given that labour 
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shortages and the need to attract and retain top talent are shared challenges. 
Nevertheless, it must be acknowledged that organisations in the public sec-
tor may require a distinct employer branding approach, tailored to the sector’s 
unique characteristics. This arises in part from public organisations’ funda-
mental purpose of serving society and the public good rather than generating 
profit (Wæraas, 2008). Furthermore, public administration is highly fragment-
ed and diverse in terms of its structure and functional system, making it diffi-
cult to construct a universally applicable employer brand that encompasses all 
public sector employers. Public service organisations also face constraints that 
often limit branding opportunities, such as strict regulatory frameworks, rigid 
pay structures and limited resources. In order to maintain the legitimacy of the 
public sector, employer branding must be developed within a public service 
context that takes these structural and normative conditions into account (Her-
mannsdóttir, 2021; Romano et al., 2024).

In the public sector, employer branding is defined as a strategic approach to 
recruitment and retention involving the communication of a clear and authentic 
image of what makes the organisation uniquely attractive as an employer, both 
internally and externally (Theurer et al., 2018). Rather than emphasising mar-
ket-based competition, public sector employer branding focuses on building 
trust and highlighting the organisation’s public value and positive perception.

Research Aim and Methodology

This study is based on empirical research conducted by the HRM Research 
Group at the Ludovika University of Public Service, in which the authors of 
this paper were involved. The research involved collecting and analysing both 
international and national data. At the international level, we examined human 
resource management practices across the member states of the European Pub-
lic Administration Network (EUPAN) using a survey instrument developed in-
house. A total of 26 parties contributed (EU member states, the European Com-
mission and the European observer countries), with one expert from each country 
completing the questionnaire. The domestic target population consisted of civil 
servants employed in the Hungarian central government administration (more 
than 70,000 individuals). Here, too, we used a self-developed quantitative sur-
vey tool and adopted a full-population inquiry approach. A total of 12,500 re-
spondents completed the questionnaire, reflecting a response rate of just under 
20%. Although the survey is not representative, the large number of responses 
enables certain observable trends in the data to be identified.

Edit Kajtár – Adrienn Magasvári: 
Excellent Workplace: Illusion or Vision? Employer Branding in Public Services 

https://doi.org/10.1177/1470593108093325
https://doi.org/10.1111/ijmr.12121


Belügyi Szemle, 2025 ∙ 10 2137

The primary aim of the research was to explore generational challenges, ex-
amining employer branding as a related area of inquiry. A key question was 
whether EUPAN member states that participated in the study actively presented 
themselves as visible and attractive employers and pursued employer branding 
as a strategic activity. Where such strategies were in place, the study aimed to 
identify the core components of these employer branding efforts. During the 
domestic phase of the research, the focus was on identifying the specific values 
of government administrative bodies as employers, mapping the opportunities 
available to them and pinpointing areas in need of development. The findings 
provide a comprehensive overview of the needs and expectations of employees 
in central government administration regarding their workplace and employer. 
Furthermore, the research sheds light on generational differences in perceptions, 
motivations and expectations among different groups of employees.

This paper focuses exclusively on the research findings relating to employer 
branding. It seeks to answer the following key questions:
•	 What are the criteria for becoming an excellent public sector employer? (Q1)
•	 What existing conditions and values can currently serve as a foundation for 

employer branding in government administration? (Q2)
•	 What are the main limitations or constraints to achieving employer excel-

lence? (Q3)

Summary of research findings

In the international survey, fewer than half of the EUPAN member states par-
ticipating (11 out of 26) reported engaging in employer branding within public 
administration and having a formal strategy in place. As previously mentioned, 
developing a unified employer brand in public administration is challenging due 
to the sector’s often fragmented organisational identities. Furthermore, aside 
from a few functional advantages, it seems that many potential employees cannot 
clearly differentiate between the brands of individual public sector organisations.

Keppeler and Papenfuß (2020) also highlight this issue, arguing that pub-
lic sector employers must consider whether an integrated employer branding 
strategy could be more effective than isolated efforts by individual institutions. 
A similar perspective is reflected in the responses from countries with a branding 
strategy: some public administration bodies develop their employer brand inde-
pendently (e.g. Austria, Denmark, Italy, Latvia and the Slovak Republic), while 
in others, the central government defines common branding objectives which 
public employers receive in the form of guidelines or recommendations. These 

https://doi.org/10.1111/puar.13324
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strategies take various forms. In Belgium and Germany, for instance, employer 
branding is developed at the federal level, whereas in France it is coordinated 
at the inter-ministerial level. While approximately half of the responding coun-
tries lack a dedicated employer branding strategy – including Hungary – most 
EUPAN public administrations engage in recruitment, talent attraction and re-
tention activities. They also seek to increase their visibility and recognisability 
as employers (Hazafi et al., 2024).

According to several studies (Demmke, 2005; Dong, 2014), a key way to 
make public administration appear more attractive as an employer is to empha-
sise the aspects of the job that are valued by job seekers and current employees 
alike. A core characteristic of public administration is its fundamental mission 
to serve the community and contribute to the functioning of society. Compared 
to private sector employers, public administration can offer several competi-
tive advantages, including employment security, opportunities for work-life 
balance, access to learning and development, supportive work environments, 
and long-term social guarantees. As part of the international survey, 23 partic-
ipating member states evaluated their employer brand based on 19 predefined 
criteria. Based on the average scores, the EUPAN countries most frequently 
build their employer brand around the following elements: work-life balance 
(e.g. family-friendly policies, flexible working arrangements, remote working 
and part-time options); employment security; opportunities for training and 
development; the mission of serving the community; and social responsibility 
(CSR). As illustrated in the figure below.

Edit Kajtár – Adrienn Magasvári: 
Excellent Workplace: Illusion or Vision? Employer Branding in Public Services 

https://www.eupan.eu/wp-content/uploads/2024/12/HU_EUPAN_Research-Report_Genarations-in-Public-Administration.pdf
http://www.dgaep.gov.pt/media/0601010000/lux/civilservantsdifferent.pdf
https://doi.org/10.1177/0095399714556500


Belügyi Szemle, 2025 ∙ 10 2139

Figure 1
Factors of employer branding in public administration – international research

Source. Hazafi et al., 2024.

Public administrations in the responding countries usually base their employ-
er branding on values that distinguish the public sector from the private sec-
tor, such as employment security and a commitment to serving the community. 
They also set objectives to enhance their appeal to younger generations, such as 
providing learning and development opportunities, ensuring work–life balance 
and offering career advancement prospects. As Hungarian public administration 
currently lacks a formal employer branding strategy, the national component 
of the research adopted a dual approach to the issue of employer attractiveness. 
Firstly, we investigated the criteria that respondents consider when choosing 
a workplace, i.e. their expectations of an employer. Secondly, we examined the 
extent to which selected HR-related factors are provided by their current em-
ployer in government administration, thus identifying the existing values and 
opportunities within public sector workplaces.

To explore employee expectations, 11,792 respondents were asked to evalu-
ate 20 predefined workplace-related factors using a four-point Likert scale (1 = 
not important, 4 = very important). For clearer interpretation, the scale was later 
consolidated into two categories: ‘rather important’ and ‘rather not important’. 
The following figure presents the respondents’ views.
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Figure 2
Job choice criteria – Hungarian research

S ource. Csóka et al., 2024.

Most respondents identified job security, salary and benefits, work–life balance, 
a low-stress work environment, people-oriented leadership and the physical 
work environment as the most important factors when choosing a workplace. 
In contrast, opportunities for career advancement, the employer’s reputation, 
flexible working arrangements and the use of modern technologies were con-
sidered less important. We also analysed the most and least important job selec-
tion criteria across generational cohorts. Due to their small number, responses 
from the Veteran generation were excluded from this comparison. No statisti-
cally significant differences were observed among the factors ranked as most 
important across the four generations, based on the proportion of respondents 
within each group. However, when examining the lower-rated factors, more 
notable generational differences emerged.

For example, 68% of Generation X respondents considered the employer’s 
reputation to be a relatively important factor in choosing a job, whereas only 
54% of Generation Z participants shared this view. As one respondent noted 
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in an open-ended comment, older colleagues ‘tend to place more value on pre-
serving the image of the institution and care more about the reputation of the 
office as a workplace’. In contrast, 81% of Gen Z respondents identified career 
development opportunities as a key motivator, compared to just over half of 
Baby Boomers and Gen X participants. A similar pattern emerged regarding 
flexible working hours: while 74% of Gen Z respondents found flexibility attrac-
tive, only 54% of Baby Boomers rated it as an important workplace preference.

To identify the values that could form a solid foundation for employer branding 
in government administration, we asked civil servants to evaluate various aspects 
of human resource management. Understanding what employees perceive as 
valuable or attractive within their organisation is essential for effective recruit-
ment and retention. Understanding why individuals enjoy working in a given 
institution helps to define and strengthen its employer brand. Respondents (N = 
11,428) were asked to assess 33 predefined statements using a six-point Likert 
scale (1 = not at all; 6 = to a great extent; NK/NR = don’t know/no response). 
To facilitate clearer interpretation, the scale values were consolidated into two 
categories: ‘Less frequently provided’ and ‘Typically provided’. The figure be-
low shows the elements reported by more than 60% of respondents as typical-
ly provided by their employer and the factors believed to be provided by fewer 
than 20% of respondents in the public sector.

Figure 3.
Distribution of opportunities provided by the workplace – Hungarian research

Source. Csóka et al., 2024.
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Based on the above findings, it is clear that organisations operating within the 
central government administration sector can primarily build their employer 
brand on the following factors: predictable working hours (reported as typically 
provided by 78% of respondents); inspirational leadership (64%); a motivating 
work atmosphere (63%); reimbursement of commuting costs (62%). However, 
there are also several areas in which public sector employers currently fall short 
or can only provide limited support, according to the respondents. In terms of 
opportunities such as remote working, home office options, competitive sala-
ries, welfare-related services and individual development, public administration 
struggles to compete with private sector employers. A more nuanced picture 
emerges when these results are compared with participants’ open-ended respons-
es on what they believe makes an employer truly attractive. These qualitative 
insights provide additional context and help us to understand the expectations 
and perceptions of public sector employees.

The majority of critical comments focused on the remuneration system. Sev-
eral respondents described the current salary structure as unclear, unpredicta-
ble and unfair. Significant discrepancies were noted in the salaries of case of-
ficers employed by government and district offices. Furthermore, the so-called 
tiered (or graded) salary system was perceived as a source of tension because 
salaries within the same tier often varied subjectively and were not considered 
to be based on professional criteria. Many respondents reported experiencing 
financial difficulties. As one participant put it: ‘After 25 years in public service, 
I shouldn’t have to worry about whether I can afford lunch in the staff canteen 
or take a one-week holiday without having to give something up.’ The rigidity 
of the system was another recurring theme. Respondents noted a lack of real 
career advancement opportunities and little incentive for professional develop-
ment. One participant remarked: ‘Currently, promotion is only possible when 
someone retires. What we need is a predictable, realistic career path that com-
bines transparency (e.g. inflation-indexed salaries), recognition of experience 
and tenure, and objective, performance-based progression.’ Several respond-
ents expressed frustration about the lack of financial recognition and appreci-
ation. Many said that if an organisation cannot offer competitive pay, it should 
provide other forms of recognition or benefits to show employees that they are 
valued members of the institution. 

Flexible working arrangements, especially the possibility of working from 
home, were also frequently mentioned. One respondent stated: ‘Even if the law 
permits home working, it’s meaningless if it’s prohibited by the supervisor. The 
idea that quality work can only be delivered through constant physical pres-
ence is completely outdated’. Some participants expressed a desire to reinstate 
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mandatory performance evaluations, so that outstanding job performance could 
be acknowledged and rewarded accordingly.

A stable workplace emerged as a key expectation among respondents. Howev-
er, achieving this requires addressing the persistent sense of insecurity caused 
by continuous organisational restructuring. Ongoing reforms and changes have 
kept staff in a constant state of tension and uncertainty. Many participants ex-
pressed the view that a stable and reliable workplace values the expertise of its 
professionals and leaders. They emphasised the importance of providing access 
to training and development, including workshops on stress management, toler-
ance for monotony, communication, and conflict resolution, as well as access to 
coaching and mental health professionals for all employees, to support this. One 
respondent summarised this need by saying: ‘People’s work and perseverance 
should be recognised and appreciated, and there should be real opportunities 
for training and further education that employees are actually allowed to attend, 
not just apply for.’ Many respondents also voiced concerns about the current 
state of organisational culture in public administration, describing it as deteri-
orating. ‘In recent years, a customer-friendly administrative system has been 
successfully established, but government office employees, especially those 
in district offices, have been increasingly neglected. The level of the erosion is 
alarming. A fair share of those working in the profession has already left. What 
remains is demotivation, apathy and hopelessness. Only a faint spark of hope 
and love for the profession keeps people here. This is deeply discouraging for 
young people.’ One of the most significant risks identified is the ongoing loss 
of skilled professionals due to substandard financial and professional recogni-
tion. This trend is seen as contributing to the weakening of organisational units 
and the decline in the overall quality of public services. The public perception 
of public administration has been in decline for several years, underscoring the 
need for greater public awareness and sensitivity, particularly regarding the na-
ture and value of regulatory and official work.

Significant changes are needed to make a career in public administration truly 
attractive. To enable this transformation, the government must develop a com-
prehensive strategy that employees can identify with and commit to. Real pro-
gress can only be achieved through a whole-of-government approach. This is 
also the only way to restore the prestige and perceived value of public service. 
This requires clear organisational goals and a shared vision, supported by trans-
parent governance structures and effective monitoring systems. At the same 
time, competitive salaries, benefits and support mechanisms aligned with mar-
ket conditions must be provided to enable genuine development.
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Conclusions and recommendations

The ongoing changes in the legal, economic, social, and digital environment 
call for a redefinition of what constitutes an excellent workplace. In the intro-
duction to this study, we emphasised that in Hungary, the most attractive and 
well-regarded employers tend to be those that offer stable employment, com-
petitive base salaries and financial benefits, manageable workloads that allow 
for a healthy work–life balance, and a pleasant working environment. In ad-
dition – especially in alignment with the expectations of Generation Z – they 
provide clear career pathways and meaningful opportunities for learning and 
development. Such employers develop and maintain their employer brand in 
a way that enables continuous adaptation to employees’ evolving needs. This, 
in turn, helps them remain competitive in the labour market while effectively 
communicating their value proposition.

But do the same factors define employer quality and excellence in the pub-
lic sector? Based on the findings of the international component of our empiri-
cal research, we conclude that an increasing number of public administrations 
across Europe are engaging in employer branding. These efforts not only sup-
port recruitment and retention but also place a strong emphasis on enhancing 
visibility as an employer of choice.

These employer branding efforts are usually based on values that distinguish 
the public sector from the private sector, such as a focus on job security and 
a commitment to serving the community. Some strategies also aim to increase 
the public sector’s appeal to younger generations by ensuring opportunities for 
learning and development, promoting work–life balance, and offering career 
advancement options. However, competitive pay and a pleasant workplace 
environment do not play a central role in most public sector employer value 
propositions.

Our research within the Hungarian central government administration revealed 
that certain factors are crucial for being recognised as an excellent employer. 
These include job stability, competitive salaries and benefits, work–life balance, 
a low-stress work environment, people-centred leadership and the quality of the 
workplace. Career advancement and flexible working hours appear to be decisive 
factors primarily for Generation Z employees, while learning and development 
opportunities, though important, do not seem to carry as much weight in percep-
tions of excellence as the aforementioned factors. Encouragingly, our findings 
indicate that many public servants believe that strong values that define excel-
lence are already present in Hungarian public administration and could serve as 
a foundation for further development. These include predictable working hours, 
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which are fundamental to achieving work–life balance, as well as inspirational 
leadership and a motivating work atmosphere. However, the greatest challenge 
will be to overcome the current limitations of employer branding. According to 
our research, Hungarian public administration is currently unable to compete 
with private sector employers in several key areas, such as salaries and financial 
incentives, career development opportunities, flexible working arrangements 
and individual professional development.

An even more alarming risk emerges from the fact that many survey partici-
pants questioned the very notion of employment stability in public administra-
tion. In addition, the attitude of ‘public service as a calling’ appears to be fad-
ing among employees and is likely to disappear entirely with the retirement of 
older generations. Historically, job security and career stability were considered 
traditional comparative advantages of public service careers (Petrovics, 2019; 
Bankó, 2019). However, the system has undergone significant transformation in 
recent years (Mélypataki et al., 2023). Today, career stability has been severely 
weakened due to several factors, including changes in the personal scope, the 
establishment-based employment system, and subjective institutional mecha-
nisms such as a growing sense of distrust (Ludányi, 2024; Havasi & Petrovics, 
2023). A similar trend can be observed in relation to the erosion of public ser-
vice ethos (Hazafi & Kajtár, 2021b).

Data from our national survey suggests that, as older generations become less 
prevalent, the traditional motivations associated with public service may soon 
disappear. At the same time, it is well documented that Generation Z has sig-
nificant potential in this regard. This generation places a high value on mean-
ingful work and making a tangible contribution to ‘making the world a better 
place’. However, according to current findings, public administration is not ef-
fectively harnessing this motivation. As stability and ethos decline, the values 
that once formed public service’s core competitive advantage and could have 
formed the basis of a strong employer brand, are being lost.

When considering the challenges of the present and near future, it is important 
to mention, albeit briefly, the use of artificial intelligence (AI). In the context of 
the global pandemic, we have witnessed first-hand how necessity can drive the 
implementation of long-delayed HR solutions, such as flexible working, digi-
talisation and extra workplace well-being initiatives (Hazafi & Kajtár, 2021a). 
AI will certainly also impact the employer brand, so adapting to it can be con-
sidered a necessity. We have to examine what effect the spreading of AI has on 
branding. We have to think about how to utilize it effectively and productively, 
for example to increase visibility in the digital space or to facilitate continuous 
dialogue and the exchange of opinions between stakeholders.
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Is the idea of excellent public service workplace an illusion or a realistic goal? 
Our answer: it depends. It will remain an illusion if we assume that it will mate-
rialise on its own. However, it can become an achievable and sustainable vision, 
provided that all relevant stakeholders are genuinely committed to making it 
a reality. Our research into international good practices has shown that public 
administration can be an attractive and prestigious workplace for prospective 
and current employees alike. However, as one participant in the Hungarian 
part of the study pointed out, this will require fundamental change. Several key 
conditions must be met to support this transformation. These include sustained 
government commitment, clearly articulated strategic goals and a well-defined, 
employee-centred employer branding strategy that is fully integrated into broad-
er organisational development processes.
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