
Impact of  the new appointments policy DRAFT 
The new appointments policy allowed for greater flexibility in the hiring of  federal public 

servants came into effect in April 2016, resulting in a greater number of  "non-advertised" hiring 
compared to formal publicly advertised hiring processes and competitions. The Public Service 
Commission has reported on an overall increase in non-advertised appointments to 34% of  hires 
in 2017-18 compared to 25% in the previous fiscal year, reflecting the attractiveness of  this easier 
way to staff. 2018-19 data shows a further increase to 35 percent. Greater use of  non-advertised 
staffing raises the potential risk of  the “who you know” factor playing a greater role in hiring and 
this analysis aims to assess this potential risk.  

With six full years of  data, the effects of  this increased flexibility can be analyzed by 
occupational group, department and employment equity group representation. Given that 
2016-17 was very much an implementation transition year, the most relevant comparison is 
between the four year pre-implementation period 2013-17 and the two-year 2017-19 post 
implementation period. 

 Figure 1 presents a more detailed overall portrait of  the shift from advertised to non-
advertised. The trend towards more non-advertised processes significantly increased in 2017-19 
as managers become more familiar and comfortable with non-advertised staffing processes. 

https://www.canada.ca/content/dam/psc-cfp/documents/publications/annual-report/ar2018-en.pdf
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FIGURE 1:TOTAL STAFFING ACTIONS AND PERCENTAGE NON-ADVERTISED 
PROCESSES 2013-10

Advertised Non-Advertised Unknown Total

2013-2014 47.6% 24.4% 28.0% 27,801

2014-2015 47.6% 22.6% 29.8% 36,606

2015-2016 44.3% 19.7% 36.1% 43,002

2016-2017 46.4% 19.2% 34.5% 47,244

2017-2018 45.4% 33.1% 21.5% 54,408

2018-2019 41.9% 35.0% 23.1% 65,920

Average 2013-17 46.5% 21.5% 32.1% 38,663

Average 2017-19 43.6% 34.1% 22.3% 60,164

Change between 
averages

-2.8% 12.6% -9.8%

Change 2013-14 to 
2018-19

-5.8% 10.6% -4.9%



Annex A examines the departmental breakdown of  staffing processes for the 33 organizations 
that average more than 100 staffing processes per year over the past six years, ordered by the 
greatest shift towards non-advertised staffing processes. Ten departments appear to have 
implemented the policy more aggressively with shifts of  20 percent greater than the overall 
government mean towards non-advertised processes based upon pre- and post-policy 
implementation. Only one department (PCO) decreased its relative use of  non-advertised 
processes. There are no major differences in approach based upon organizational size. 

Annex A also includes the latest employment equity representation numbers in order to assess 
whether greater use of  non-advertised processes advances or harms representation. There does 
not appear to be any correlation between advertised/non-advertised processes and employment 
equity group representation. 

Figure 2 portrays the effect on the major occupational groups. As expected, the overall shift is 
reflected in most occupational groups, with the EX group showing the greatest shift towards non-
advertised staffing processes. No group had a decrease in the use of  non-advertised staffing 
processes, with the CR group showing the smallest increase. Three occupational groups used 
non-advertised staffing processes over 40 percent of  the time: AS, EC and EX in 2018-19. 

FIGURE 2: TOTAL STAFFING ACTIONS AND PERCENTAGE NON-ADVERTISED 
PROCESSES 2013-19 BY OCCUPATIONAL GROUP

All AS CR CS EC PM Other EX

Average 
2013-17

21.5% 24.4% 17.5% 23.2% 23.7% 15.3% 22.7% 22.0%

Average 
2017-19

34.1% 41.4% 24.4% 31.9% 40.8% 32.0% 31.5% 41.7%

Change 
averages

12.6% 17.0% 6.9% 8.7% 17.1% 16.7% 8.8% 19.7%

Change 
2013-14 to 
2018-19

10.6% 15.0% 5.9% 3.1% 17.2% 16.8% 6.3% 13.6%

Highlighting: 15 percent increase or greater



The more interesting question remains the possible impact on employment equity group 
representation. Figure 3 looks at the increase in the use of  non-advertised staffing processes by 
designated group, showing a significant increase in non-advertised processes for women and 
visible minorities, a small increase for Indigenous peoples, with no change for persons with 
disabilities. 

However, despite this significant drop in advertised processes, the overall representation, hiring, 
promotion and separation numbers indicate that implementation of  the new appointment policy 
has not changed the overall trends towards greater representation of  women and visible 
minorities, stable numbers of  Indigenous peoples, and a decline in overall representation of  
Persons with disabilities even if  the number of  hirings and promotions has increased, as shown in 
Figure 4. 

FIGURE 3: NON-ADVERTISED STAFFING PROCESSES 2013-19 BY DESIGNATED 
EE GROUP

Women VisMin Indigenous PwD

Average 2013-17 57.8% 13.7% 4.9% 4.1%

Average 2017-19 61.6% 17.5% 5.2% 4.1%

Change 3.8% 3.8% 0.3% 0.0%

Change 2013-4 to 
2018-19

5.3% 5.7% 0.5% -0.1%



The new appointment policy has succeeded in giving managers greater latitude to use faster 
non-advertised staffing processes. These have been used for most occupational groups and 
departments.  

However, with about one in four processes being “unknown” across most occupational groups, 
data integrity may be an issue, raising questions regarding the degree to which the shift towards 
non-advertised processes is over or understated. Departments and PSC clearly need to improve 
their data collection. 

Encouragingly, the shift towards non-advertised staffing processes does not appear to affect the 
ongoing trends towards increased representation of  women and visible minorities and to a lesser 
extent, Indigenous peoples. The slight decline in representation of  persons with disabilities 
cannot be attributed to the new appointment policy given that there was no shift towards non-
advertised process that involved persons with disabilities. 

However, the 2018 Staffing and Non-Partisanship Survey: Report on the Results for the 
Federal Public Service indicated concerns over fairness and transparency in staffing processes: 
91.9 percent of  managers compared to 53.8 percent of  employees believed hirings were based on 
merit, with a minority of  employees (45.4 percent) indicating that staffing was conducted fairly 
and a majority (54 percent) indicating that appointments “depend on who you know.” 
Unfortunately, there is no comparable pre-implementation survey to assess whether employee 
perceptions of  merit and fairness have changed (the annual Public Service Employee Survey does 
not include questions on merit, fairness and transparency of  appointments). 

In sum, the shift towards non-advertised staffing processes has been taken up by departments as 
an easier and faster staffing process without affecting efforts to increase designated group 
representation in the public service. 

FIGURE 4: NEW APPOINTMENT POLICY IMPACT ON DESIGNATED GROUPS 
CHANGE 2017-19 COMPARED TO 2013-17

Representation

All EX Hirings Promotions Separations

Women 0.5% 2.7% 1.1% 2.6% 1.3%

Visible minorities 2.1% 1.4% 1.8% 2.7% 0.7%

Indigenous -0.0% 0.2% 0.0% 0.7% -0.1%

Persons with disabilities -0.3% -0.5% 0.3% 0.2% -1.0%
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Methodology: 

The Public Service Commission provided data on advertised, non-advertised and “unknown” 
staffing actions for the past six fiscal years. For simplicity, I have focused on advertised and non-
advertised processes which may understate or overstate the shift, given that between 20 and 35 
percent of  staffing processes were “unknown” depending on the year. 

As 2016-17 was very much a transition and implementation year, I have used 2013-17 four 
year data as the baseline, and 2017-19 two-year data to assess the impact of  the new 
appointment policy. Staffing actions include: external hires (34.2 percent, indeterminate and 
term), promotions (34.9 percent), and acting appointments over 4 months (31 percent, 
indeterminate and term) for the period 2013-19.  

Corresponding representation data is taken from the Employment Equity in the Public Service 
of  Canada 2018–2019 and earlier reports, in particular Tables 1 and 5.  

Annex A (attachment) 

https://www.canada.ca/en/government/publicservice/wellness-inclusion-diversity-public-service/diversity-inclusion-public-service/employment-equity-annual-reports/employment-equity-public-service-canada-2018-2019.html
https://www.canada.ca/en/government/publicservice/wellness-inclusion-diversity-public-service/diversity-inclusion-public-service/employment-equity-annual-reports/employment-equity-public-service-canada-2018-2019.html

