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Introduction
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Government and public sector employers regularly get advice.

Commentators frequently express views on how government workforces should be better managed. 

Few, however, understand the challenges that make most of the “easy answers” deceptively 

complicated.

Commentators urge public bodies to import skills from the private sector. But will business people 

be able to adapt to the political realities of working within government machinery?

They encourage employers to use the latest technologies to improve recruitment and people 

management. But how often do the technological tools available actually meet the stringent 

security requirements that government service demand?

We have worked with government organizations around the world helping to cut through these 

dilemmas. Doing so empowers employers to make better decisions about their people.

This report:

• Sets out the people-related challenges that are common among government and public 

sector organizations around the world

• Demonstrates how online assessments of the workforce can give employers the information 

they need to make better decisions about their people

• Confronts the problems of security and the challenges public bodies face in ensuring 

potentially helpful tools pass the safety test



of the US workforce will be made up of 

millennials by 2025.

75%
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Confronting the Challenges

Many people-related challenges are common 
across different arms of government around the 
world.

1. An aging workforce

According to data from the U.S. Bureau of Labor 

Statistics, millennials will make up 75% of the 

US workforce by 2025. However, only 27% of 

public workers fit within that age range.1 Just 

35% of UK civil servants are younger than 40.2 
Millennial and GenZ workers – those born after 

1981 - seem reluctant to apply for positions in 

the public sector.

2. Assessing the ‘cultural fit’ of outsiders

During times of economic uncertainty, public 

sector employers typically receive an influx of 
applications from the business community.3 This 

can be a great opportunity to import skills that 

help drive efficiency and innovation. But will all 
potential recruits be a good fit for culture?
People with a background in the private 

sector can struggle to adapt to the political 

constraints of working in government.4 It is 

difficult to identify from applications and 
interviews, which potential employees will be 

able to make the shift.

3. Diversity

A diverse workforce is a priority for many people 

seeking employment. In the UK, 79% of public 

sector employees believed there was more work 

to be done on diversity according to a survey 

supported by the Public Services People

Managers Association (PSPMA).5 The US federal 

workforce remains mostly white.6 This could be 

a factor in deterring some potential applicants 

from applying for positions. 88% of millennials 

and GenZs identify working in a diverse 

environment as a priority.7

Diversity can be hindered by the problem 

of unconscious bias. Without realizing it, 

employers may be basing their recruitment and 

promotion decisions on factors other than who 

is best for the job.8 Hirers may subconsciously 

opt for familiarity and choose a candidate 

that reminds them of the current workforce. If 

they do so, they miss an opportunity to nurture 

diversity. 

For more information on how employers can 

overcome decision bias, read our report 

“Beyond Decision Bias: Making Objective 

People Decisions”.

4. Slow recruitment processes

While private sector companies can make quick 

hiring decisions, candidates often wait several 

months to hear if they have been successful in 

securing a job in government.

of public sector employees believed 

there was more work to be done on 

diversity.

79%
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Good candidates involved in a lengthy government recruitment process may accept an alternative 

position in the private sector before the process is concluded. This could be another factor in 

deterring young people from applying to public sector jobs.9

5. Guarding against compliance errors and breaches

Public employees need to work within a tightly regulated framework. In the past 10 years, US 

spending on compliance reached $7.5billion.10 Government organizations are often targets for 

phishing and cyber-attacks. Some 32% of all data breaches involve phishing, while 29% involve 

stolen credentials.11

Human error makes organizations more vulnerable to both. So it is critical for public employees to 

understand the rules they must work within and risks they must minimize.

6.Security barriers to using the latest people management and recruitment technology

Public sector employers can struggle to use the latest management, recruitment technologies. 

Many remain reliant on pen and paper systems. This is not just because public-sector employers 

are reluctant to innovate. Stringent security requirements typically mean that incorporating new 

technologies is often not an option.



76%
of corporations have seen an increase 

in the quality of hire after implementing 

assessment technology.
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Government organizations and agencies often see the value of gathering and analyzing data. It is 

often essential for forming policy, implementing projects or encouraging behavior change.

Too often, however, employers fail to seek information to make decisions about their most 

important asset, the people they employ. A survey for the PSPMA found that only 20% of public 

sector respondents actively use data to drive their decision making and strategy development 

when it comes to people management.12

Online assessments can empower public-sector employers to make better people decisions.

• Improving the quality of hire - Testing candidates before they are offered a job can ensure 
that new recruits are the right cultural fit. As well as identifying whether a potential recruit 
has the skills to perform the role, attitudes can be assessed. The results indicate whether a 

candidate is suited to the sensitivities of a particular role.

After implementing assessment technology, 76% of corporations have seen an increase in 

the quality of hire.13
By providing an objective measure of who is best for the job, assessments can help confront 

any unconscious bias that emerged during the interview process. Assumptions can be 

challenged. The best decisions can be made.

• Speed up the recruitment process - With our platform, papers are instantly marked. Results 

are instantly compiled. It is easy to spot trends and patterns. It is much quicker to decide on 

which candidates to take to the next stage of the process or offer the job to.

• Test the effectiveness of training - When investing in staff training, assessments, often in the 
form of surveys after the course, can reveal whether the right information has been digested 

and retained. Assessments can measure whether people liked the training, learned from the 

training and whether they now have the skills to put what they have learned into practice. 

Assessments also allow employers to prove to stakeholders that staff have been effectively 
trained.

• Nurture a diverse workforce - When making decisions on promotions or recruitment, 

assessments can prove which candidates have the appropriate skills and competencies for 

the job. Any unconscious biases can be challenged. Where training is introduced to promote 

diversity and equality, assessments can measure what participants have learned.

• Introducing internal certification programs - Setting milestones for staff and testing that 

they have achieved them, gives team members clear goals to work toward. By awarding
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internal certifications that demonstrate progress, a sense of career development can be 
increased, improving staff engagement. Given that government employers cannot always 
offer equivalent salaries to the private sector, demonstrating career development can help 
attract the best applicants.

• Building a culture of compliance - Getting staff to attend training on the relevant 
regulations is not enough. Employers must test staff after training to ensure that the right 
information has been imparted and that it has stuck. Staff that have not learned what they 
should, can be retrained. Where the course is failing to make an impact, the content and 

delivery method can be revised.
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Investing in Safe and 
Secure Technology

While many government bodies see the value of making data-informed people decisions, many of 

the tools available for gathering data and information simply do not pass the security test.

Governments recognize that they are often targets of cyber-attacks and espionage. Any 

technology they use to store and process data must meet the highest security standards.

Our enterprise-grade assessment

• FedRAMP Authorization – the platform has achieved Federal Risk and Authorization 

Management Program (FedRAMP) Authorization. It meets over 300 security control 

requirements and can be used safely by the US government and military.

• Experienced provider – we power assessments for many public bodies. The United States 

Airforce has recently started using the platform.

• Global confidence – because our platform has met stringent requirements in the US, 

government organizations around the world can have confidence in our ability to deliver 
assessments safely and securely.

For more information about the security reassurances we can offer government, please see our 
“Questionmark OnDemand for Government” report.

We have worked with government organizations around the world, helping them to make better 

decisions and meet the challenges outlined in this paper.

If you are interested in beginning a conversation, talk to us at questionmark.com/demo

https://www.questionmark.com/demo/
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Appendix

Questionmark Resources

Best practice guidance from Questionmark

Questionmark publishes several other white papers giving best practice guidance, available from 

questionmark.com/resources/reports/. The following white papers are useful for follow-up reading:

• Assessment Results You Can Trust

• Five Practical Approaches to Test Beyond Recall

• The Test Fraud Fallacy

Upcoming Webinars

Register today for one of our upcoming sessions.

From best-practice training to deep-diving into assessment themes, our webinars are a chance 

to deepen your understanding, and learn some helpful tips along the way. To join one of our 

upcoming sessions, visit questionmark.com/resources/webinars/.

Questionmark’s Professional Services

Solutions and Integration

• Candidate Portals

• E-commerce

• Badging and Certificates
• Automate processes / data sync

Training and Consulting

• Onsite / Remote training

• Guidance on program management, item 

writing and more

Deployment and Authoring

• Content migration

• Custom look and feel

Solutions and Integration

• Custom reports and dashboards

Talk to us to find out more about our professional services.
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Legal notice 

This document is copyright © Questionmark Corporation (Questionmark) 2022. Although Questionmark has used 

all reasonable care in writing this document, Questionmark makes no representations about the suitability of the 

information contained in this and related documents for any purpose. The document may include technical inaccuracies 

or typographical errors, and changes may be periodically made to the document or to the software referenced. This 

document is provided “as is” without warranty of any kind. See your Perception support contract for further information. 

Company and product names are trademarks of their respective owners. Mention of these companies in this document 

does not imply any warranty by these companies or approval by them of this guide or its recommendations.

Questionmark is a leading assessment platform that helps businesses, governments and 

academic organizations test and prove knowledge. We enable organizations to author, deliver 

and measure assessments, in the cloud, with all the flexible tools they need from proctoring to 
translations. 

For over 30 years our business has paved the way for more effective testing and certification 
worldwide. To date, we’ve been trusted by more than 2,500 customers worldwide and deliver 
more than 18 million assessments a year.

questionmark.com

https://www.questionmark.com/
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