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THE PUBLIC SERVICE JOB EVALUATION 
UNPACKING THE EXERCISE, OUTCOMES & IMPLICATIONS

The Public Service Commission (PSC), 
working under the auspices of its 
parent ministry, is implementing the 
outcomes of the Job Evaluation (JE) 
— an exercise which began in  
and has ongoing resultant actions. 
In this inclusive and responsive pro-
cess, the PSC is widely consulting and 
intensively engaging stakeholders in 
the public sector in order to ensure 
proposals are considered, concerns 
addressed, views ventilated and all 
voices are heard.

Context
In September 2024, Cabinet approved the 

JE recommendations, from the exercise which 
had commenced in 2022, and directed their 
implementation across the public sector. 

Th e Ministry of Public Service, Labour 
and Social Welfare was mandated with the 
broader responsibility of rationalisation and 
optimisation of the JE and PSC tasked with 
co-ordinating the comprehensive roll-out of 
the implementation.

Acting on that mandate and under the 
ambit of the parent ministry, the PSC has 
since rolled out a new remuneration frame-
work with eff ect from 1 April 2026 — mark-
ing the fi rst comprehensive JE in the nation’s 
public service since 2003. 

What is Job Evaluation and why was 
it necessary?

Th e JE is a major reform initiative aimed 
at creating a fair, transparent and perfor-
mance-driven remuneration and grading sys-
tem across Government. 

It addresses long-standing structural 
anomalies that had accumulated over two 
decades. Th e anomalies include, among other 
things, mismatched grades and salaries, over-
lapping mandates between Ministries, redun-
dant posts and unclear career progression 
pathways. 

With the PSC increasingly inundated with 
requests for upgrades, regrading and salary 
queries, it became imperative that a system-
atic intervention be undertaken.

What Grading System Was Used?
In line with international best practice, 

Cabinet adopted the globally-recognised Pat-
erson Job Evaluation Grading System, which 
assesses jobs according to the level and com-
plexity of decision-making required rather 
than job titles, academic qualifi cations or 
years of service.

Key Findings
Th e JE corrected longstanding anomalies. 

Chief Directors, previously misclassifi ed 
at grade F2, are now correctly placed at E4, 
while Directors have moved from F1 to E1 
and Deputy Directors from E5 to D1. Skilled 
professionals such as engineers, teachers and 
human resources offi  cers, previously infl ated 
to Band D and E, have been correctly placed 
in Band C, consistent with the specialised, 
technocratic nature of their work.

Consultations, Engagements 
& Other Complementary 

Developments
Since embarking on the implementation 

roll-out, the Commission has to date held 
consultative meetings with 1 Ministries and 
seven constitutional institutions, including 
the Judicial Service Commission, the Zimba-
bwe Electoral Commission and the Zimba-
bwe Human Rights Commission, to address 
reported anomalies. A workshop with work-
ers’ representatives was also convened on 14 
and 15 May 2026. A multi-sectoral Job Evalu-
ation Appeals Committee is now operational 
from 1 June to 31 August 2026 while the PSC 
is fi nalising a Parallel Progression framework 
that would allow employees to advance in 
remuneration within their career track with-
out requiring promotion to a higher post.

Guiding Principles
Th e process is governed by standard prin-

ciples applicable across all evaluation meth-
ods: jobs, not people, are graded; reporting 
lines do not determine a grade; longevity 
and additional qualifi cations are not grounds 
for regrading; and no single individual may 
unilaterally determine an outcome. Where a 
job is graded lower than it was, the Person to 
Holder Principle protects incumbents, who 
retain their existing salary and benefi ts. Th e 
system is to be audited by the PSC every three 
years.

Guarding the Gains & Vision 2030 
Alignment

Going forward, the PSC re-affi  rms that sus-
tained stakeholder engagement remains cen-
tral to consolidating the gains of the exercise, 
resolving outstanding anomalies and ensur-
ing the framework underpins a fair, transpar-
ent and high-performing Public Service in 
line with Zimbabwe’s Vision 2030 objectives. 

It is the Commission’s conviction that the 
Job Evaluation Exercise will contribute signif-
icantly to the development of a professional, 

PSC rolls out job evaluation reforms to promote 
fairness & transparency across Public Service

equitable and high-performing Public Service 
that supports Zimbabwe’s Vision 2030 devel-
opment agenda.

For further information or to submit an 
appeal, public servants are encouraged to 
engage with their respective HR Departments 
or the PSC directly. Phone: 0242 700881-4
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The Public Service Job Evaluation Exercise is more 
than a grading exercise. It is a transformative reform 
designed to create a fair, transparent and perfor-
mance-driven Public Service that rewards work 
according to its value and contribution.

For many years, disparities in grading structures, overlap-
ping responsibilities and some general inconsistencies cre-
ated perceptions of inequity across the Public Service. Simi-
lar jobs were often graded differently, while some employees 
faced limited opportunities for career growth despite pos-
sessing valuable skills and experience.

The Job Evaluation Exercise seeks to address these chal-
lenges by establishing a standardised framework for assess-
ing and grading jobs across Government.

At the heart of the exercise is the principle of fairness. Jobs 
are evaluated based on their responsibilities, complexity and 
level of decision-making rather than on job titles, person-
alities, qualifications or length of service. This ensures that 
positions carrying similar responsibilities receive compara-
ble recognition and remuneration.

One of the most significant benefits of the exercise is the 
promotion of equity across the Public Service. Employees 
can now have greater confidence that grading decisions are 
based on objective criteria applied consistently across Minis-
tries, Departments and Agencies.

The reform also enhances transparency. Public servants 
are now able to understand the basis upon which jobs are 
graded and remunerated. This reduces uncertainty and pro-
motes trust in the grading system.

Another key benefit is the creation of clearer career pro-
gression pathways. Historically, some employees felt com-
pelled to seek management positions simply to improve 
their remuneration, even when their strengths and interests 
lay within technical or professional fields.

To address this concern, the Public Service Commis-
sion is developing a Parallel Progression Framework that 
will enable employees to advance within their professional 
disciplines without necessarily moving into supervisory or 
management roles. This will help retain specialist skills and 
encourage professional excellence.

The Job Evaluation Exercise is also expected to strengthen 
organisational effectiveness. By aligning grades with respon-
sibilities, Government institutions can establish clearer 
reporting structures, eliminate duplication of roles and 
improve accountability.

For Government, the exercise provides a more reliable 
basis for workforce planning, succession management and 
resource allocation. It ensures that remuneration structures 
are aligned with organisational needs while supporting 
long-term sustainability.

Importantly, the exercise includes safeguards to protect 
employees. Where positions are graded lower, than they 
previously were following evaluation, incumbents retain 
their existing salaries and benefits through the Person-
al-to-Holder Principle, ensuring that no employee is unfairly 
disadvantaged during implementation.

To promote transparency and confidence in the process, a 
multi-sectoral Job Evaluation Appeals Committee has been 
established to consider concerns and appeals from employ-
ees and institutions.

The Public Service Commission believes that the Job Eval-
uation Exercise lays the foundation for a modern Public Ser-
vice characterised by fairness, professionalism and account-
ability.

Ultimately, the benefits extend beyond public servants 
themselves. A motivated, fairly graded and professionally 
managed workforce is better positioned to deliver efficient, 
responsive and high-quality services to citizens.

As implementation continues, the Job Evaluation Exercise 
is expected to play a pivotal role in supporting Government’s 
vision of a professional, citizen-centred and high-perform-
ing Public Service that contributes meaningfully to Zimba-
bwe’s Vision 2030 development agenda.

Job Evaluation: Building a Fairer and 
More Professional Public Service

Benefits and advantages of the exercise
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The Public Service Commission 
(PSC) is finalising a Parallel Pro-
gression Framework, an impor-
tant mechanism that creates new 
opportunities for career growth 
and reward within the Public Ser-
vice.

The framework is designed to 
recognise that not every employee’s 
career aspiration is to become a man-
ager. Many public servants develop 
highly specialised knowledge and 
technical expertise that are critical to 
effective service delivery. 

Parallel Progression seeks to reward 
this expertise without requiring 
employees to leave their professional 
field or compete for supervisory posi-
tions, which may not necessarily be in 
their direct line of expertise.

Traditionally, career advancement 
in many organisations has depended 
largely on promotion into manage-
ment or administrative roles. This 
often meant that highly skilled pro-
fessionals had to move away from 
the work they excelled in simply to 
improve their remuneration and 
career prospects.

The Parallel Progression Frame-
work provides an alternative pathway. 
Employees will be able to advance in 
remuneration and professional recog-
nition while remaining within their 
chosen occupational discipline. This 
means that specialists can continue 
contributing their expertise while 
enjoying structured career develop-
ment.

The framework benefits profession-
als across the Public Service, including 
teachers, engineers, health practition-
ers, accountants, human resources 
professionals, information technology 
specialists and other technical officers 
whose expertise is essential to deliver-
ing quality public services.

Parallel Progression supports the 
broader objectives of the Job Evalua-
tion exercise by promoting fairness, 
recognising competence and creating 
clear career pathways based on the 
value and complexity of work per-
formed. 

It also helps institutions retain 
experienced professionals by pro-
viding meaningful opportunities for 
growth without requiring them to 
abandon their technical careers.

The initiative also improves 
employee motivation, strengthens 
skills retention and enhances service 
delivery across Government by ensur-
ing that specialist knowledge is recog-
nised and appropriately rewarded.

As the Public Service continues 
implementing Job Evaluation-re-
lated reforms, Parallel Progression 
represents a significant step towards 
building a modern, professional and 
performance-driven workforce. 

By providing multiple pathways for 
career advancement, the framework 
will enable public servants to grow, 
excel and contribute more effectively 
to national development and Zimba-
bwe’s Vision 2030.

Parallel Progression: A path for 
career growth in the Public Service

One of the key safeguards built 
into the Public Service Job Eval-
uation exercise is the Person-
al-to-Holder Principle, a provi-
sion that protects employees 
where a job is assigned a lower 
grade than it previously held.

The principle is intended to ensure 
that no employee is unfairly dis-
advantaged as Government imple-
ments the outcomes of the Job Eval-
uation exercise.

Job Evaluation assesses the value 
of a job, not the individual perform-
ing it. It examines the responsibili-
ties, level of decision-making, com-
plexity and accountability associated 
with each position to determine its 
appropriate grade. As a result, some 
jobs may be regraded upward, while 
others may be placed at a lower grade 
to align them with the approved Job 
Evaluation framework.

Where a job is graded lower than 
before, the Personal-to-Holder Prin-
ciple comes into effect.

Under this principle, the employee 
who currently occupies the post 
retains his or her existing salary, 
allowances and other benefits, 
even though the job itself has been 
assigned a lower grade. 

In other words, the protection 
applies to the current holder of the 
post and ensures that they do not 
suffer an immediate loss of remuner-
ation because of the Job Evaluation 
outcome.

However, once the current holder 
leaves the position through retire-
ment, resignation, promotion or any 
other reason, the post will thereafter 
be filled at its newly evaluated grade. 
The protection applies only to the 
current holder and does not perma-
nently attach to the position.

The Personal-to-Holder Principle 
reflects the Public Service Commis-
sion’s commitment to fairness, stabil-
ity and responsible implementation 
of the Job Evaluation exercise. It bal-
ances the need to correct historical 
grading anomalies while safeguard-
ing the legitimate interests of serving 
public officers.

The Commission encourages 
public servants to appreciate that 
Job Evaluation is not intended to 
penalise employees. Rather, it is a 
systematic process that ensures jobs 
are graded consistently according to 
their responsibilities and organisa-
tional value.

As the Public Service continues 
implementing this important reform, 
the Personal-to-Holder Principle 
provides re-assurance that the tran-
sition to the new grading framework 
is being managed in a fair, transpar-
ent and employee-conscious manner.

Public servants seeking further 
clarification are encouraged to con-
sult their Human Resources Depart-
ment or visit the Public Service Com-
mission website at www.psc.gov.zw 
for additional information.

Understanding the Personal-to-Holder Principle
Protecting Employees During Job Evaluation



The Public Service Commission 
(PSC) has established a multi-sec-
toral Job Evaluation Appeals 
Committee to consider concerns 
arising from the recently imple-
mented Job Evaluation Exercise.

The Appeals Committee became 
operational on 1 June 2026 and will 
receive and process appeals until 31 
August 2026, providing public serv-
ants with an opportunity to seek 
clarification and review of perceived 
anomalies in job grading outcomes.

The move follows extensive 
consultations conducted by the 
Commission with workers’ repre-
sentatives, Ministries, Departments, 

Agencies and Constitutional Insti-
tutions after the implementation of 
the new remuneration framework 
on 1 April 2026. 

During these engagements, 
stakeholders raised concerns, made 
proposals and identified issues 
requiring further examination.

The PSC has emphasised that 
the appeals process is intended to 
strengthen transparency, fairness 
and confidence in the Job Eval-
uation Exercise, which seeks to 
establish a consistent and equitable 
grading system across the Public 
Service.

The Commission has assured 

employees that every appeal will 
be considered in accordance with 
established job evaluation princi-
ples and procedures. 

These principles include the 
requirement that jobs—not indi-
viduals—are evaluated and graded, 
ensuring objectivity and consist-
ency in decision-making.

The PSC reiterates its commit-
ment to stakeholder engagement 
and continuous improvement of 
the grading framework as part of 
efforts to build a professional, trans-
parent and high-performing Pub-
lic Service that supports national 
development goals.

Job 
Evaluation 

Remuneration 
Framework 

Guiding 
Principles 

The new remuneration framework was 
a structural reform carried out after the 
Job Evaluation Exercise to rationalise 
pay and job hierarchies in conformity 
with the Paterson grading system. To 
achieve this, the following principles 
formed the basis of the new frame-
work;

a.	Six (6) bands that consist of A, B, C, D, 
E, F, and grades (Lower Grades, with sub 
grades 1, 2, 3 and Upper Grades with sub 
grades 4 and 5). 

b.	Grade Independence/ Uniqueness, A job 
within a grade will maintain one grade 
throughout its lifetime unless its duties 
have changed warranting regrading. 

c.	Increase notches/steps from 5 up to 10 per 
grade. 

d.	De-bunch salary scales the first phase 
of de-bunching focused on differentials 
between grades.

e.	Preservation of Hierarchical Differen-
tials recognising experience, expertise, 
longevity.

f.	 Development and implementation of a 
parallel progression framework. Parallel 
progression will help attract identified 
members with specialist skills. These 
members will remain in their ranks/
grades but their salaries will advance 
beyond their rank/grade in order to 
retain their critical services.  

PSC Appeals Committee Opens to 
Review Job Evaluation Concerns
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