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Definition:

A Job Enlargement Plan is a strategic framework designed to expand the scope and variety of
tasks within a job role, aimed at enhancing employee engagement, satisfaction, and
productivity. It involves a systematic approach to identifying, designing, and implementing
changes to job responsibilities to provide employees with a more diverse and fulfilling work
experience.

The plan typically includes steps for analyzing current job roles, identifying areas for
enlargement, defining new tasks or responsibilities, and establishing a timeline for
implementation. Additionally, it may incorporate measures for evaluating the effectiveness of
the enlargement in achieving its intended goals and making adjustments as needed.

Overall, a Job Enlargement Plan aims to optimize job design to meet the evolving needs of
both employees and the organization.

Objective of the plan:

1. Establish a comprehensive framework for analyzing, designing, and implementing job
enlargement strategies.

2. Guide organizations in systematically identifying opportunities for enriching job
roles.

3. Define clear steps for implementation of job enlargement initiatives.
Foster employee engagement throughout the process of job enlargement.
Serve as a valuable resource for enhancing employee satisfaction, motivation, and
performance through strategic job design initiatives.
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Who can use this template:

1. Human Resources (HR) Department: HR professionals can use the template to
develop and implement job enlargement initiatives as part of talent management and
employee development strategies.

2. Organizational Development Teams: Teams focused on organizational development
and improvement can use the template to align job enlargement efforts with broader
organizational goals and strategies.

3. Consultants and External Advisors: External consultants or advisors specializing in

HR, organizational development, or job design can leverage the template to guide
organizations through the process of implementing job enlargement initiatives.
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Drafting a Job Enlargement Plan:

Developing a thorough Job Enlargement Plan entails a sequence of well-defined steps,
meticulously crafted to guarantee mutual benefits for both employees and the organization.

Outlined below are the key steps comprising the plan, adaptable for implementation across

various organizational settings and roles under consideration for enlargement. It's essential to
recognize that these steps span a 12-month timeline.

Step 1 :Job Analysis and Current Role Assessment

e Task: Perform a detailed job analysis to document the existing tasks, required skills,
and time allocation of customer service representatives.

e Objective: Identify gaps and potential areas for enlargement that align with both
business needs and employee capabilities.

e Timeline: Month 1

Steps to Perform a Detailed Job Analysis:

Resources
Step Objective Methods .
Required
Observation, job [ Job  descriptions,
Understand the full range | description review, | organizational
Collect Job . .. . .
. of activities involved in | interviews with | charts, access to
Information .
the customer service role. | employees and | employees and
managers. managers.
. . Determine the specific | Skill assessments, | Skill assessment
Identify Required . .
. skills that need to be [performance reviews, | tools, performance
Skills and .
. supported or developed | feedback from team | review records,
Competencies .
through job enlargement. | leads. feedback systems.
Map out where employees | ... . . Time trackin
Document Task P } p y Time-motion studies, £
. are spending their time software,
Frequency and Time . . . . | self-reported logs, .
. and identify potential | .. . self-reporting tools,
Allocation . direct observation.
areas for task expansion.
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Resources
Step Objective Methods .
Required
observation
schedules.
Understand the workflow Workflow software,
and interdependencies process  mapping
Analyze Task | between tasks to ensure | Workflow analysis, | tools, access to
Interrelationships that new tasks | process mapping. operational data.
complement the existing
ones.
Pinpoint areas of the job Survey platforms,
Evaluate Job | that could benefit from focus group
) . Surveys, focus groups, .
Satisfaction and | enlargement to enhance . . facilitators,
one-on-one interviews. | . . .
Challenges employee engagement and interview guides.
satisfaction.

Step 2 : Employee Skills and Interests Survey

e Task: Develop and distribute a detailed survey to gather data on employees' current
skills, additional skills they wish to acquire, and their interests related to new job
responsibilities.

e Objective: Ensure the proposed job enlargement aligns with employee interests and
existing skills for smoother adoption and better engagement.

o Timeline: Month 1-2

Steps to Develop and Distribute a Skills and Interests Survey

6
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Resources
Step Objective Method .
Required
. Consult with HR and  Access to HR
Ensure the survey is .
Define Survey . department heads to align and department
L. purpose-driven and results . .
Objectives . survey goals with | heads, strategic
are actionable. . .
organizational needs. objectives.
. Surve design
Use survey design tools or tools y gor
Design the ' Collect detailed and usable | platforms that facilitate easy
; } ) platforms, access
Survey data on skills and interests. | data  analysis and  are .
. to a user-friendly
user-friendly for respondents.
survey software.
Segment the | Ensure the relevance of  Use job analysis data to tailor @ Job analysis data,
Survey questions  for  different | questions specifically to the | segmentation
groups within the ' needs and realities of different | tools.
organization. roles.
Refine the survey based on | Select a diverse group from | Pilot group
Pilot the  initial feedback to improve | various departments to | selection,
Survey its  effectiveness  before | participate in the pilot. feedback
wider distribution. mechanisms.
Send reminders and provide | Email  system,
.. L incentives for completion to  survey platform,
Distribute the Maximize participation and P . . y P
. boost response rates using & incentives for
Survey gather comprehensive data. ) . S
email or an online survey | participation.
platform.
Analyze . Use statistical tools for | Statistical and
Translate survey data into o . . .
Results and . o ) quantitative  analysis  and | thematic analysis
actionable insights for job . .
Report . thematic analysis for | tools, software
C. enlargement planning. . .
Findings qualitative responses. for data analysis.

Step 3: Development of Job Enlargement Proposal

e Task: Draft a comprehensive proposal that outlines the new tasks, the rationale
behind them, the resources required, and the expected benefits.
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e Objective: Secure buy-in from senior management and prepare department heads for
implementation.

e Timeline: Month 2

Steps to Create a Job Enlargement Proposal

Step Objective Resources Required Method
Introduction Provide  context and | None needed directly, but | Develop a clear
justification for the job may require access to | statement of purpose
enlargement proposal. company data  and | and outline the scope
records. of the proposal.
Background Detail the current | Historical performance | Analyze and present
organizational conditions | data, employee feedback, | data on  current
necessitating job | turnover rates. performance and
enlargement. employee feedback.
New Tasks | Outline each new task to | Detailed job descriptions | List and describe
Description be introduced, specifying | and role requirements. new tasks,
role alignment. explaining how they
fit into current roles
and processes.
Rationale for | Explain why these specific | Market analysis, strategic | Justify task selection
Tasks tasks were chosen and | goals documentation. based on strategic
how they relate to existing alignment and
roles. market needs.
Resources List the human, financial, | Budget allocation, ' Prepare a detailed
Required and material resources | training materials, = resource plan
needed to implement new | additional personnel if | including  budget,
tasks. necessary. personnel needs, and
materials.
Implementation | Provide a detailed plan for | Project management | Develop a phased
Plan how new tasks will be | tools, timeline charts, | implementation
integrated into existing | resource allocation plans. | timeline, detailing
roles. each step of task
integration.
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Evaluation and
Feedback
Conclusion
Appendices

Step 4 : Training Program Development and Implementation
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Identify potential risks and

outline mitigation
strategies.
Describe  methods  for

assessing the success of
the initiative and gathering
employee feedback.

Summarize the key points
and emphasize the
strategic importance of the
proposal.

Attach any supporting
documents or detailed
information relevant to the
proposal.

Risk analysis reports,
contingency plans.

Survey tools,
performance metrics,
feedback mechanisms.

None needed directly, but
reinforcing
documentation might be
used.

Relevant appendices
might include detailed
budgetary  information,
job analyses.

Conduct a thorough
risk analysis and
develop contingency
strategies.
Set up
evaluations

periodic
using
surveys and
performance reviews
to gather feedback.
Recap the proposal's
main  points and
reiterate the strategic
impact.
Compile and attach
all supporting
documentation  to
supplement and back
up the proposal.

o Task: Create targeted training programs tailored to the new skills required for social

media management and technical support.

e Objective: Equip employees with the necessary tools and knowledge to handle their
expanded job roles effectively.

e Timeline: Month 3-4

Steps to Create Targeted Training Programs:

Step

Objective

Method

Resources
Required
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Identify  Skill

Gaps

Define
Learning
Objectives
Select
Appropriate
Training
Methods
Develop
Training
Materials

Implement the
Training
Program

Evaluate
Training
Effectiveness

Ensure the training
directly addresses the
skills gaps identified.

Align learning
outcomes  with  job
enlargement goals.

Maximize learning
retention and
application of new
skills.

Provide comprehensive
learning resources

accessible during and
after training.
Deliver the training
efficiently without
disrupting regular work
processes.

Measure the success of
the training and identify

areas for improvement.

Collaborate with SMEs in
social media and technical
support to define precise
skill requirements.

Develop SMART
objectives  focused on
practical skills.

Combine theoretical

knowledge with practical

exercises.
Utilize multimedia
materials to cater to

different learning styles.
Schedule  sessions in
batches to  maintain
operational efficiency.

Use surveys, quizzes, and
direct  observation to
evaluate training
outcomes.

Step 5: Gradual Implementation of New Tasks

Survey results, job
analysis data, input
from SMEs.

Training
development tools,
SME consultations.
E-learning
platforms, real-world
scenarios, workshop
materials.

Manuals, online
tutorials, video
content, case studies.

Scheduling  tools,
technology  setups,
training venues.
Feedback tools,
quizzes,
performance

observation tools.

e Task: Start with a pilot group of employees who will begin taking on new tasks

incrementally.

e Objective: Allow the organization and its employees to adjust to changes gradually
and manage workload effectively.

e Timeline: Month 5

Steps to Start with Gradual Implementation of New Tasks :

© CHRMP - All rights reserved
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Resources
Step Objective Method .
Required
To test the  job | Use data from the skills and | Skills and
enlargement strategies on | interests survey to identify @ interests survey

Select the Pilot
Group

a small scale that reflects

suitable candidates.

results, employee

the broader employee records.
population.
Ensure all participants | Prepare detailed job | Job descriptions,
understand the | descriptions and task lists for | task lists.
Define the Scope . e
expectations and | the new responsibilities.
of New Tasks . .
requirements of their new
roles.
Equip the pilot group with ' Deliver  targeted training @ Training
Conduct Initial the skills and knowledge | sessions focusing on practical = materials,
Training and needed to successfully @ skills and knowledge areas training
Orientation perform their new tasks. critical for the new tasks. schedule,
trainers.
Minimize disruption to | Start with simpler tasks and | Task schedules,
Implement the . . . . .
New Tasks daily  operations and | gradually increase complexity = progress tracking
reduce stress associated or frequency as employees | tools.
Gradually .
with change. become more comfortable.
. Identify any challenges | Establish a consistent | Feedback tools
Monitor . .
Progress and early and adjust strategies @ feedback loop that allows for | (surveys,
Colige ot as needed to improve the | timely and  constructive meetings),
. ses. communication
Feedback process respon u
platforms.
Assess whether the job | Use  performance data, = Performance
Evaluate the enlargement has met its | feedback from participants, metrics, feedback
Pilot and Make | goals and determine | and observations from | summaries,
Adjustments necessary changes before | supervisors to make informed | evaluation
expansion. decisions. reports.

Step 6: Monitoring and Feedback Collection

e Task: Establish a regular feedback loop with participants to gather insights and
reactions to the new tasks.

11
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e Objective: Quickly identify any challenges or resistance, and make necessary
adjustments to the enlargement plan.

e Timeline: Month 6-8

Steps to Establish a Regular Feedback Loop

Step Objective Method Resources
Required
Define Feedback  Collect actionable insights = Focus on targeted | Feedback
Objectives that can be used to enhance = questions that relate guidelines, survey
the job enlargement | directly to the objectives | questionnaires.
process. of the job enlargement
initiative.
Choose the Right | Ensure the feedback | Utilize online survey | Digital survey
Tools and | collection method  is | platforms for anonymity | platforms, meeting

Methods

Schedule Regular
Feedback
Sessions

Communicate the
Importance of
Feedback

accessible and comfortable
for all participants.

Keep the feedback process
predictable and structured,

facilitating better
preparation and
engagement.

Encourage active
participation and honest

communication from all
team members.

12
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and convenience,
schedule regular
meetings for in-depth
discussion.

Integrate feedback

sessions into regular team
meetings or set dedicated
times for this purpose.

Share examples of how
feedback has previously
led to positive changes
within the organization.

spaces.

Calendar
scheduling tools,
reminder systems.

Communication
materials, success
stories, internal
newsletters.
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Analyze and Act

on Feedback

Close the Loop

Demonstrate to employees
that their feedback is taken
seriously and used to make
informed decisions.

Show and
accountability by detailing
how feedback has
influenced decisions and

transparency

changes.

Use data analysis tools
for quantitative feedback
and thematic analysis for
qualitative feedback.

Communicate  through
emails, company
newsletters, or team
meetings  about  the
improvements
implemented.

Step 7 : Performance Review and Adjustments

Data
software,
plan templates.

analysis
action

Communication
channels, feedback
summary reports.

e Task: Review the performance of employees who have taken on new tasks and assess
the impact on productivity and job satisfaction.

e Objective: Determine the success of the job enlargement initiative and refine job
roles as needed based on performance data.

e Timeline: Month 9

Steps to Review Performance and Assess Impact:

Step Objective Method Resources
Required
Define Performance | Establish clear criteria for | Collaborate with | Collaboration
Metrics evaluating the effectiveness | relevant department | with department
of the job enlargement | heads to align these | heads, metric
initiative. metrics with overall | definition
business goals. documents.
Collect Data Compile a detailed and Use both existing data = Performance
multi-faceted  picture of and specially designed | reviews,
employee performance | tools tailored to the | productivity
post-job enlargement. software,

13
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Conduct Employee
Interviews

Analyze Impact on
Productivity

Assess Job

Satisfaction

Report Findings and
Recommendations

Gain qualitative insights into
how the new tasks have
affected job satisfaction and
day-to-day work experiences.

Quantitatively determine if
job enlargement has led to
improvements in
productivity.

Understand the emotional
and psychological impact of

job enlargement on
employees.

Provide stakeholders with
actionable  insights  and

evidence-based
recommendations.

specifics of the job
enlargement.

Use open-ended
questions to allow

employees to express
their ~ thoughts and
feelings  about  the
changes.

Use statistical analysis
to identify significant
changes or trends in
productivity metrics.
Analyze responses from
job satisfaction surveys
and conduct
comparative  analysis
with historical data.

Use clear visualizations
and succinct summaries
to present findings
effectively.

Step 8: Final Implementation and Ongoing Review

customer
feedback,
self-assessment
surveys.
Interview guides,
focus group
materials.

Statistical
analysis software,
historical
productivity data.
Job satisfaction
surveys, turnover
records.

Reporting tools,
data visualization
software,
summary
documents.

e Task: Expand the inclusion of new tasks across the entire customer service

department.

e Objective: Fully integrate the job enlargement strategy, ensuring all customer service
representatives are engaged in the new tasks.

e Timeline: Month 10

Step

Objective

Method

Resources
Required

14
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Evaluate the

Pilot Program

Update Job
Descriptions
Plan and
Conduct
Training
Communicate
Changes to All
Stakeholders
Gradually
Introduce New
Tasks

Set Up an
Ongoing Support
System

Monitor and
Adjust Based on
Feedback

Ensure the pilot’s success

justifies  expansion  and
identify any adjustments
needed.

Clearly communicate the
expectations and
responsibilities  associated

with the enlarged roles.

Equip all employees with the
capabilities to handle their

new responsibilities
effectively.

Ensure transparency and
buy-in from all parties

involved in and affected by
the expansion.

Manage the change process
carefully to
productivity and morale.

maintain

Foster an environment where
employees feel supported
and valued as they take on
new challenges.

Ensure the expanded job
enlargement initiative
continues to meet its goals
and adjust strategies as
necessary based on real-time
feedback.

15
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Analyze performance data,
feedback, and job
satisfaction metrics from
the pilot.

Work with HR to ensure all
job descriptions are legally
compliant and aligned with
organizational standards.

Use a combination of
online training modules,
in-person workshops, and
on-the-job training to cover
diverse learning
preferences.

Use emails, team meetings,
and internal newsletters to
disseminate information
about the job enlargement
process and its benefits.
Phase tasks in over several
weeks or months,
depending on the
complexity and the
feedback received during
the process.

Implement a mentorship
program  or  designate
“change champions” within
the department to provide
guidance and support.

Regularly scheduled
feedback  sessions and
performance reviews to

gather insights and make
iterative improvements.

Data analysis tools,
feedback collection
systems.

HR collaboration,

legal and
compliance
resources, job
description
templates.

Training materials,
e-learning systems,
workshop facilities.

Communication
tools, internal
communication
platforms.

Project
management tools,
change
management
resources.
Mentorship
programs, training
for change

champions, support
materials.
Feedback systems,
performance
review tools.
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Step 9: Documentation and Reporting

e Task: Compile a comprehensive report detailing the process, outcomes, and lessons
learned from the job enlargement initiative.

e Objective: Inform future job design projects and provide a record of changes and

outcomes.

e Timeline: Month 11

Structure of the Comprehensive Report

Section

Description

Resources Required

Executive Summary

Introduction

Methodology

Implementation

Process

Outcomes

© CHRMP - All rights reserved

Provide a concise overview of the entire job
enlargement  initiative,  including
objectives, key outcomes, and brief summary of
findings.

main

Outline the purpose and scope of the job
enlargement initiative. Detail objectives of
expanding job roles within the customer service
department.

Describe the processes used for the job
enlargement, including pilot testing and training
programs. Explain criteria for selecting pilot
participants and metrics for evaluation.

Detail each phase chronologically: preparation,
pilot program, training, and full-scale rollout.
Include timelines, resources allocated, and
departments involved.

Present results supported by data: changes in
productivity, employee satisfaction rates, and
stakeholder  feedback. Use data
representation.

visual

16

Summarized
analytic reports.

data,

Planning documents,

project scope
statements.
Methodology
frameworks, selection
criteria, evaluation
metrics.

Project timelines,
resource allocation
charts, departmental

coordination plans.

Data analytics tools,
feedback  collection
systems,
presentation software.

visual
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referenced in the report.

Challenges and | List challenges such as employee resistance and | Problem-solving

Solutions training difficulties, and describe the solutions | records, solution
implemented. implementation

strategies.

Lessons Learned Reflect on the overall experience, noting key | Reflection summaries,
insights on employee engagement and strategic | strategy review
shifts beneficial for future initiatives. documents.

Recommendations Provide actionable recommendations based on | Strategic planning

and Future Steps outcomes and lessons learned. Suggest | documents,
improvements and outline next steps for scaling = recommendation
or adjusting strategies. reports.

Appendices Include supporting documentation like detailed = Supporting
survey responses, training materials, and documents, additional
feedback forms. data files.

References Cite all sources and external materials | Reference lists, source

documentation.
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