Scaffold and Fade Planner
List every scaffold in a course, the job it does, whether it is hard or soft, whether it stays or comes off, and the evidence that takes it off. A planning sheet by Coursebox adapted from Wood, Bruner and Ross's six tutoring functions (1976) and van de Pol, Volman and Beishuizen's contingency, fading and transfer of responsibility (2010). It is a planning aid, not a validated instrument, and gives no score. A hypothetical travel consultant course is filled in as an example.
From the Coursebox blog: coursebox.ai/blog/instructional-scaffolding
How to use this planner
Pick one task new starters learn, with a result you can check, such as building a booking, processing a claim or completing a procedure in a software tool.
Page 1: write down the task, who the learners are, where they start and what is NOT an outcome of the course.
Page 2: list every scaffold, including the ones nobody designed, such as a colleague who always answers questions. Note the function each one serves, whether it is hard (built into the course or tool) or soft (a person responding live), and whether it stays as a job aid or comes off.
For each scaffold that comes off, write the evidence that takes it off, what replaces it, and what happens if errors come back. Evidence means something you can observe, not a date.
Page 3: put the scaffolds that come off into a fade sequence. Take away the demonstration first, then the part-done work, then the hints, then reference aids that the job does not use.
Page 4: write a hint ladder for each key decision, from a nudge to the answer, and check that hints 1 and 2 do not give the answer away.
Page 5: run the quality check before the course goes live, and again after the first group finishes.
The numbers in the worked example (two bookings, 10 bookings, one in five) are that company's design choices, not research thresholds. Choose your own and write them down before the course starts.
The six functions (Wood, Bruner and Ross, 1976, p. 98): recruitment, reduction in degrees of freedom, direction maintenance, marking critical features, frustration control and demonstration. They describe what a tutor does as needed, not steps in order.
Worked example, page 1: the task and the learners
Hypothetical example. A corporate travel management company in an Australian city has about 40 travel consultants managing business travel for about 150 client companies. Policy settings and dollar figures are illustrative, not advice.
The Sydney hotel cap is not supplied: obtain it before judging that booking. Clarify the policy meaning of lowest logical fare. Written approvals remain required at every stage.
	Question
	Travel consultant course

	Target task
	From a traveller's trip request, build a multi-city business itinerary (flights, hotel, car) in the booking tool, apply the client's travel policy, flag anything outside policy for approval, and send the itinerary and quote within the client's four-business-hour standard.

	Learners and where they start
	Five new consultants: two from leisure travel agencies (know airline booking basics, not corporate policies), two from a hotel front desk and an airline contact centre (know one supplier's system, not the full booking tool), one tourism graduate. All have done the induction and the booking tool login and navigation module. None has built a corporate itinerary alone.

	The client's policy (mining services client)
	Economy class for flights under 5 hours; lowest logical fare within 2 hours either side of the requested time; book at least 7 days before travel or record a reason; preferred hotels only, nightly cap $280 in Perth and $260 in Brisbane; a compact car unless three or more travellers; anything outside policy needs the traveller's manager's written approval before ticketing.

	The booking checklist (10 points)
	1 Read the whole request and confirm dates, cities and times. 2 Open the client's policy. 3 Check how far ahead the trip is (7-day rule). 4 Search flights within the 2-hour window. 5 Pick the lowest logical fare and note the reason if not. 6 Check connection times and baggage. 7 Book a preferred hotel under the city cap. 8 Add the car. 9 List anything outside policy and request approval. 10 Send the itinerary and quote and write the booking note.

	Intended outcome
	By the end of week three, a new consultant builds and quotes a multi-city itinerary inside the client's policy without hints and with no rework found by the team leader's check.

	NOT an outcome
	Certification; authority to approve travel outside policy; advice on visas, entry requirements, consumer law or fare rules.
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Worked example, page 2: the scaffold inventory
	Scaffold
	Function it serves
	Hard or soft
	Stays or comes off
	Evidence it can come off
	What replaces it
	If errors return

	Senior consultant's on-screen build of a Brisbane to Perth return
	Demonstration; recruitment
	Hard
	Comes off after stage 1
	Learner answers which checklist step stopped the $310 hotel
	A part-built booking
	Rewatch the build before the next trip

	Flights already built (Brisbane to Sydney to Brisbane)
	Reduction in degrees of freedom
	Hard
	Comes off after stage 2
	Hotel, car and note completed using supplied policy; request the missing Sydney cap
	Hints on request
	Another part-built trip

	Three-step hint ladder per decision
	Marking critical features; frustration control
	Hard
	Comes off after stage 3
	Varied practice bookings meet policy, with reasons explained and less optional help
	The checklist only
	Hints back for the next trip

	Progress cue for the 10 checklist points
	Direction maintenance
	Hard
	Comes off with the hints
	Learner finishes practice bookings in full without the cue
	The paper checklist
	Cue back for the next trip

	Practice mode where a wrong fare can be undone
	Frustration control
	Hard
	Comes off at live bookings
	Stage 4 done with every checklist item
	Live bookings with the team leader's check
	More practice trips before going live

	10-point booking checklist
	Direction maintenance
	Hard (job aid)
	STAYS on the desk; leaves the screen at stage 5
	Not removed: experienced consultants use it too
	Nothing
	Not applicable

	Team leader checks every live booking before ticketing
	Marking critical features; frustration control
	Soft
	Reduce optional review from observed performance; continue risk-based checks and required approvals
	Varied bookings observed against every required action; keep risk-based checks
	Normal quality spot checks for all staff
	Restore closer review and check the cause before reducing it again


Worked example, page 3: the fade sequence
Use varied observed attempts, not elapsed time or an automatic booking count, to reduce optional help. One-in-five sampling describes only the bookings checked. Keep risk-based review and required approvals; restore closer support if errors recur.
	Stage
	Practice task
	Help available
	Removed before the next stage
	Evidence to move on

	1. Worked example
	Brisbane to Perth return, 3 nights, booked 10 days out
	Senior consultant builds it on screen and explains why at each step (why not the cheaper 6 am fare with a 9-hour wait; why the $265 hotel, not the $310 one)
	The demonstration
	Answers which checklist step stopped the $310 hotel

	2. Completion task
	Brisbane to Sydney to Brisbane, 2 nights, flights already built
	A hint beside each decision; the checklist
	The pre-built flights
	Hotel, car and note completed using supplied policy; request the missing Sydney cap

	3. Hints on request
	Melbourne to Perth to Brisbane, 4 nights, requested 5 days ahead; traveller asks for a $320 hotel
	Three hints per decision, one at a time, on request; the checklist
	The hints
	Varied practice bookings meet policy, with reasons explained and less optional help; otherwise another trip at this stage

	4. Checklist only
	Brisbane to Auckland to Brisbane, 3 nights
	The 10-point checklist only
	The checklist leaves the screen (stays on the desk)
	Every checklist item done, including a note telling the traveller to check passport validity and entry requirements with the official source

	5. On your own, then live
	A new practice request, then live bookings in the real tool
	No on-screen help; the team leader checks live bookings before ticketing
	Extra coaching review, while required approval controls stay
	Varied bookings observed against every required action; keep risk-based checks


Removal order used here: the demonstration, then the part-done work (the pre-built flights), then the hints, then reference aids that are not job aids. The checklist is a job aid, so it stays.

Worked example, page 4: hint ladders for stage 3
Stage 3 trip: Melbourne to Perth to Brisbane, 4 nights, requested 5 days before travel; the traveller asks for a hotel at $320 a night in Perth. Hints are shown one at a time, only when the learner asks.
	Decision
	Hint 1: nudge
	Hint 2: narrower question
	Hint 3: answer with the reason
	Do hints 1 and 2 give the answer away?

	The 7-day rule
	Check the policy section on booking ahead.
	Is 5 days at least 7 days before travel?
	No. The trip is less than 7 days away, so book it and record a reason for the late booking.
	No: hint 1 names the section, hint 2 asks a question

	The $320 hotel
	Check the policy section on hotels.
	Is $320 inside the Perth cap?
	No. $320 is over the $280 Perth cap, so offer a preferred hotel under the cap, or get the traveller's manager's written approval before ticketing.
	No: neither hint states the cap or the decision


Hint counts can prompt follow-up, but do not establish which skill is missing. Inspect the next attempt and the learner’s explanation. If counts are needed, confirm the system saves them or use an observation record.
Worked example, page 5: quality check
	Check
	Question
	Travel consultant course

	Contingency both ways
	Does help go back up when errors return, not only down when learners succeed?
	Restore hints or closer review when observed errors return; keep required approvals

	Evidence, not dates
	Is every removal rule written as something you can observe?
	Varied attempts and explanations meet the required actions; counts alone do not decide

	Someone reads the evidence
	Who decides that a scaffold comes off, and can they see the evidence?
	The team leader, using the learner's record of hints opened and her own checks of live bookings

	Supports that stay
	Which supports does the job itself use, so they stay as job aids?
	The 10-point checklist stays on the desk

	Dependency
	Who still needs a scaffold after its planned removal, and why?
	Inspect the attempt and ask why a hint was used before choosing further help

	Hints that give the answer away
	Do hints 1 and 2 avoid stating the answer?
	Checked for both stage 3 decisions
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