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Knirk and Gustafson Three-Stage Planning Worksheet
For planning one course in the three stages of Frederick Knirk and Kent Gustafson's model (Instructional Technology: A Systematic Approach to Education, 1986): problem determination, design and development. It is a Coursebox adaptation of the stages in the authors' model figure, not their own worksheet, and it gives no score. A hypothetical South Australian winery course for new casual cellar hands is filled in as an example; its figures are illustrative.
From the Coursebox blog: coursebox.ai/blog/knirk-and-gustafson-model-for-instructional-design
How to use this worksheet
Start with Stage 1, before anyone writes an objective or opens a course builder. Write the problem as it shows up on the job, with the evidence.
Sort every cause you find into one a course can fix and one it cannot. Give each cause a course cannot fix an owner, and keep it out of the course.
In Stage 2, write each objective in ABCD form, then choose a strategy, media and an assessment that checks the objective as written.
In Stage 3, look for existing materials first, then plan a small tryout before release and decide when you will stop revising.
The order inside each stage is a suggestion. If the tryout shows an objective is wrong, go back to Stage 2; if it shows a cause a course cannot fix, go back to Stage 1.
The filled sections show the winery example; the later sections provide space for your own course. Record the tryout itself in the companion tryout and revision log.
Stage 1. Problem determination: worked example
Hypothetical example: a family-owned winery in South Australia that crushes about 1,500 tonnes a year and hires 8 casual cellar hands for each vintage (February to May). The task is cleaning and storing transfer hoses and pumps to the winery's five-step hose hygiene card: flush, sanitise, drain, cap both ends, rack off the floor.
	Question
	Winery course (example)

	What is going wrong on the job?
	Routine hygiene swabs failed on hoses and pumps cleaned on night shifts, and one tank of white juice needed extra treatment.

	How do you know? (numbers, incidents, audits)
	9 of 40 hose and pump swabs failed in the first three weeks of last vintage, all on night-shift gear.

	What did you watch or ask to find the causes?
	The senior cellar hand watched three night-shift clean-ups and talked to the casuals.

	Who are the learners, and what can they already do? (entering behaviours)
	New casual cellar hands. Most have no winery hygiene experience; they can follow a picture card; some need plain English and photos. A previous vintage or a forklift licence does not show they can do this task.

	How much time is there before they need the skill?
	They start the day before vintage, which leaves about an hour of training before the first shift.

	Broad goal
	Every new cellar hand cleans and stores hoses and pumps to the card, every time, from their first shift.

	Who owns the project, and who signs off?
	The cellar supervisor owns the procedure and the roster; the senior cellar hand demonstrates and signs off; the winemaker owns wine quality.


Is instruction a solution? Sort the causes (example)
The authors' figure includes a box to determine if instruction is a solution. Sort each cause before you design anything.
	Cause found
	Can a course fix it?
	Who owns the fix

	New hands drained hoses but did not cap both ends, and did not know why capping counts
	Yes
	The course, then the senior cellar hand's sign-off

	Hands skipped the card when the shift was busy; most had never been shown it
	Partly: show the card and practise using it under time pressure
	The course, with the card hung at the hose rack

	The sanitiser station ran empty on night shifts; refills were rostered on day shift only
	No
	Cellar supervisor (roster)

	The hose rack was moved in a shed reorganisation, so hoses were coiled on the floor
	No
	Cellar supervisor (rack)


If every cause lands in the 'No' rows, you do not need a course. Fix the causes and check the swabs again.
Stage 2. Design: worked example
The 1986 book teaches the ABCD method for objectives. Build the objective from its four parts, then read it back as one sentence.
	ABCD part
	What it asks
	Winery course (example)

	A. Audience
	Who will do it?
	The new cellar hand

	B. Behaviour
	What will they do, that someone can watch?
	Flushes, sanitises, drains, caps both ends and racks the hose off the floor

	C. Condition
	With what, and in what situation?
	Given a used transfer hose and pump at the end of a wine transfer and the hose hygiene card

	D. Degree
	How well, or to what standard?
	In the order on the card, without prompting, with a pass on the next hygiene swab

	Full objective
	The four parts as one sentence
	Given a used transfer hose and pump at the end of a wine transfer and the hose hygiene card, the new cellar hand flushes, sanitises, drains, caps both ends and racks the hose off the floor, in the order on the card, without prompting, with a pass on the next hygiene swab.


Strategy, media and assessment follow from the objective.
	Decision
	Winery course (example)

	Strategy
	A short phone-friendly module before the first shift (last vintage's failed swabs as the story; the card step by step with photos), then a demonstration by the senior cellar hand, supervised clean-ups until readiness is demonstrated and a sign-off on a real one.

	Media
	The photo card at the hose rack as the job aid; a short video of a correct clean-up shot in the winery; the online module.

	Assessment
	An observed sign-off against the five steps, plus the swab result, with a short check in the module of why capping and racking count. No recall quiz on step numbers as the main assessment.

	Out of scope
	Winemaking, chemical handling, confined spaces and tank entry. The five-step card is an invented teaching summary. Real work uses the approved complete cleaning and chemical procedures and task authorisation.


Stage 3. Development: worked example
	Question
	Winery course (example)

	What already exists that you can use or revise?
	The hose hygiene card and the supervisor's photos. Only the module and the video are new.

	Who will try the course before release, and when?
	Two returning casuals and two new hands brought in early, the week before vintage.

	What will they do in the tryout?
	The module, then one supervised clean-up of a hose and a pump each.

	What will you record?
	Where each person hesitates or misses a step, and the swab result for their gear.

	Who analyses the results and decides the changes?
	The senior cellar hand and the cellar supervisor.

	When do you stop revising?
	When testers meet the objective: all five steps in order, without prompting, and a passing swab.

	After release, what will you keep checking?
	Swab results in weeks 1 to 3 of vintage, compared with last vintage's 9 of 40 failures.


Illustrative tryout finding: both new hands capped one end only because the card's photo showed a single cap. Fix: a new photo, and 'both ends' added to the card and the module, then a re-check.
Stage 1. Problem determination: your course
Course:                                                                       Date:
	Question
	Your course

	What is going wrong on the job?
	

	How do you know? (numbers, incidents, audits)
	

	What did you watch or ask to find the causes?
	

	Who are the learners, and what can they already do?
	

	How much time is there before they need the skill?
	

	Broad goal
	

	Who owns the project, and who signs off?
	


Is instruction a solution? Sort the causes
	Cause found
	Can a course fix it? (yes, partly, no)
	Who owns the fix

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Keep every 'No' cause out of the course content, quizzes and tips. Write it in the brief as something the course must leave alone.
Stage 2. Design: your course
	ABCD part
	What it asks
	Your objective

	A. Audience
	Who will do it?
	

	B. Behaviour
	What will they do, that someone can watch?
	

	C. Condition
	With what, and in what situation?
	

	D. Degree
	How well, or to what standard?
	

	Full objective
	The four parts as one sentence
	


Strategy, media and assessment follow from the objective.
	Decision
	Your course

	Strategy
	

	Media
	

	Assessment (does it check the objective as written?)
	

	Out of scope
	


Stage 3. Development: your course
	Question
	Your course

	What already exists that you can use or revise?
	

	Who will try the course before release, and when?
	

	What will they do in the tryout?
	

	What will you record?
	

	Who analyses the results and decides the changes?
	

	When do you stop revising?
	

	After release, what will you keep checking?
	


Adapted from the three stages in Knirk, F. G., and Gustafson, K. L. (1986) Instructional Technology: A Systematic Approach to Education, Holt, Rinehart and Winston. The questions, the cause sort and the example are Coursebox's own adaptation. This worksheet gives no score and does not show that a course works or that anyone is competent.
coursebox.ai  |  free template  |  page 
image1.png
()








