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Introduction
In early April 2007, e-USA Educational Services was contracted to 

perform a case study on GovConsortium’s online learning portal called 

“GEOLearn”.  Their case study discussed characteristics and resources of 

GovConsortium, addressed the learner demographics, their needs, and their 

content expertise.  The e-USA Educational services also outlined opportunities 

and challenges that must be understood and addressed in order to successfully 

run a positive and supportive learning environment.  The principal goal of his 

case study was to outline the positive assessment findings in place and the 

underlying needs, which will aide GovConsortium in developing a proposed plan 

and model for a new learning support system.  

This paper will describe my proposal on a learner-centered learning 

support system for GovConsorium’s GEOLearn online learning portal.  This 

paper will provide the following information along with rationale for proposed 

action based of off findings provided in the case study:

 Primary goals of the learning support system.

 Enhancements and improvements on the system’s elements.

 Organization and staffing of services.

 Action plan to achieve goals and objectives using existing 

resources.

 Evaluation practices on suggested enhancements to the learning 

support system.
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Goals
The goals of the proposed upgraded learning support system is to provide 

more efficient, quality, and accessible services for all GEOLearn users, which 

has been a major concern since the online training program has a potential to 

train up to 1.8 million employees of the United States Government.  It is 

imperative that federal and military personnel receive and successfully pass the 

training since it could be of national importance and possibly detrimental to the 

safety of the country.  Another goal of the learning support system is to 

aggrandize and not withdraw a majority of basic types of services as defined by 

Tait (2000) (Cognitive, Affective, Systematic) that invoke the learner to accept 

and continue to participate in open and distance learning.  Lastly, the 

management of the system should be extremely value-driven, in the sense that 

each learner is individually and equally important as the next and not based on 

their pay grade.  The results in turn will demonstrate a high level of integrity of 

GEOLearn as a whole to its learners.

System Elements
This section will address all of the learning support system elements that 

GovConsortium currently uses to assist their learners.  The section will also

discuss how some of the current services work well for the leaner, but will also 

identify ways that services could be enhanced in order to keep the learners on-

track to finish and pass their courses.
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Advising
“The importance of providing a service which offers educational and 

advice, guidance and counseling is widely acknowledged as a key to students’ 

academic success and personal development” (Phillips and Scott, 1999, p.121).

Reflecting on Phillips and Scott’s statement, GovConsortium has major action 

plans in place to initiate better advising services!  As described in the case study, 

GovConsortium does not provide counseling to its learners for specialized 

courses, though they are given advisors to assist with compliance training.  Due 

to the inadequacy of counseling support, learners do not have the guidance to 

properly select the needed specialized courses, and as a result… many drop out.  

To fix issue of high-drop out rates, I would suggest that the advisors take-on

specialized training course-selection assistance since counseling is typically 

applied to complex personal issues.  The specialized course selection will first 

appear in the form of an online decision-making tool since there are so many 

federal employees that require specialized training.  The advising team will 

conduct this transformation by pulling data reports on an infrequent basis among 

job specialty and place together and constantly update a program track and 

database that will transform into the decision-making tool.  

Counseling
As stated in “Advising” above, GovConsortium is not equipped with 

counseling services.  I propose initiating counseling services a higher level of 

assistance to advising.  The counseling team will work with the special needs 

employees, identified as non-technical employees, non-native English speakers, 

and employees without desk jobs in the case study.   The characteristics of these
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groups of employees are responsible for a majority of the drop-out rates.  To help 

GovConsortium achieve the goal of value-driven management, and help itself

successfully realize its new duty to “career counseling”, the counseling service 

will need to team up with the Office of Personnel & Management to get a more 

in-depth grasp of the learner characteristics to assist in realizing specialized 

services.  

Tutoring
Specified tutoring is a responsibility of the agency seeking the training.  

There are over 300 agencies and departments that use GEOLearn; therefore it 

would be quite straining and stressful to provide the necessary assistance that 

the leaner needs.  It is of the best interest that the learners seek training from 

their respective agencies.  GEOLearn pretty much leaves its first-time users with 

a bad first impression since they do not provide a guide or orientation.  I would 

suggest that GEOLearn develop a familiarization tutorial to assist first-time 

learners with GEOLearn.  This tutorial can be in the form of Computer-based 

Training along with a downloadable quick-reference cheat sheet for instant 

access.

Prior Learning Assessment
GovConsortium is currently in talks with the Office of Personnel & 

Management on instituting a Prior Learning Assessment (PLA) policy.  There is a 

major concern over awarding PLA due to government restrictions and safety of 

the United States of America.
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Admissions
Each agency must setup requirements and profiles of their learners prior 

to GovConsortium providing them access to GEOLearn.  Information in their 

profiles should include:  higher education courses, special needs, career

planning, etc.  I do not see anything wrong with this admissions process, but I 

would suggest that the information from their profiles should automatically

determine their eligibility to gain access to specialized courses.  An example of 

this process would be that a learner tries to register for an advanced level of 

Client-Server Programming, but would automatically be denied access to this 

course since they have an Arts degree and are only in the 1st course of the 

“Programming” program track (see “Advising” above for information about the 

program track).

Special Needs
It is quite difficult to assist the variety of special needs learners that 

encompass a large fraction of the total learning community that use GEOLearn.  

To aide the massive amount of special needs learners including but not limited to 

people of different cultures, gender, ages, and academic experiences, 

GovConsortium developed a Learning Community where these learners can 

share experiences, knowledge, and techniques that will broaden each other’s 

learning processes.

Advocacy
Partnerships are very limited among the agencies and GovConsortium.  

This is viewed as an issue since the learner’s voice is assumed as not being put 

to use.  This break down in communication can be quite harmful to the 
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learner…they may believe that their concerns are not of importance or concerned 

and as a result, may struggle to be motivated to complete their course(s).  I 

would propose that GovConsortium’s task it’s advising team and student 

representatives of some federal agencies to create a charter contract that 

outlines items such as the following:

 Expectations of GovConsortium

o Provide courteous and unbiased service.

o Keep matters private and confidential.

o Provide response to services within 24 hours.

o Provide information on amounts of services learners are 

entitled to.

 Expectations of learners

o Provide feedback, though optional, on services provided to 

invoke service integrity.

o Make use of services in a responsible manner.

This charter should be designed to benefit both GovConsortium and all of the 

learners that it services.

Organization & Staff
The case study provides very little information on how its services are 

organized.  Since I am tasked with this proposal and knowledgeable on 

processes and staff information, I will provide my suggestions on how 

GovConsortium should organize it staff and services.  I would suggest a 

centralized set-up where goals are realized since it is very important to the 

federal community that everyone is working for the same entity and under the 

same guidelines.  Regional network setup is suggested in four prime areas that 
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include the most learner enrollment and federal activity, along with a single 

international set-up to assist learners that are on international active-duty.  

Networks should be setup in the U.S western coast, eastern coast 

(headquarters), southeastern coast, south-central coast, and internationally in 

Europe.  Each regional network will be equipped with its own set of course 

designers, help desk personnel, network managers, advisors, counselors, and 

teaching staff.  The IT personnel will be housed at headquarters so that all can 

work as a team and in accord.  Theses regional office will aide in quicker 

response times to learners and in result will encourage better participation and 

success.  “While it is seldom cited as a reason for the creation of regional offices, 

one of their most valuable functions is to provide distance-learning institutions 

with direct, personal feedback on their performance” (Paul, 1990, p.100).  It is 

critical that on-going feedback is gathered and analyzed to continue beneficial 

improvement.

We have already discussed the potential of learner enrollment at

GovCosortium; an issue that they do not realize is that the staff needs to 

continue to develop their skills along with the changing learning environment to 

ensure productive learner support.  Since faculty generally has difficult 

schedules, GovConsortium could develop downloadable guides to assist them.  

These guides could be access, downloaded, printed, and re-saved…in other 

words, portable and convenient.  These guides could range from new policies 

and cultural diversity to how to use new web-based tools.
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Goal Achievement Plans
The case study identified its resources to be mainly composed of staff 

members and course delivery methods.  In fact, many of the services such as the 

library, counseling, and registration were removed or outsourced to non-industry

providers.  Without these significant services, it would be very difficult to achieve 

the goals of this proposal.  It is very possible that the old services will not be re-

instituted due to more cuts in the Congressional budget.  Though these 

resources won’t be available, we must use the current resources in a broader 

sense to encourage learner progression and achievement, and bring the drop-out 

rates to a minimum.  To achieve this goal, we can re-structure the current 

resources as follows:

 Advisors, course designers, and federal agency leaders will team-

up to take on career path counseling.

 Part-time and possibly full-time teaching assistants can act as 

orientation representatives to first-time learners in their assigned 

courses.

Evaluation
If my proposed practices are approved and instituted, evaluation will need 

to be performed annually to see if they are meeting their primary objectives.  The 

evaluation study will be in the form of qualitative and quantitative methods such 

as case studies and questionnaires.  Typical questions that will be asked by the 

entity performing the case study and GovConsortium are:

 Have you ever accessed the GEOLearn Familiarization Guide?  If 

so, how many times?  Did you find it useful?
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 How many complaints have been received since the program and 

career track been established?

 Does the counseling team handle learner needs within the time 

required?

 What are the drop-out trends since the new established of the new 

services?

Based on results received corrective actions may need to be put into place.

Summary
This proposal provided solutions to tackle the high-level of drop-out rates 

at GovConsortium.  It was blatantly evident that the disappearance of services 

had a negative impact on the learner environment.  Structured and accessible 

advising, counseling, and tutoring services will prove to the learner that 

GovConsortium is concerned about their progression through their courses.  We 

hope that the new services will assist and motivate the students to complete their 

courses in a positive and successful manner.
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Introduction

For over five years, GovConsortium has provided free on-line education to all 

United States federal employees and military personnel. e-USA Education Services was 

awarded a contract by GovConsortium to conduct a case study to describe the educational 

provider with the ultimate goal to design a learner support system for the learners using 
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GEOLearn, GovConsortium’s online learning portal. e-USA Education Services 

completed the inquiry phase of the case study in April, 2007 and generated this report.

General Description of GovConsortium

As a part of President George W. Bush’s Management Agenda, GovConsortium 

is an effort by the U.S. Office of Personnel Management (OPM) and the U.S. Office of 

Management & Budget (OMB) to simplify and unify e-training services across federal 

government agencies. Although there are private online educational providers that offer 

the same or similar services, federal agencies are encouraged to utilize GovConsortium 

and award contracts to other educational providers only for education that is not provided 

on GEOLearn.

Characteristics

GovConsortium is an online training program funded by tax dollars. This e-

learning program offers training for various career fields such as the military, human 

resources, and financial management personnel. It has a potential to train up to 1.8 

million employees. Its mission is to minimize the amount of overly similar courses 

federal departments offer and the associated costs of duplicate licensing costs and 

redundant courses. GovConsortium provides access to thirty free online training courses. 

The training philosophy is to foster lifelong learning for every employee, enhance 

scientific, analytical, administrative, and technical knowledge, skills, and performance. 

The delivery of online course materials provides the necessary avenue to instill values 

driven work ethics centered on the individual with the convenience of one location.

Resources
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GovConsortium employs a staff of ten course designers, twenty five IT personnel, 

a medium sized help desk, and five network managers. Each course uses varied learner 

management web software delivered by an application service provider. The delivery 

method provides content access 24 hours a day, seven days a week via the Internet. The 

teaching staff is relatively small with forty full-time instructors and seven part-time 

teacher assistants. Since its development, many support services like library, registration, 

and counseling have been abandoned or outsourced to low-quality providers. 

GovConsortium receives annual funding based on Congressional budget. Some programs 

are supplemented by grants, although contributions are minimal for a program of this 

size.

Learners and Learner Outcomes

Learner characteristics and skills

Within the continental United States, 44.4 percent of GovConsortium learners are 

women, 55.6 percent are male, and 31.4 are minorities with 7.3 percent reporting a 

primary language as ‘other than English’. Data show (U.S. Office of Personnel 

Management, 2004) that employees ages 45 and older represent 57 percent of the 

workforce. A task analysis reveals 33.3 percent hold administrative positions, 21 percent 

technical, 18.6 percent clerical, and 3.2 percent ‘other’ (U.S. Office of Personnel 

Management, 2004).

Content expertise

Learners are required to have a high school diploma or equivalent. Depending on 

labor category and pay grade, employment requirements may also include higher 

education degrees and on-the-job experience. All learners must complete mandatory 
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Human Resources Development (HRD) compliance training. HRD training includes 

topics such as business ethics, personal conduct, and information security. Metrics related 

to a steady decline in policy violations and ‘critical incidents’ are used as a measure of 

the effectiveness of compliance training. The GovConsortium elective courses are heavy 

on project management, information technology, and desktop application skills. 

Completion of elective courses is expected to result in enhanced job performance, and 

many lead to professional certification necessary for promotion.

Learner needs

GovConsortium does not provide a GEOLearn familiarization tutorial. Surveys 

indicate high drop-out rates among employees in non-technical fields, non-native English 

speakers, and among those without ‘desk jobs’ who must share a computer. Other than 

advising learners when compliance training is required, GovConsortium does not provide 

personalized counseling to assist learners in selecting courses.

Challenges and Opportunities

GovConsortium faces many challenges from both the learning environment and 

the wide range of government entities that must be served. Yet the numerous government 

entities that contribute to GovConsortium also present the organization with its greatest 

opportunities.

Challenges

Agency Needs: GovConsortium serves a large number of federal departments 

with a wide range of missions and needs. As many of the departments’ needs must be 

addressed as possible. Each agency determines and prioritizes its training needs and then 

forwards the information to GovConsortium.
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Learners Skills: A large number of learners with a wide variety of job skill needs 

must be served. These needs range from general skills to very specific job skills needed 

by specific departments. Because GovConsortium serves such a wide-range of learners 

they must also address many different levels of learning and study skills. Learners may 

find courses too challenging or not challenging enough.

Training needs and priorities are determined by each agency with no influence 

from GovConsortium. Training needs and priorities are simply forwarded to 

GovConsortium.

Technical Support: Basic technical support such as assisting learners in resetting 

passwords is offered. Each department is expected to offer additional technical support to 

learners. Learners that would like to complete training at home may find they do not have 

the technology necessary.

Manager Support: Gaining manager support is crucial. Managers must make 

department resources and duty hours available to learners.

Learners’ Environments: Most learners complete training at their desk or 

workspace. Interruptions such as the phone are common as is difficulty in concentrating.

Learner Motivation: Most training is offered online with little if any interaction 

between learners or an instructor. Many courses do not need to be completed within a 

specific time frame and allow learners to leave and return whenever they wish. Increasing 

learner motivation to begin and complete training courses and programs of study is

difficult.

Agency Support: Limited direct agency support primarily consists of providing 

GovConsortium with information regarding learners and training needs.
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Opportunities

Greater Resources: The combined resources contributed by the participating 

federal departments are much greater than the resources of any single department. By 

pooling resources each department can offer a wider variety of learning opportunities to 

employees.

Skill Needs: Each department no longer has to provide training for every kind of 

skill necessary. Training in general skills is routinely provided by GovConsortium. 

Departments can now concentrate on developing specialized programs to address unique 

skills required by the organization. Once developed, these programs can be added to 

GovConsortium’s offerings for the benefit of other departments.

Training Specialists: GovConsortium can act as the training expert for each 

department. Instead of each agency developing their own training department they can 

use those resources for other needs.

Diverse Views: A diversity of views can be introduced to federal departments 

through shared training, and interaction.

Learning Community: GovConsortium allows federal departments to identify 

common learning needs and address these needs in a supportive learning community. 

This may lead to a better understanding and working relationship between departments 

based on collaboration, innovation and communication.

Partnerships: There are limited partnerships between the agencies and 

GovConsortium. Stronger partnerships will strengthen the training programs and learner 

support.

Summary
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GovConsortium offers its services around the clock to United States federal 

employees and military personnel around the world. Although it is a relatively young 

educational provider, it provides services to all 28 United States government 

departments, and their 300 member agencies and military branches, with over 36,000 

learners in 30 different career development paths. GovConsortium utilizes the United 

States government’s existing, strong technical infrastructure and provides its educational 

programs via unique partnerships that mandate the use of standard media and content. 

GEOLearning provides expert content expertise for course development and the learning 

outcomes for each career course clearly focus on skills mastery as a learner advances

through the course(s). While this education initiative faces many challenges related to 

offering such a wide range of courses to such a diverse and widespread learner 

population, it does benefit from tapping into the combined resources of the departments 

and creates a global learning community that is not only focused on common job skill 

sets, but also recognizes the diversity of jobs and individuals that perform those skills.

References

National Center for Policy Analysis. (2001). The graying of government workers. 

Retrieved April 5, 2007 from http://www.ncpa.org/pd/economy/pd122399c.html

United States Office of Personnel Management. (2004). 2004 demographic profile of the 

federal workforce. Retrieved April 7, 2007 from 

http://www.opm.gov/feddata/demograp/demograp.asp

Additional Works Consulted

FasTrac. (2007). FasTrac on-line learning portal. Retrieved March 23, 2007 to April 14, 

2007 from http://www.wbtrain.com



Case Study: GovConsortium     19

- Page 19 of 19

United States Department of Commerce. (2007). The National Technical Information 

Service. Retrieved March 23, 2007 to April 14, 2007 from http://www.ntis.gov

United States Office of Personnel Management. (2007). GoLearn.gov learning center. 

Retrieved March 23, 2007 to April 14, 2007 from http://www.golearn.gov

United States Office of Personnel Management. (2007). USALearning: The official 

learning and development site for the U.S. federal government. Retrieved March 

23, 2007 from http://www.usalearning.gov/USALearning/index.htm


