	STEP 1:
	
	

	MEMBERS' NEEDS
	Teachers
	T/TAC Staff

	Understand your members.  

Set aside all thoughts of business models, technology, and brand identity, and think about your (current and potential) members. Who are they? Are they homogeneous or varied? Are there distinct subgroups? What are their interests, habits, and affiliations? What other communities do they belong to? Don't worry if you can't answer these questions completely; you can collect more information later (see "Understanding Your Audience") and refine your thinking. What's important at this stage is to start seeing your community through the eyes of your members.
	· Varied group of parents and professionals 

· Mostly teachers and paraprofessionals
Experience 1-20 years
BA-MA

· Access to resources vary across the state

· Various special education specialties

· May belong to school community, professional community, or organization

· Very busy, not much time to explore/surf the net

· Limited resources

· Limited opportunities for professional development

· Overwhelmed by the workload and/or trying to understand the disability

· Isolated from colleagues, particularly regular ed

· Communicators

· Organizers/multi-tasking

· Committed to learning

· Committed to needs of individual students
	· Members of the T/TAC community are a heterogeneous group when considering the whole of society

· Members of the T/TAC community are a homogeneous group within the educational culture, concerned with the learning disabled

· They are interested in what educational strategies work to teach kid with disabilities

· They belong to the community of teachers, special education teachers, professionals, and paraprofessionals

· Close knit community

· Highly educated: BA-PHD

· They present and/or use professional materials/documents/ presentations

· Provide support to large groups of people as well as individuals 

· Researchers-up to date on information

	Make a list of their needs.

Next, consider members' needs and desires. Why are they coming to your community? Are they searching for something specific? What can your community do for them? This is a brainstorming phase, so don't censor your thoughts; the purpose is to write down everything you can think of that your members might look for and possibly find in your community.
	· Looking for information about disabilities

· Looking for resources and places to turn for help

· Looking for “How To’s”

· Looking for activities they can use now

· Looking for Quick tips

· Advice on IEPs

· Advice on the process of “labeling” a child

· Legal rights

· No frills—works consistently

· Where to go if this doesn’t help—“now what?”— additional resources

· Persuaded that this will actually help them

· “Ask-an-expert”?

· Access to information very quickly

· Professional development/re-certification points

· Need to know what is available (technology, software, resources…)
	· Need to stay current on issues and trends in education and legislation concerning the field.

· Members have a need to network with other special education professionals

· Support the special education community

· Present and/or use professional materials/documents/ presentations – need to appear professional

· Provide general information to large quantities of people

· Provide specific information to individuals in varied locations

· Add content without assistance
· Be informed about the status of the product

· Feel ownership in the creation of product



	Prioritize your list. 

Now it's time to sort your list. Which of the items on your list are most central in your members' lives? Which would they value most highly? During this process, consider what you can actually deliver to your members: do you have access to unique resources? Can you provide them with something that's not offered elsewhere? Try to select the top five or six needs that your community can meet.
	· Looking for information and resources about disabilities

· Looking for “How To” activities 

· Want information quickly and consistently

· Need to know how to access additional resources
	· Provide professional information to large numbers of people

· Need for a professional vehicle to disseminate information

· Need to maintain and/or expand the existing T/TAC professional network 

· Produce professional content independently



	STEP 2:
	
	

	OWNERS' GOALS
	Stakeholders
	N/A

	Understand your owners.  Now, turn your attention to the people who will be funding and/or running your community (which, of course, might be you). Who are they? Are they developing this community as a business venture? A labor of love? A PR stunt? A research experiment? Understanding the motivations of your funding source will help you get the support and resources you need to succeed.
	· VDOE, T/TAC Staff, Keller Institute Employees, AT Task Force

· Part of a grant –VA DOE

· AT Task Force—508 compliance is important

· Purpose is to disseminate information to people working with children of special needs

· Provide a forum for people to talk

· Deliver training

· Collect data  (stories, numbers of people accessing the site, # of people taking trainings)

· Data is reviewed by T/TAC and the VA DOE

· Want to be a “model” for other states

· Be professional

· DONE 


	

	Make a list of their goals.  Next, think about what your community's owners are hoping to get out it. What kinds of results will they be expecting, and how soon? How will success be measured? If you don't know the answers to these questions, ask people. Bear in mind that you may not get complete answers, and the motivation and measurements of success may very well change over time.
	· Success will be measured through the availability of the numbers of people accessing the site

· Success will be measured through success stories

· Be informed about the status of the product

· DONE and available ASAP
	

	Prioritize your list.  As before, it's now time to sort through your list, select the top five or six goals, and prioritize them from the owners' point of view. Which are most highly valued? Which are fundamental to success? Do some goals depend on other? Are some critical for the continued support of the community? Be prepared to update this list periodically, as your community goals come into sharper focus. What's most important at this stage is to raise these issues with whoever is funding the community.
	· To have access to a functional site that is 508 compliant

· Have access to the quantitative/qualitative data

· Create “Buzz” about the site

· To be innovative


	

	STEP 3: CREATE A "MASTER LIST" OF YOUR COMMUNITY GOALS
	
	

	Compare and consolidate the two lists.  Now that you've identified what's most important to both your members and owners, it's time to combine them into a master list of community goals. Do any issues appear on both lists? If so, consolidate them into a single goal. Are there contradictions? If so, take it as a signal to reconsider your plan and make some adjustments in either your audience profile or your business model.
	· Looking for information and resources about disabilities

· Looking for “How To” activities 

· Want information quickly and consistently

· Need to know how to access additional resources

· Provide professional information to large numbers of people

· Need for a professional vehicle to disseminate information

· Need to maintain and/or expand the existing T/TAC professional network 

· Produce professional content independently

· To have access to a functional site that is 508 compliant

· Have access to the quantitative/qualitative data.

· Create “Buzz” about the site

· To be innovative
	· 

	Create and distribute the master list.  Finally, distribute the list of community goals to everyone on the team and ask for feedback. You'll continue to refine this list as you learn more about who your members are and what value your community provides to them. You'll also want to adjust this list whenever your business model or community ownership changes (a common occurrence in the Web community biz).
	· Quick and consistent access to current professional information through a functional 508-complaint site.

· Facilitate the generation and diffusion of information throughout the existing T/TAC community and the special education community at large.

· Generate excitement about this innovative tool.

· Have access to the quantitative/qualitative data.
	


