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Persona Development Guide 
 

Purpose 
The purpose of this document is to provide guidance on how to approach the development of a set 
of personas that would be used for a Team Mapping project. 

Background: 
The goal of Team Mapping is to engage stakeholders in a highly interactive set of discussions 
that will (a) explore how a team in a team-based practice should work together and (b) 
engage people in working together through the activity.  
 
The activity is meant to be patient centric and to achieve this, we use personas. These are 
simulated patient cases with specific scenarios. 

Principles for Personas 
1. Personas should be realistic, but not real people. 
2. Personas should highlight diversity and diverse issues. 
3. Personas do not cover all possibilities in care but instead highlight care needs that are 

common and illustrate where teams are best and broadly used. 
4. Personas are designed based on a combination of local population evidence and 

strategic goals. 
5. Personas should uncover issues or highlight known issues so that team function can 

be explored. 
6. Personas should have enough detail to spur a discussion and mapping over 30-45 

min. 
7. Personas will be used as guides and the wisdom of the group in the Team Mapping 

can revise the details if additional information highlights key issues. 

How to Develop Personas 
There are many ways to tackle persona development, depending on population data 
available, goals of the partner project, etc. An iterative process is recommended – knowledge 
will be gained through the act of persona development. A proposed process is illustrated 
below and described next. Use this as a guide. 
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The steps can be broken down as follows: 
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a. Understand the project goals: 
i. Read documentation 

ii. Discuss with project stakeholders  
b. Review Expected Team 

i. Review any existing provider roles and people (e.g. are there already 
available providers who will be in the team?) 

ii. Are there already expectations for specific roles? (e.g. commitment of 
2 NPs) 

iii. Document special services planned in the project (e.g. urgent care, Hep 
C treatment) 

c. Gather and review patient population data including: 
i. Overall population size 

ii. Demographics 
iii. Special populations of interest 
iv. Common populations that are not expected to be managed (e.g. 

maternity care) 
 

2. Summarize Relevant Project Information 
a. Summarize known/voiced issues so you know the areas that should be 

covered. (e.g. we are not sure who will handle after hours care but we know we 
need to) 

b. Tabulate what should be highlighted through the personas in a concise manner 
so it can be quickly scanned and referenced while personas are drafted 

c. List key sub-populations of patients that need to be considered. This can be by 
age, gender, cultural heritage, health condition, socio-economic status, social 
issues, etc. 
 

3. Outline and Draft Personas 
a. Estimate number of personas that will be needed to cover key issues and 

populations. 
b. Spread issues and clinical conditions over a number of personas in a realistic 

manner. At this point, keep the clinical description very brief (e.g. “child with 
chronic health issues goes to hospital”). 

c. Explicitly document purpose(s) of each persona in their description (e.g. “This 
persona highlights admission and discharge from the hospital on the 
weekend.” or “This persona highlights a challenge related to need for wound 
care.”. A persona can have several reasons attached to them). 

d. Look for matches in the ISU Persona Library. 
e. Begin drafting Persona stems - include specific information for the persona. 

Now we are getting into “Kaden is an 11-year-old boy with asthma, allergies, 
and a pet cat…”. Include information that gives context and would be relevant 
to exploring how care is distributed amongst the team. For example, health 
conditions are important, but specific details of medication dosage may not be 
needed (better to leave them out rather than getting them close but wrong). 
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f. Consider expanding the persona with 1-3 specific scenarios that highlight 
specific care events, changes in care/service needs, or transitions in care. 
Scenarios can be used to highlight specific issues. Further, specific issues can 
be highlighted in more than one persona if they are considered important or if 
you want to explore the same issue with different small groups or with 
different context. For example, the same issue of acute decline due to 
pneumonia could be a scenario that can be reused across two personas with 
one happening during office hours and in another during the evening or 
weekend. 
 

4. Review Personas 
a. Review personas with clinical team members early and often. 
b. When agreed by manager/director, review personas with clinical member of 

the partner project with the director. 
c. Revise as needed. 

 
5. Determine order of personas for the Team Mapping session, consider how they would 

be divided amongst smaller groups, etc. Use simpler personas to start and have 
relative complexity equal between personas that would run at the same time (e.g. do 
not have the simplest and most complex personas paired). 
 

6. We recommend having a collection of new and adapted personas available for easy 
access or adaptation. 

 
 
  


