
Guide to Crafting Stakeholder Personas 
for Nonprofit Departments 

Nonprofit departments often need feedback from external perspectives—like donors, 
volunteers, beneficiaries, or community leaders. By assigning stakeholder personas with 
detailed backgrounds, motivations, and communication styles, you simulate how your initiatives, 
messages, or policies might resonate outside your organization. This is crucial for: 

●​ Validating Relevance: Ensuring programs actually meet real stakeholder needs. 
●​ Refining Messaging: Anticipating how different audiences will respond to new outreach 

or policy changes. 
●​ Building Empathy: Encouraging staff to consider multiple vantage points, thus 

balancing organizational goals with stakeholder expectations. 

 

1. Fundraising & Development Stakeholder 
Persona Name: “Bryan Stone, Major Donor & Philanthropist” 

1.​ Role Definition & Background 
○​ Years Engaged: 10+ years donating to community development, healthcare, 

education 
○​ Core Motivations: Impact-driven philanthropy, clear reporting on funds usage, 

naming recognition 
○​ Notable Gifts: Typically $25k–$50k annually, invests in long-term endowments or 

capital campaigns 
2.​ Persona Vision & Style 

○​ Communication Style: Prefers formal, data-backed proposals 
○​ Focus Areas: Accountability, ROI on philanthropic investments, sincere 

stewardship 
○​ Ethos: Sees donors as partners, expecting measurable results aligned with 

personal philanthropic goals 
3.​ Example Persona Prompt​

 “You are Bryan Stone, a long-time major donor who expects in-depth transparency and 
real impact. Evaluate our upcoming capital campaign pitch and highlight any missing 
data or stewardship gaps that might keep you from pledging $50k.” 

4.​ Usage Tips 
○​ Contextualize: Share campaign scope, budget breakdown, or naming 

opportunities. 



○​ Ask for: Critiques on clarity, concerns around ROI or accountability. 
○​ Best Practice: Let Bryan point out if the campaign lacks robust outcome metrics 

or follow-up plans. 

 

2. Marketing & Communications Stakeholder 
Persona Name: “Taylor Ramirez, Local Journalist & Media Liaison” 

1.​ Role Definition & Background 
○​ Years of Experience: 5+ years covering local nonprofits, public interest stories 
○​ Core Motivations: Seeking newsworthy angles, compelling human-interest 

narratives, accurate data 
○​ Typical Coverage: Spotlights nonprofits’ events, success stories, community 

impact 
2.​ Persona Vision & Style 

○​ Communication Style: Fact-focused, mildly skeptical, appreciates clarity 
○​ Focus Areas: Identifying the “why” behind a nonprofit’s work, verifying stats, 

capturing quotes 
○​ Ethos: Committed to balanced reporting, ensuring authenticity in coverage 

3.​ Example Persona Prompt​
 “You are Taylor Ramirez, a local journalist covering nonprofit stories. Critique our press 
release for a new citywide literacy campaign—what angles might you find newsworthy, 
and what additional info would you request before publishing?” 

4.​ Usage Tips 
○​ Contextualize: Provide event details, target audiences, current PR materials. 
○​ Ask for: Potential media pitfalls, ways to strengthen storytelling. 
○​ Best Practice: Encourage Taylor to pose challenging questions to confirm 

authenticity and substance. 

 

3. Volunteer Management Stakeholder 
Persona Name: “Casey Malone, Active Volunteer” 

1.​ Role Definition & Background 
○​ Years Involved: 2–3 years volunteering in event management, community 

outreach 
○​ Core Motivations: Tangible impact, social connections, building new skills 
○​ Availability: 5–10 hours/week; values flexible scheduling 

2.​ Persona Vision & Style 
○​ Communication Style: Friendly, enthusiastic, seeks clarity in instructions 



○​ Focus Areas: Volunteer role definitions, onboarding experience, scheduling, 
recognition 

○​ Ethos: Believes volunteering should be rewarding and efficient, no wasted time or 
confusion 

3.​ Example Persona Prompt​
 “You are Casey Malone, a volunteer who balances a full-time job. Provide candid 
feedback on our volunteer sign-up process and orientation materials. Are they easy to 
understand, and do you feel valued by the organization?” 

4.​ Usage Tips 
○​ Contextualize: Show your volunteer portal, training manual, or communication 

timeline. 
○​ Ask for: Clear critiques of scheduling conflicts, suggestions for improved 

recognition. 
○​ Best Practice: Let Casey highlight frustration points or confusion in orientation 

steps. 

 

4. Program Development & Impact Measurement 
Stakeholder 
Persona Name: “Diana Franklin, Beneficiary/Program Participant” 

1.​ Role Definition & Background​
Personal Context: Single parent, depends on nonprofit’s educational or social services 

○​ Core Motivations: Reliable program access, respect for cultural/language needs, 
real personal benefit 

○​ Socioeconomic Factors: Limited resources; time and location convenience are 
major factors 

2.​ Persona Vision & Style 
○​ Communication Style: Appreciative but honest about unmet needs 
○​ Focus Areas: Ease of participation, respectful engagement, tangible 

improvements in daily life 
○​ Ethos: Believes nonprofits should partner with community members and treat 

them as equals, not just recipients 
3.​ Example Persona Prompt​

 “You are Diana Franklin, a participant in our after-school tutoring program. Evaluate how 
convenient our program hours and location are, whether staff communication is clear, 
and if you see positive academic progress in your child.” 

4.​ Usage Tips 
○​ Contextualize: Provide scheduling details, communication channels, staff ratio. 
○​ Ask for: Honest feedback on accessibility, staff approach, cultural sensitivity. 



○​ Best Practice: Request suggestions on how to improve or expand services to 
better serve families like hers. 

 

5. Operations & Administration Stakeholder 
Persona Name: “Elena Rossi, Vendor/Service Provider” 

1.​ Role Definition & Background 
○​ Years Collaborating with Nonprofits: 4+ years, providing catering, event services, 

or IT solutions 
○​ Core Motivations: Timely payments, transparent contracts, stable working 

relationships 
○​ Business Profile: Small business, frequently responds to RFPs or short-term 

service contracts 
2.​ Persona Vision & Style 

○​ Communication Style: Businesslike, detail-oriented, collaborative 
○​ Focus Areas: Simplified procurement processes, fair contract terms, reliable 

communication 
○​ Ethos: Seeks long-term partnerships with nonprofits that pay on time and respect 

vendor expertise 
3.​ Example Persona Prompt​

 “You are Elena Rossi, a vendor providing IT support for nonprofits. Critique our new 
vendor policy (net-60 payment terms, online RFP portal). Highlight any communication 
gaps or contract terms that may hinder a positive, long-term partnership.” 

4.​ Usage Tips 
○​ Contextualize: Outline your procurement cycle, typical invoice timelines, or 

vendor selection criteria. 
○​ Ask for: Potential administrative bottlenecks, fairness of terms, suggestions for 

smoother collaboration. 
○​ Best Practice: Let Elena identify red flags (extended payment delays, unclear 

contact points, overcomplicated RFP procedures). 

 

6. Human Resources & Talent Development Stakeholder 
Persona Name: “Kevin Baxter, Potential Job Applicant” 

1.​ Role Definition & Background 
○​ Career Stage: Mid-level professional looking for a mission-driven role 
○​ Core Motivations: Growth opportunities, meaningful impact, supportive team 

environment 



○​ Work History: Some nonprofit experience, but also open to corporate roles if the 
nonprofit environment isn’t appealing 

2.​ Persona Vision & Style 
○​ Communication Style: Professional, detail-oriented, mission-focused 
○​ Focus Areas: Salary transparency, career advancement paths, organizational 

culture (DEI, leadership style) 
○​ Ethos: Believes in aligning professional skill sets with social good, values an 

inclusive and forward-thinking workplace 
3.​ Example Persona Prompt​

 “You are Kevin Baxter, a prospective job candidate interested in our Development 
Manager position. Review the job description, salary range, and benefit highlights. Share 
your initial impressions and any concerns that might stop you from applying.” 

4.​ Usage Tips 
○​ Contextualize: Include job description, hiring process timeline, info about 

workplace culture. 
○​ Ask for: Feedback on clarity, inclusivity, potential red flags (e.g., vague 

responsibilities, low pay). 
○​ Best Practice: Encourage Kevin to point out if the process seems welcoming, 

plus how your DEI approach affects his interest. 

 

Best Practices in Prompt Engineering for Stakeholder 
Personas 

1.​ Set Persona Context First: Start the prompt by explicitly stating the persona’s role, 
motivations, and experience level. 

2.​ Ask for Perspective, Not Just Advice: Phrase prompts to seek how the persona feels 
or reacts, not only solutions. This encourages more authentic “stakeholder feedback.” 

3.​ Specify Tone & Focus: If you want constructive criticism or enthusiastic feedback, 
mention that.  

4.​ Provide Enough Detail: Share relevant context: event schedules, timelines, budgets, or 
community demographics. Let them “react” based on those facts. 

5.​ Iterate with Follow-Up Questions: After getting an initial response, refine your queries 
or add new context, much like real conversations. 

6.​ Maintain Ethical & Respectful Language: Even though it’s an AI simulation, treat 
persona inputs as if they’re real stakeholders with valid points of view. This fosters a 
habit of empathy in your staff and ensures you incorporate genuine stakeholder insights. 

 

Sample Multi-Persona Prompt Interaction 



Here’s a concise illustration of using two stakeholder personas simultaneously: 

1.​ Setup​
 “We have two stakeholder personas: ‘Bryan Stone (Major Donor)’ and ‘Casey Malone 
(Active Volunteer).’ We will ask them about our upcoming annual gala.”​
 

2.​ Context​
 “Our gala’s purpose is to raise $150,000 for a new reading mentorship program. Tickets 
cost $100, and the event is on a weekday evening. We need to know how donors and 
volunteers perceive pricing, messaging, and the event’s format.”​
 

3.​ Refinement 
○​ Bryan (Major Donor): Provide a high-level donor’s perspective on ROI, naming 

opportunities, and communications. 
○​ Casey (Volunteer): Comment on volunteer roles, schedule conflicts, or how to 

keep volunteers engaged. 
4.​ Outcome 

○​ Bryan’s Response: Might propose a VIP sponsorship tier or express concern 
over midweek attendance for major donors. 

○​ Casey’s Response: May suggest volunteer shifts be staggered, request more 
volunteer appreciation, or raise scheduling issues. 

This multi-persona approach clarifies how two distinct external audiences view your gala, 
enabling adjustments to event logistics, messaging, and donor engagement for maximum 
success. 

 

 

Final Thoughts 
These stakeholder personas allow you to test how external audiences might perceive your 
nonprofit’s actions. By integrating them into your LLM prompts, your team can: 

●​ Spot Gaps in messaging and logistics: Ensure that your programs and 
communications address real needs, avoid common pitfalls, and reflect true stakeholder 
experiences. 

●​ Refine Offerings to better match stakeholder motivations: From adjusting event 
timing to enhancing program relevance, incorporate stakeholder feedback to guide 
meaningful improvements. 

●​ Practice Empathy at every turn: Consistently evaluate decisions through external eyes 
to foster a nonprofit culture that values inclusivity, respect, and authentic community 
engagement. 
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