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About the Creator 
Bobbi Martin is a Christian UX researcher, ministry consultant, and data strategist who equips 

churches and faith-based nonprofits to create more aligned, impactful discipleship 

experiences. Through her work at Transformed Works, Bobbi helps ministry leaders remove 

unnecessary friction, build listening rhythms, and align systems with their spiritual 

mission—not just attendance goals. 

With a background in user experience research, human-centered design, and digital strategy, 

Bobbi specializes in making research principles accessible for small and mid-sized 

churches, especially those with limited resources. Her approach blends practical tools, 

biblical wisdom, and a heart for spiritual formation. 

Bobbi holds professional certifications in UX research, data strategy, and AI systems, and 

has served both local churches and national faith organizations. Her mission is simple: to 

help leaders listen well, steward wisely, and lead ministries where people experience spiritual 

growth with clarity and joy.  
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Why Listening Matters in 
Ministry 
Listening is one of the most spiritual things a leader can do. 

In a noisy world and busy ministry, it’s easy to keep adding programs without pausing to 
listen: 

●​ Where is God leading? 
●​ What barriers are people facing as they grow in faith? 
●​ How do our systems support, rather than stall, spiritual formation? 

As explored in the "Listening as Ministry" and "The Quiet Drift Churches Miss" articles, many 
people don’t leave church because of a crisis—they quietly drift away due to unseen 
barriers and unasked questions. This toolkit is designed to help you notice the quiet drift, 
remove unnecessary friction, and shepherd people with wisdom and intentionality. 

Paul reminds us in 1 Thessalonians 5:14, “Encourage the disheartened, help the weak, be 

patient with everyone.” Good listening equips us to do precisely that. 

You don’t need a big budget or a full-time staff to listen well. You need a willing heart, a 

prayerful posture, and the humility to ask good questions. These simple, practical tools will 

guide you to align your systems with your mission—focusing on formation, not just function. 

May this toolkit serve you as you serve others, keeping discipleship at the center of 

everything you build. ​
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How to Use This Toolkit 
Start Small, Start Prayerfully 
 

 

 

 

 

 

 

 

 

“Everyone should be quick to listen, slow to speak…”  

James 1:19 
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This toolkit isn’t designed to add to your overwhelm—it’s here to help you slow down, listen 
well, and align your ministry systems with your discipleship goals. 

Start Small, Start Prayerfully 

You don’t have to implement everything at once. Start with one tool. Choose the section 
that feels most pressing or relevant to your ministry right now. Maybe you’ve noticed people 
struggling to get connected, or you’ve sensed quiet frustrations—start there. 

Before you begin, take a moment to pray: 

“Lord, help me listen well. Show me what we’ve overlooked, reveal barriers we’ve 
unintentionally built, and lead us to clear, life-giving pathways for Your people.” 

You can return to this prayer before using each tool, when you gather feedback, and as you 
make decisions. Listening is an act of discipleship, not just strategy. 

A Suggested Path Through the Toolkit 

If you’d like to go through the complete toolkit over time, here’s a natural progression: 

1.​ Friction Audit Checklist – Identify quick wins by removing obvious barriers in your 
systems.​
 

2.​ Spiritual Persona Worksheet – Gain a clearer picture of the people you’re discipling 
and their real needs.​
 

3.​ Feedback Loop Guide – Establish simple rhythms of listening so that feedback 
becomes an integral part of your church culture.​
 

4.​ Journey Mapping Template – Visualize the common pathways people take and spot 
areas of confusion or drop-off.​
 

5.​ Discipleship Metrics Brainstorm Sheet – Refocus your measurements on spiritual 
growth, not just attendance.​
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This order moves from identifying surface-level friction to building more intentional and 
aligned discipleship systems. 

No Special Training Needed 

You don’t need to be a researcher or strategist to use these tools. You simply need a 
willingness to listen with humility and a heart to serve your people well. Think of this process 
as an extension of shepherding—walking alongside people, noticing their burdens, and 
removing obstacles in love. 

Let the Spirit guide you as you listen, reflect, and make changes that point people toward 
Christ.  
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Tool 1: Friction Audit 
Checklist  
Identify where your systems 
unintentionally create barriers to 
discipleship. 
 

 

 

 

 

 

“Build up, build up, prepare the road!  

Remove the obstacles out of the way of my people.” 

Isaiah 57:14
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Why This Matters 

Every church has good intentions, but systems—especially those built over time—can 
unintentionally create roadblocks. Hidden friction causes people to feel lost, frustrated, or 
disconnected. The goal of this tool is not to critique your ministry, but to identify small 
barriers that may be hindering spiritual growth. 

This simple checklist helps you see your church through fresh eyes—the eyes of a newcomer, 
a seeker, or even a long-time attendee trying to take a next step. 

Simple Checklist: Where Might Friction Be Hiding? 

1. Communication Clarity & Relevance 

​Do people know how to take the next steps (groups, baptism, serving) without 
needing to ask multiple people?​
 

​ Is your website clear, up-to-date, and welcoming—especially for someone who is 
spiritually curious but unfamiliar with the church?​
 

​Are we making faith feel personally relevant, connecting spiritual growth to life issues 
like purpose, stress, and relationships?​
 

​Are we reducing insider language and church jargon that could confuse those on the 
fringes of faith? 

2. Access and Ease of Engagement 

​Are sign-up or registration forms short, mobile-friendly, and easy to complete?​
 

​Can people easily engage digitally (on their phones, YouTube, social media), and is 
there a clear next step beyond digital curiosity?​
 

​Are there low-friction entry points for discipleship (like short-term groups, 
conversation tables, or non-intimidating gatherings)? 
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3. Feedback and Listening Culture 

​Are there simple ways to capture feedback and curiosity, especially from casual 
attendees or first-time guests?​
 

​Are there pathways for people to express questions about faith or Scripture in a 
non-threatening manner?​
 

​Are we tracking “quiet drift signals” (drop-offs in participation, unspoken frustrations, 
or disengagement)? 

4. Physical & Relational Welcome 

​Are first-time guests warmly greeted and guided, with clear signage and easy 
navigation on campus?​
 

​Are relational pathways—like mentorship, group connections, or newcomer 
follow-ups—clear and inviting? 

5. Discipleship Pathways 

​ Is it clear how to grow beyond Sunday services, with accessible next steps for 
spiritual formation?​
 

​Are we providing practical, real-life discipleship opportunities, not just programmatic 
attendance? 
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Reflection Questions: 

●​ What friction points surprised us most?​
 

●​ How might these barriers discourage someone from exploring faith for the first time?​
 

●​ What one area could we simplify or improve this month?​
 

●​ Where could we reduce friction without adding complexity?  
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Tool 2: Spiritual Persona 
Worksheet  
Understand the real discipleship needs 
and motivations of people in your 
congregation. 
 

 

 

 

“Be sure you know the condition of your flocks,  

give careful attention to your herds.”  

- Proverbs 27:23 
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Why This Matters 

Every person in your church is on a spiritual journey, but too often, ministry planning 
focuses on programs rather than people. Generic approaches to discipleship can 
unintentionally overlook real barriers, motivations, and heart-level needs within the 
congregation. 

This tool helps you slow down and see your people more clearly—not just as attendees, but 
as individuals with stories, struggles, and spiritual longings. Inspired by Designing Spiritual 
Personas, this worksheet helps leaders reflect on the diversity of discipleship needs and 
align ministry pathways with real-life experiences. 

When Jesus ministered, He saw individuals: “Jesus looked at him and loved him” (Mark 
10:21). This tool equips you to lead in the same spirit of personalized, attentive shepherding. 

Spiritual Persona Template 

A spiritual persona summarizes key traits of someone you’re discipling. Start with a relatable 
name and life stage (young adult, parent, retiree). Note their spiritual background (new 
believer, long-time churchgoer, spiritually curious, or disconnected). Identify their 
motivations (seeking community, purpose, healing, or growth) and common barriers 
(busyness, past hurt, confusion, or disconnection). Consider their discipleship needs (clear 
next steps, mentorship, deeper teaching) and preferred connection points (Sunday services, 
small groups, digital resources, serving). Finally, reflect on their spiritual longings—what they 
hope God will grow in them next. 

Persona Name:​
(fictional, but relatable) 

 

Life Stage:​
(Young adult, parent, retiree, etc.) 
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Spiritual Background:​
(New believer, life-long churchgoer, 
spiritually curious, disconnected, etc.) 

 

Motivations: ​
What drives their faith engagement? 
(e.g., community, purpose, healing, 
growth) 

 

Barriers: ​
What obstacles do they experience in 
growing spiritually? (e.g., busyness, past 
hurt, confusion, lack of connection) 

 

Discipleship Needs:​
What would help them take their next 
step?​
(e.g., relational connection, simple 
pathways, mentorship, deeper teaching) 

 

Preferred Connection Points: ​
(Sunday services, small groups, digital 
content, mentoring, serving 
opportunities) 

 

Spiritual Goal or Longing: ​
Where are they hoping to grow? ​
What is God stirring in them? 

 

Questions for Ministry Leaders 

Use these prompts in staff meetings or volunteer leader gatherings to reflect on the people 
you serve: 
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1.​ Who do we see showing up regularly, but struggling to connect deeply? Why might 
that be?​
 

2.​ What kinds of people are missing from our gatherings altogether? What might be 
keeping them away?​
 

3.​ What types of next steps are people asking about—or not asking about—because 
they seem confusing or unreachable?​
 

4.​ How well do our existing programs meet the real motivations people express 
(purpose, healing, belonging)?​
 

5.​ If Jesus walked through our church today, who would He notice that we’ve 
overlooked? 

Capturing Real Stories 

Consider gathering informal insights from your church community. Here are ways to start: 

●​ Quick Conversations: After services or events, ask a few people, “What’s been helping 
you grow spiritually? What’s been harder than expected?”​
 

●​ Listening Sessions: Host a small group or lunch focused on, “What does spiritual 
growth look like for you right now?”​
 

●​ Anonymous Story Cards: Use connection cards or digital forms to ask, “What’s one 
thing that has helped (or hindered) your faith journey recently?”​
 

●​ Personal Reflections: Reflect on people you’ve met—especially those who have 
drifted. What patterns or stories stand out? 
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Reflection Questions: 

●​ Who are the people we tend to see but seldom hear from? What might their spiritual 
journey look like?​
 

●​ Are there groups in our congregation who may feel unseen, under-served, or 
disconnected?​
 

●​ Do our programs primarily attract one type of person? Who might be unintentionally 
left out?​
 

●​ How well do we understand people’s real motivations for being here—community, 
healing, growth, purpose?​
 

●​ What barriers might discourage someone from moving deeper in their faith here?​
 

●​ Are we offering next steps that feel accessible to different life stages and spiritual 
backgrounds?​
 

●​ What story of transformation have we heard recently—and what does it teach us 
about real discipleship needs?​
 

●​ If Jesus walked into our church this week, who would He seek out that we’ve 
overlooked?  
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Tool 3: Feedback Loop 
Guide  
Establish safe and ongoing feedback 
rhythms within your church culture. 

 

 
 

 

“The way of fools seems right to them,  

but the wise listen to advice.” 

Proverbs 12:15
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Why This Matters 

Many churches assume “no news is good news”, but the absence of feedback often signals 
disconnection, not satisfaction. Without intentional listening, churches risk missing the small 
frustrations, quiet needs, and spiritual stirrings that shape someone’s journey. 

Healthy ministries build feedback rhythms that are safe, simple, and spiritually formative. 
Listening isn’t a one-time survey—it’s an act of ongoing pastoral care, helping you respond 
wisely to the real needs in your congregation. Just as Jesus regularly asked people, “What 
do you want me to do for you?” (Mark 10:51), your church can foster a culture where 
people feel heard, valued, and guided in their next steps. 

Simple Methods for Gathering Feedback 

You don’t need complex surveys or big technology investments to listen well. Here are 
practical ways to start building listening rhythms in your ministry: 

●​ Connection Cards: Use Sunday morning cards or digital forms to ask one 
open-ended spiritual growth question each month (e.g., “What’s been encouraging 
or challenging you in faith recently?”).​
 

●​ Small Group Leader Input: Invite small group leaders to share anonymous highlights 
and struggles they’re hearing from their members on a quarterly basis.​
 

●​ Hallway Conversations: Train volunteers and staff to ask simple, reflective questions 
in casual conversations, such as “What’s been most helpful to your faith lately?” or 
“Is there anything that feels confusing or hard to engage with right now?”​
 

●​ Newcomer Follow-Up: Include a short question in newcomer follow-ups, like “What 
was helpful about your first visit? Anything that felt confusing or overwhelming?”​
 

●​ Occasional Listening Sessions: Host informal gatherings (e.g., Coffee & Conversation) 
every quarter where anyone can share feedback on their discipleship experience.​
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How to Close the Loop 

Listening is only powerful when people know they’ve been heard. Closing the loop means 
responding to feedback in a way that builds trust and strengthens discipleship pathways. 

How to Close the Loop Well: 

●​ Acknowledge What You Heard: Share general themes (e.g., “Many of you mentioned 
that joining small groups felt confusing”).​
 

●​ Explain What’s Changing: Let people know how feedback is shaping decisions (“We 
simplified group sign-ups based on your input”).​
 

●​ Share What Won’t Change (and Why): Be honest about what stays the same, focusing 
on the spiritual reasons behind it (“While Sunday service formats are unchanged, 
we’re adding more fellowship moments afterward”).​
 

●​ Celebrate Feedback: Thank people publicly for their input and show how it 
strengthens your mission.​
 

●​ Create a Feedback Rhythm: Set expectations (e.g., “Every quarter, we’ll share what 
we’re learning from your feedback”). 
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Reflection Questions 

●​ Where are we already listening well as a church? Where are we mostly guessing?​
 

●​ How might safe feedback opportunities reveal spiritual barriers we’ve missed?​
 

●​ Do we tend to collect feedback only when there’s a problem? How could we shift to 
proactive listening?​
 

●​ How have we responded to past feedback? Are people seeing meaningful change?​
 

●​ Who in our church rarely gets asked for their perspective? How can we hear their 
voices? 
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Tool 4: Journey 
Mapping Template  
Visualize the typical pathways people 
follow in your church’s discipleship 
process to identify gaps or areas of 
confusion. 
 

 

 

 

“In all your ways acknowledge him,  

and he will make straight your paths.” 

Proverbs 3:6 
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Why This Matters 

Discipleship is meant to be a clear, life-giving journey—but too often, people experience 
confusing pathways, unclear next steps, or dead ends in their faith development. 

Journey mapping helps you step into the shoes of your people, tracing their experience from 
the first time they hear about your church to the ongoing steps of spiritual growth. This tool 
reveals where people get stuck, what’s helping them grow, and where simple adjustments 
can make discipleship more accessible. 

In Isaiah 40:4, we’re reminded of God’s desire to prepare the way: “Every valley shall be 
lifted up, and every mountain and hill made low; the uneven ground shall become level, and 
the rough places a plain.” Journey mapping helps you partner with God in making straight 
paths for those you shepherd. 

Fillable Journey Mapping Template 

Step 1: Choose a Persona​
Start by selecting a Spiritual Persona from Tool 2 or think of a real person in your church. 

Step 2: Identify Milestones and Moments​
List key moments in their spiritual journey through your church: 

●​ First Visit → First Follow-Up → Small Group or Class → Serving → Deeper Formation 
(leadership, mentorship, personal growth)​
 

Step 3: Note Touchpoints and Channels​
For each milestone, list: 

●​ How people engage: (Sunday service, website, small groups, digital content, personal 
invite)​
 

●​ Who they interact with: (greeters, pastors, small group leaders, peers) 
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Step 4: Identify Friction Points and Positive Moments 

●​ Where do people tend to get stuck, confused, or disengaged?​
 

●​ Where do people experience joy, clarity, or growth? 

Step 5: Outline Next Step Opportunities 

For each stage, define: 

●​ What’s the natural next step for deeper growth?​
 

●​ Is it obvious and accessible? 

Example Template Layout 

This journey mapping template helps you visualize how people experience discipleship in your 
church—from first visit to spiritual growth. By mapping real pathways, you can identify 
what’s clear, where people get stuck, and how to simplify next steps. Use this with your 
team to spot hidden friction, celebrate what’s working, and design more intentional discipleship 
experiences. 

Stage Touchpoints / Channels Positive Moments Friction Points Next Step Opportunities 

First Visit 
Sunday Service, 

Website 
Warm welcome 

Hard to follow 
up 

Clear next step invite 

Joining a Group Group Finder, Invite 
Relationships 

grow 
Confusing 

sign-up 
Simpler group 

pathways 

Starting to 
Serve 

Volunteer teams 
Feeling of 
purpose 

Burnout risk 
Serving with 

development 

Growing 
Spiritually 

Classes, Mentoring Personal growth 
Lack of 

mentorship 
Leadership pathways 
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Tips for Mapping with Your Team 

●​ Start with Prayer: Ask God to reveal hidden barriers and overlooked pathways.​
 

●​ Use Real Stories: Invite team members to share examples of people they’ve walked 
alongside.​
 

●​ Be Honest: Don’t skip areas where people tend to “fall through the cracks.”​
 

●​ Celebrate Strengths: Note where your church is already providing clarity and care.​
 

●​ Focus on Simplicity: Aim to clarify, not complicate; one or two simple next steps are 
more impactful than five confusing options. 

Reflection Questions 

●​ What are the clearest pathways in our church? Where is confusion common?​
 

●​ Are there important next steps (serving, groups, growth) that are not obvious to 
people?​
 

●​ Which types of people (based on life stage or spiritual background) experience the 
most friction?​
 

●​ Are there “quiet exits” in our pathway where people disengage unnoticed?​
 

●​ What small changes could make the next step easier and clearer for someone this 
month? 
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Tool 5: Discipleship 
Metrics Brainstorm 
Sheet  
Move beyond attendance metrics to what 
truly measures spiritual growth and 
development. 

 
 

 

“By their fruit you will recognize them.”  

Matthew 7:16 
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Why This Matters 

It’s easy to track what’s visible and countable—like attendance, event participation, or 
giving—but these numbers don’t always reflect spiritual growth. True discipleship is about 
transformation, not just activity. 

Jesus consistently pointed to fruitfulness, not busyness, as the evidence of growth. In John 
15:8, He said, “This is to my Father’s glory, that you bear much fruit, showing yourselves to 
be my disciples.” This tool encourages you to reflect deeply on what spiritual fruit looks like 
in your church and how you might measure it—through life change, spiritual engagement, 
and community impact. 

Shifting from surface-level counting to spiritual formation tracking will help your ministry focus 
on what matters most, encouraging healthier, more intentional discipleship pathways. 

Guided Prompts for Discipleship Metrics 

Step 1: Define Your Mission Outcomes 

What is the fruit you hope to see in people’s lives as they follow Jesus here? 

●​ Examples: Growing in biblical literacy, relational connection, spiritual disciplines, 
personal purpose, or community service.​
 

Step 2: Identify Meaningful Indicators 

Think about evidence of growth, even if it’s imperfect. 

●​ Examples:​
 

○​ Spiritual Engagement: % involved in small groups, mentoring, or classes.​
 

○​ Biblical Literacy: Participation in Bible reading plans or scripture memory 
initiatives.​
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○​ Relational Growth: First-time connection group signups, newcomer follow-ups 
completed.​
 

○​ Service & Impact: Volunteer engagement, local mission involvement, 
testimonies of serving others.​
 

○​ Life Transformation: Baptisms, faith commitments, restored relationships, 
counseling milestones.​
 

Step 3: Listen for Qualitative Signs 

Consider how you’ll listen for spiritual stories, not just numbers. 

●​ Examples:​
 

○​ Collect anonymous testimony cards quarterly.​
 

○​ Track small group leader stories about personal growth.​
 

○​ Include reflection questions in exit surveys (e.g., “What spiritual next step did 
this event help you take?”)​
 

Step 4: Create a Simple Dashboard 

Pick 3–5 indicators that best reflect your mission goals.​
 Start simple and review them quarterly to see if they align with spiritual fruitfulness, not just 
activity. 
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Reflection Questions 

●​ What spiritual outcomes does our church mission prioritize? Are we measuring 
them?​
 

●​ Are our current metrics encouraging the right behaviors and priorities?​
 

●​ What life-change stories could we track more intentionally?​
 

●​ Where are we confusing participation with transformation?​
 

●​ How could we listen for signs of joy, purpose, and growth in addition to attendance? 
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Listening as an Ongoing 
Posture  
Listening is a discipleship practice,  

not a one-time project. 
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Small Steps, Lasting Impact 

Listening doesn’t require perfection—it requires faithful attention. Small improvements made 
consistently can remove barriers, strengthen discipleship pathways, and help people 
experience spiritual flourishing. 

 
Think long-term: small shifts compound into lasting culture change. 

Share and Continue Listening 

Make it part of your team rhythm to share what you learn—from feedback loops, friction 
audits, and real stories. Listening leads to discovery, and discovery should lead to ongoing 
refinement, not just one-time fixes. 

Prayer of Dedication 

Consider ending with a team prayer like: 

“Lord, keep us humble and attentive. Reveal what we cannot see, give us 
courage to adjust what isn’t aligned, and make our ministries places where 
people can follow You with clarity and joy.” 

Next Steps 

●​ Choose one tool to revisit in three months.​
 

●​ Schedule a listening review session each quarter.​
 

●​ Share at least one story of impact at every team meeting.​
 

●​ Encourage testimonies of growth from both the congregation and the leaders. 
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Thank You 
Thank you for investing your time and heart into this Ministry Listening Toolkit. Whether 

you’re just beginning to build intentional listening rhythms or continuing to refine your 

discipleship pathways, I pray these resources equip you to serve your people with greater 

clarity, compassion, and purpose. 

Listening is not just a leadership skill—it’s a spiritual posture. Each time you pause to listen 

well, you reflect the heart of Christ, the Good Shepherd who knows His sheep by name. 

Small, faithful steps in removing friction and aligning systems with your mission can create 

lasting change in the lives you shepherd. 

If this toolkit has been helpful, I would love to hear what you’ve learned and how it’s shaping 

your ministry. Listening is a journey—and I’m grateful to walk alongside you in it. Grace and 

peace as you lead with listening.

 

Stay Connected 

●​ Explore more at transformed.works 

●​ Follow updates and resources on LinkedIn 

●​ Questions or feedback? Reach out at bobbi@transformed.works 
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