
Evolution Map（horizontal）

What is service Evolution map?

Who is it for?

How to Begin

Go Through These Steps in Each Phase
Initiate

Assess

Measure

Culture Conversation Framework:

How it serves you?

This evolution map has been constructed in a way that clusters different concepts 
together toward reaching Apartment service transformation's Core Purpose. To support 
the Core Purpose we have created Experience Principles that guide HOW this purpose 
should be enacted, with criteria that defines the action needed to ideally reach these 
objectives.



This evolution map shows how to guide initiatives to reach their target experiences.  This 
map visualizes the phased roll-out of different concepts throughout multiple Operation 
Initiatives; starting with the near-term (Phase 01) and ending with the fully-realized 
(Phase 03) experience. Unlike road maps that are date driven, evolution maps focus on 
phases of an experience, each with clear actions that are necessary steps towards 
growth and scale. This particular map shows the interconnectedness of multiple 
initiatives and concepts and are prioritized from left to right based on priority and 
dependency.

For anyone who may be involved 
throughout any initiative to inform 
them of the intended future vision as 
well as all of the interconnected 
activities and partners who need to 
be involved.

� Create logical groupings of capabilities (clusters) that encompass a project or body  
of wor�

� Identify and convene the role or team responsible for delivering the service experienc�
� Choose a champion in leadership to guide the work, create a check-in cadenc�
� Each phase should deliver a complete iteration of the service experience

The map will serve to inform initiating 
projects, project teams, roadmaps 
and project planning. This is a guide 
to reach the future-state vision and 
serves as documentation to inform 
the process and collaboration.

Experience 

Principle


 + 

Criteria

Experience Principle: Proactive Employee Engagement�

�� Criteria: Promote regular staff-tenant interactions through community engagement programs and adequate staff training. �
�� Criteria: Standardize property inspections and task tracking to maintain property value and ensure efficient service delivery.�

�� Criteria: Optimize the KPI system with clear, regularly updated metrics and real-time performance feedback to foster continuous 
improvement and competitive adaptability.

Experience Principle: Tenant-Driven Service�

�� Criteria: Implement a user-friendly platform for easy rental of property tools and services�

�� Criteria: Establish a tenant resource-sharing initiative for shared use of tools and other items�

�� Criteria: Create a mutual-help platform for tenants to exchange services, advice, and support.

Experience Principle: Transparency & Responsivenes�
�� Criteria: Maintain transparency by providing a detailed, accessible list of all prices, fees, and fines associated with the property�

�� Criteria: Establish explicit tenant responsibility guidelines to align expectations and foster a harmonious living environment�
�� Criteria: Implement a streamlined system to track and communicate the progress of repair and maintenance tasks in real-time, 

ensuring prompt resolution and enhancing tenant satisfaction.

Experience Principle: Commercial Value Maximizatio�
�� Criteria: Foster strategic collaborations with external merchants to enhance tenant benefits and diversify service offerings�

�� Criteria: Develop add-on customizable services tailored to tenant needs to improve satisfaction and retention�
�� Criteria: Optimize property utilization by renting spare spaces for commercial purposes, introducing additional revenue streams�

�� Criteria: Solicit external merchant advertisements and promotions to cultivate a vibrant and resourceful community environment.

Experience Principle: Dynamic Space Utilization & Managemen�
�� Criteria: Design versatile function rooms to accommodate diverse tenant needs, ensuring effective 

space utilization�
�� Criteria: Implement a seamless booking and appointment system for ease of access and efficient 

management of shared amenities.

Concept
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experience

Enforcing policies to data control and data protection

Assign apartment service team who will be 
responsible for the concept or feature development 
and management

Identifying and finding the Third part company or 
team who will be able to working on the project

Coding and UI&UX interface to match project (if need)Determine MVP requirements Develop and lanuch a smart and feasible feature on 
website or app as a MVP V1

Notify the tenants and apartment service staff

Creating training and on-boarding guides for 
apartment service staff

Creating training and on-boarding guides for 
apartment service staff

Apartment service manager

Content, and feature writers

Third party company or team for developing, coding 
and supporting

Primary research workshop with apartment service 
staff to understand what types of performance need to 
be evaluated

Meet and interview tenants to understand factors 
which effect the customer satisfaction rate related to 
service staff

Outline potential criteria of performance related to 
apartment service staff

Decide  on Tenant-Staff Performance Feedback build Develop information architecture using the outline and 
the insights gained

Incorporate feedback to determine optimized workflow

Meet with whole apartment service staff and 
maintenance staff to understand their needs and 
capabilities

Review the current KPIs system Optimize the KPI system Implement the new KPI system and monitor 
performance

Collect feedback from staffBuild principle for aligning with objective and vision

Select apartment maintenance staff to test with

Notify maintenance staff about the new workflow of 
the project

A feature of platform needs to be created to host 
Tenant-Staff Performance Feedback

1st Step

Resource allocation to understand external resource 
(if need) and internal time and budget

1st Step

Understanding the company objective and vision
3rd Step

Collect and analysis staff and tenants feedback 
3rd Step

Understanding current policies requirements during 
the build process

1st Step

Build Preventative Maintenance and Workflow 
Surveillance to test internally

2nd Step

Collect stakeholders feedback through an online 
review through a survey

2nd Step

Ensuring quality and standardisation for the feature

Develop Preventative Maintenance and Workflow 
Surveillance

Audit existing systems to determine if one already in 
use can support all capabilities needed for all use 
cases

Develop data protection and control programs

A feature of service needs to be created to host In-
House Maintenance Tool Rentals & Sharing

1st Step

Assign apartment service team who will be 
responsible for the concept or feature development 
and management

Apartment service manager and staffs

Apartment service staffs

Content, and feature writers

Resource allocation to understand external resource 
(if need) and internal time and budget

1st Step

Build Tool rental service Launch and announcement the service of the House 
Maintenance Tool Rentals & Sharing

Build Tool sharing channel

Implement a small-scale pilot in one or more 
properties

Roll out the incentive program

Conduct primary research through surveys, interviews, 
and workshops with apartment tenants to understand 
their needs and preferences for in-house tool rentals

Conduct primary research through surveys, interviews, 
and workshops with apartment tenants to understand 
their willingness to assist with their neighbors

Conduct primary research through surveys, interviews, 
and workshops with apartment tenants to understand 
what types of incentives would motivate tenant

Identify common areas where assistance is frequently 
required.

Include features such as an assistance request and 
offer system, a chat function, and a rating system

Work with a software development team to create an 
online platform that facilitates neighbor aid

Collaborate with the software development team to 
integrate the incentive system into the existing tenant 
tool sharing and neighbor aid platforms

Ensure the system is transparent, easy to use, and 
effectively motivates tenant participation

Develop an incentive system, considering factors like 
ease of implementation, fairness, and cost-
effectiveness

3rd Step

Develop guidelines and policies for the use of the 
platform, ensuring respect, privacy, and safety for all 
users

Collect feedback and make necessary adjustments

Gather insights about what types of tools are most 
commonly needed

Gather insights about the level of skill and comfort 
among tenants in performing minor repairs

Gather insights about potential challenges they may 
face

Consult with property management teams and 
maintenance staff to identify common repair requests

Outline potential types and categories of tools to be 
rented out and shared based on the research. 
Consider factors like safety, ease of use, and 
maintenance needs of each tool

Develop an operational plan for tool rental and 
sharing, including check-out/check-in procedures, 
tracking, maintenance, and liability waivers

Decide on details like rental duration, pricing, and 
penalties for damage or late returns

Inform all tenants about how incentive program works 
and the benefits they can gain

Consider launching with a special event or promotion 
to increase awareness and participation

Launch a pilot program with a small group of tenants 
to test the platform

3rd Step

Gain feedback, and make adjustments before a full-
scale launch

Continue to monitor the platform, provide user 
support, resolve conflicts

Periodically update the platform based on user 
feedback and changing needs

Regularly evaluate the effectiveness of the incentive 
program

Make revisions as needed, based on tenant feedback, 
participation levels, and the impact on community 
engagement and service request volumes

Check governments policies for apartment service 

Check governments policies for apartment service 
and platform 

Understand tenants’ willingness and ability to share 
tools with each other. 

Coding and UI&UX interface to match project (if need)Determine MVP requirements Develop and lanuch a smart and feasible feature on 
website or app Notify the tenants and apartment service staff

Creating training and on-boarding guides for 
apartment service staff and tenants

A bulletin board needs to be created to host openly available 
service charges and penalities

Conduct primary research workshops with apartment 
managers to gather all relevant data that needs to be 
displayed regarding service charges and fines.

Affinitize data collection and define the content for new bulletin 
board

Outline the list of available service charge and penalities Announcement the Available Service Charges and Penalties

Announcement the Service Level Classifications

Assign apartment team who will be responsible for the project

Understanding current policies during the build process The available service charge and penalties to align with current 
polices

Project manager

A standard of maintenance service needs to be created to host 
service level classifications list

Meet with maintenance staff to corporate  decide the level of 
service

Collect and understand the data on all relevant service 
requests, including common maintenance needs and 
processing times.

Determine the level to which the maintenance classification 
belongs.

Apartment staff and those who maintain the platform review 
user feedback to understand needs

Outline desired detail of feature for the system Decide on third party to build Develop information architecture using the insights from 
feedback gained

Assign apartment service team who will be responsible for the 
real-time service request updates system

Project manager

Third party for developing, coding, and supporting

Content writers

Identifying and connect with technology partners who will be 
working on the project

Coding and UI/UX feature to match the project objective Development MVP requirements related to the project Develop a real-time service request updates system Launch and announcement the real-time service request 
updates system

Understanding current policies and maintaining requirements 
during the build process

Checking the current local policies to make sure the project is 
not offend it 

Ensuring quality and standardisation by the real-time service 
request updates system

Developing policies to data control & protection and tracking 
system for the project

A channel of increasing commercial value needs to 
be created to host External Merchant Collaboration

1st Step

Identifying potential merchant partners

Conduct a observation and research that align with 
the lifestyle and preferences of the tenants

Surveys or tenant interviews can provide insights into 
desired services and preferred businesses

Conduct surveys and interviews with tenants to 
understand the types of add-on services that would 
be most beneficial and attractive to your tenants

Could include pet care, cleaning, cooking, or moving 
services

Develop the add-on services. 

Develop a detailed partnership proposal that 
highlights the benefits for the merchant

Promote the services to residents

Make improvements of diversification of service types, 
bundling and discounting of prices, optimization of 
service quality and processes of service providers

Check governments policies for apartment merchant 
collaboration

Check governments policies for additional 
chargeable services of apartment

Check governments policies for apartment renting 
out available spaces

Reach the agreement with thrid party of service 
provider, ensure clear service categories and 
transparent pricing as well as a well-defined process

Consult with legal experts to ensure that leasing out 
spaces complies with local laws, zoning regulations, 
and property's existing agreements

Check governments policies for apartment 
advertisements

Understanding current policies requirements during 
the build process

3rd Step
Develop a policy outlining what types of 
advertisements are allowed, how long they can be 
displayed, and the pricing structure

Ensure the policy complies with local regulations and 
respects tenants' privacy

Approach the shortlisted merchants and propose 
collaboration opportunities

Involve offering discounts to residents or setting up 
service points within the property. Negotiate terms 
that are favorable to both parties

Announce the new partnership to tenants via emails, 
notices

Highlight the benefits they would get

Launch a pop-up event

Establish partnerships with suppliers or service 
providers to provide these services

Assign apartment service team who will be 
responsible for the concept or feature development 
and management

Apartment service manager

Resource allocation to understand external resource 
(if need) and internal time and budget

1st Step

A channel of increasing commercial value needs to 
be created to host Additional Chargeable Services

1st Step

Third party company or team for negotiation, legal 
consulting and additional chargeable service 
provider

Regularly evaluate the partnership's effectiveness 
and tenant uptake and refine based on feedback and 
participation rates

Adjust the partnership terms or consider new partners 
if necessary

Conduct a feasibility study, taking into account 
zoning regulations and any potential disruption to 
residents

Research the local market to understand what type of 
businesses might be interested in the available 
spaces

Develop a marketing strategy to attract potential 
renters

Include listing the spaces on commercial property 
platforms, hiring a real estate agent, or directly 
approaching businesses

After the spaces are rented out, manage the areas to 
ensure cleanliness, maintenance, and minimal 
disruption to residents

Identify high-visibility areas after providing other 
space services within the property that could serve as 
advertising spots

3rd Step

Develop a sales and marketing plan to attract 
potential advertisers

Could include businesses that cater to tenants' 
lifestyle and needs. Highlight the benefits of 
advertising in a residential community

Could include communal areas, hallways, elevators, 
or parking lots

Coordinate with advertisers for the creation and 
installation of their advertisements

Gain feedback, and make adjustments before a full-
scale launch

Regularly evaluate the effectiveness of the 
advertisements and the revenue generated. Make 
adjustments as needed, such as changing pricing or 
offering special deals

Develop a detailed advertising policy outlining the 
types of ads allowed, pricing, duration of display, etc. 
Consider potential issues such as tenant privacy and 
community aesthetics

A public space with clear functional division 
belonging to the property management

1st Step
Primary research like surveys and interviews with 
tenants to understand what functional zones of 
property spaces they need in their daily lives

List the common areas that tenants expect to use Find an interior design team for space rationalization Show interior design drawings to tenants in a 
workshop and test their usability to get feedback

Announce to tenants the functional zoning of the 
common space and teach them how to use it

Find a decoration company to decorate according to 
interior design drawings

Assign apartment service team who will be 
responsible for the design and manage functional 
zones of property spaces

Interior designers plan the space rationally to allocate 
it into different functional areas and produce 
drawings

Determine MVP requirements

Further decoration according to the construction drawings 
provided by the interior designer
Further decoration according to the construction 
drawings provided by the interior designer Notify tenantsLayout workshops for tenants to immerse themselves 

in each functional area and record feedback

Apartment service manager

Content, and feature writers

Third party company or team for interior design, 
decorating and supporting

Outline the further optimized options Decide next version of MVP Coding and development the MVP v3 Launch the new version of the  reservation system to 
tenants and teaching of the usage process

Enforcing policies to data control and data protection Ensuring quality and standardisation for the feature

Primary research like surveys and interviews with 
tenants to understand tenants’ attitudes towards 
reservation system for public space

Determine MVP  v2 requirementsEstablishing detailed rules and specifications for the 
use of the reservation system Build supporting UI/web system Interior designers improve design drawings Find a decoration company to decorate according to 

new interior design drawings
Announcement of the opening of the reservation 
system to tenants and teaching of the usage process

Coding and UI&UX interface to match project (if 
need)

Editing, writing and designing user-friendly 
instructions for use

Interior designers design matching interior 
information

Resource allocation to understand external resource 
(if need) and internal time and budget

1st Step

Gather feedback and analysis results

3rd Step

Consult with property management teams and 
maintenance staff to understand the feasibility of an 
in-house tool rental system

Understanding current policies requirements during 
the build process

1st Step

Include proper tool handling, return deadlines, and 
conflict resolution mechanisms

Establish clear rules and guidelines for tool sharing to 
ensure safety, respect, and responsibility

Monitor the usage and assess the effectiveness of the 
tool rental and sharing service

2nd Step

A feature of platform needs to be created to host 
Neighbor Aid Networks

2nd Step

Understanding current policies requirements during 
the build process

1st Step

Apartment service staff

A feature of platform needs to be created to host Real-time 
service request updates system

Resource allocation to understand external resource (if need) 
and internal time and budget

Consider the feasibility, costs, and pricing of each 
service Implement the add-on services

Ensuring there's a system in place for requests and 
payments

Reach the agreement with a merchant, ensure all 
terms are legally outlined and both parties 
understand their responsibilities

Understanding current policies requirements during 
the build process

1st Step

The proposal should also outline the expectations 
from both sides

Regularly collect feedback of additional chargeable 
services 

Understanding current policies requirements during 
the build process

2nd Step

Monitor the performance and benefits of pop-up 
events

2nd Step

Conduct a thorough audit of the apartment property 
to identify underused spaces that could potentially be 
leased out

2nd Step

Negotiate the lease agreement, ensuring to cover all 
terms and conditions, including duration, price, and 
usage rules

Develop a pricing strategy based on the size, location, 
and desirability of the spaces

Once terms are agreed upon, draw up a legal 
agreement outlining the partnership details and have 
it reviewed by a lawyer

Open plan space (Functional facilities, amusement 
facilities, consultant space, common lounge, pantry, 
etc.)

Private space (Individual room, multi-person 
collaboration space, etc.)

Notify tenants

Cleaning Team

Understand the frequency, duration and capacity of 
space usage and (realize that tenants had bad 
experience of being unable to know if space is being 
used resulting in duplicate trips to space) 

Develop data protection and control programsUnderstanding current policies requirements during 
the build process

2nd Step

Collect tenants’ feedback of mvp v1 through the 
workshop testing

2nd Step

Collect and understand the data on all relevant service 
requests, including common maintenance needs and 
processing times.

Check governments policies for apartment service 

Transparency & ResponsivenessIn-House Maintenance Tool Rentals Tenant Tool Sharing Neighbor Aid Networks Incentivized Mutual AidProactive Employee Engagement
 Tenant-Staff Performance Feedback Preventative Maintenance and Workflow Surveillance Performance-Driven KPI Optimization Market Value Initiative External Merchant Collaboration Renting Out Available Spaces Additional Chargeable Services In-House Advertising Opportunities Service Infrastructure Functional Zoning of APT Service Spaces Reservation Systems for Shared Spaces Reservation Systems for Shared SpacesTenant/Sustainbale-Driven Initiative Openly Available Service Charges and Penalties Definitive Service Level Classifications Real-Time Service Request Updates

Apartment Service

� The team should discuss the cluster of capabilities cards they are responsible fo�
� Understand dependencies between capabilities (the arrows�
� With the team, translate the capability cards into project activities on a project pla�
� Identify enablers, accelerators, and blockers to your succes�
� Identify stakeholders, Internal Partners, or customers involved in the work and create a 

plan for engagement

� Convene with champions or counsel governing the work and initiate Conversation 
Framework (see conversation framework diagram below for guidance�

� Identify what worked, what didn't, and any key considerations or uncertainties for each 
cluste�

� Based on the team's assessment determine what needs to change before moving 
forward in order to scale the work or move onto next step�

� Determine what the team has the capacity to commit to and if any additional team 
members, stakeholders or partners need to be involved in this new phase

� Evaluate after each Phase how the project work tests against the Experience Principle 
criteria (found above each cluster�

� Determine if the outcomes have met the Experience Principle criteria. How do we 
know�

� Determine success metrics for each Phase and markers that signal that the Phase is 
complet�

� Determine how you will measure that success and end-of-Phase milestone�
� Determine if the outcomes have met the markers for success. How do we know?

Initial Conditions + Readiness State

Intentional conversations should be designed

across time to support the evolution.

Connect：Convene to discuss what we have accomplished
Reflect: What works, what doesn’t, what changes should we make?
Inspect: What value has been created as a result of our actions?
Prospect: Who, When, and what are we willing to commit to going forward?


