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Introduction
The Feel Factor Framework is a way of mapping the emotional experience of a product across the
moments that actually determine whether people trust it, return to it, and feel good about themselves
when they use it. It is not a feature audit. It is not a satisfaction survey. It works by identifying the
choices, in design, language, structure, and behaviour, that shape how a person feels at each stage
of an interaction, and then asking honestly whether those choices are producing the right outcome.
For Three Lochs, that question has a particular weight. This is a community where the physical
experience is genuinely excellent. The lochs, the trails, the maintained streets, the sense of quiet
prestige, all of it delivers on what residents paid for. The emotional design work here is not about
building feeling from nothing. It is about ensuring the digital experience is finally worthy of the place it
represents.

What follows was built from a series of structured workshops and conversations between the Three
Lochs team and We Are Affective. The exercises were designed to surface what the team already
understood about their residents but had not yet fully articulated: the anxiety that arrives with every
piece of HOA correspondence, the pride that residents feel in the community itself and the quiet
embarrassment they sometimes feel in how it is administered, the specific moment, standing on a
darkened path beside one of the lochs, having called twice and been told a request did not exist,
when the relationship between resident and community quietly changed. Those workshops did not
produce a wishlist. They produced an honest account of where the experience is today and what it
needs to become.

The framework organises that account across three layers. The first is the initial impression, what a
resident feels in the opening sixty seconds of the app. The second is the journey, how the emotional
quality of the experience holds or breaks down as they move through it over days and weeks. The
third is identity transformation, the shift in how a resident feels about themselves and their place in
the community after using the product consistently. Each layer has its own emotional logic, its own
risks, and its own design decisions. Taken together, they describe a complete arc: from someone
who feels like a payer, to someone who feels like a member.

What It Currently Feels Like
The honest starting point is that Three Lochs, as a community, is already doing a great deal right.
The physical estate is genuinely well-maintained, residents are proud of where they live, and the
pride they feel in the setting, the lochs, the trails, the quietly prestige-laden streets, is real and
earned. What does not yet exist is a digital experience that reflects any of that back to them. The
emotional architecture of the product has not been built, not because the intent is absent, but
because the administration of the community has historically been measured on operational
outcomes rather than on how residents feel. That distinction matters. You can collect dues reliably,
contract maintenance competently, and keep the estate compliant, while simultaneously leaving
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residents feeling invisible. The workshops confirmed that this is precisely where Three Lochs finds
itself today.

Layer Current Experience Emotional Quality

First Impression New residents receive a welcome pack PDF, a
management office phone number, and access
to a generic property management portal not
built for residents

Dissonance. The physical estate
signals premium. The administrative
welcome signals filing cabinet.

The Journey Residents submit requests into silence, receive
ticket numbers rather than timelines, and learn
about estate issues through neighbours before
the HOA communicates them

Anxiety and resignation. The
experience of trying to be heard has
taught residents not to expect a
response.

Identity
Transformation

Residents describe themselves as payers rather
than members. They handle HOA administration
the way they handle a dentist appointment:
necessary, vaguely unpleasant, done and
forgotten.

Quiet disappointment. The pride in
the place is strong. The pride in
belonging to a well-run community
has not yet been earned.

What the workshops made clear, across The First 60 Seconds, the Heartbreak Scale, the Aspiration
Gap, and the Identity Shift, is that residents do not arrive at the product with hostility. They arrive
with something quieter and harder to reverse: lowered expectations. The Aspiration Gap exercise
named it precisely. The internal dialogue before opening anything official from Three Lochs runs to
"what do they want from me now?" and "will anyone actually respond if I engage?" That is not
cynicism. It is learned behaviour, shaped by a pattern of submission followed by silence. A resident
who called twice about a streetlight on Waterside Walk and was then told their request had not been
received did not become angry. They became someone who stopped expecting the community to
function around them.

The gap this product is being built to close is not primarily functional. The functions, paying dues,
booking amenities, reporting issues, are not the problem. The problem is that every touchpoint in the
current experience reinforces a particular identity: account holder, payer, administrator of their own
home. The Heartbreak Scale rated both trust and delight at one out of five, while anxiety sat at five.
That ratio describes an experience that asks a great deal of residents and returns very little. The
opportunity here is significant precisely because the raw material is already exceptional. Three Lochs
the community is already worth being proud of. The work ahead is building a digital experience that
finally makes that pride complete.
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The Three Layers
The three layers do not sit side by side. They build. What a resident feels in the first sixty seconds
sets the emotional context for everything that follows. How the experience holds together across
weeks and months either confirms or quietly dismantles what the first impression promised. And
what a resident eventually believes about themselves, about whether they belong to something well-
run, whether their voice carries weight, whether they made the right decision buying here, depends
entirely on whether both previous layers delivered consistently enough to earn that conclusion.
Pulling on any one layer in isolation produces a partial answer. The work is in understanding how
they compound.

For Three Lochs, the stakes at each layer are specific. The first impression is carrying an unusually
heavy load, because it is arriving into a context of lowered expectations. Residents who have
experienced the existing administrative reality, the generic portal, the silence after submissions, the
welcome pack that feels like paperwork, have already adjusted their emotional baseline downward.
The first sixty seconds of the app is not just an opening screen. It is the first evidence that this time
something is different. The journey layer then has to sustain what that opening moment promises,
across maintenance requests, dues payments, event RSVPs, and all the smaller interactions where
trust is either quietly reinforced or quietly lost. And the identity layer, the shift from payer to member,
cannot be designed directly. It emerges as a consequence of the first two layers doing their work
reliably, over time, without slipping.

What this means in practice is that design decisions made at the first layer create obligations at the
second, and design decisions made at the second either fulfil or undermine the transformation the
third is trying to create. A warm, personalised home screen that gives way to a generic form
experience the moment a resident tries to book the clubhouse does not just disappoint. It confirms
the suspicion they arrived with. A maintenance request that gets acknowledged quickly and resolved
with a proactive notification does not just close a ticket. It teaches a resident that engagement here
is worth something. Each of the three layers requires different decisions, and the pages that follow
address them separately. But they are not independent. Every choice made in one has
consequences in the others.

Layer 1: First Impression
There is no app yet, which means the first sixty seconds of Three Lochs as a digital experience
currently belongs to a generic property management portal that was not built for residents. A new
homeowner who has just paid a significant sum for a property on a private, well-maintained estate,
beside actual lochs, with manicured walking trails and a resort pool, opens that portal and is handed
something that could belong to any landlord, any building, any postcode in the country. The
dissonance is immediate and it is not subtle.
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The Aspiration Gap exercise named the emotional baseline precisely. Before opening anything official
from Three Lochs, the internal dialogue runs to "what do they want from me now?" and "is this going
to cost me something?" That is not hostility. It is a conditioned response, shaped by repeated
experiences of submission without acknowledgement, correspondence without context, and
administration that consistently treats the resident as an account to be managed rather than a
person who chose to live here. By the time someone opens the portal for the first time, that
conditioning is already at work, even on a new resident who has not yet had cause for frustration.
The format carries the expectation. Generic software signals generic care.

The First 60 Seconds exercise put it plainly. The gap between the quality of the physical estate and
the quality of the digital experience is, in the words that came out of that session, embarrassing. A
resident walks through a freshly painted gate, drives past the lochs, and is handed a filing cabinet.

Desired feeling

Within sixty seconds, a resident should feel recognised. Not in the abstract sense of a product
knowing their preferences, but in the specific, grounded sense of opening a screen and seeing their
name, their address, their neighbourhood, and information that is relevant to their day right now.
Their dues are current. The pool is open this afternoon. There is a community barbecue on Saturday
they have not yet responded to. The Three Lochs landscape, the water, the slate, the mature trees, is
visible in the design itself, not as decoration but as identity.

The shift is from mild dread and resignation to something closer to quiet surprise. Not delight exactly.
Delight would be overselling it and residents would feel the oversell. The goal is the feeling described
in the Airbnb comparison that surfaced in The First 60 Seconds: "I didn't have to configure anything.
It just got me." That sense of being understood before being asked anything, of the product already
knowing something true about you, is what converts a braced opening into an engaged one. The
resident stops waiting to be disappointed and starts paying attention.

What the workshops told us

The First 60 Seconds exercise drew a direct comparison between the Airbnb experience, location-
aware, visually coherent, relevant without requiring configuration, and the council website
experience, departmental dropdowns, mandatory account creation, thirty-four issue categories
before reaching a form. The emotional description of the council experience is worth sitting with: "It
felt like the website was designed to discourage you from finishing, not help you." That is the live risk
for Three Lochs if the first sixty seconds are generic. Residents do not need to consciously identify a
product as poorly designed. They simply feel resistance, and resistance at the opening moment is
almost impossible to recover from in the same session.

The Aspiration Gap exercise identified the critical first realisation with precision. It is the moment a
resident sees their own name and their own address on the home screen, and everything shown is
specific to them. "That instant recognition, this is mine, this is about me, someone built this for a
resident not for an administrator, is when the bracing stops and something closer to curiosity takes
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over." The exercise was also clear about what makes that moment work: it is not technically
complex. Personalisation at the surface level is enough, because for a resident who has only ever
experienced the HOA as an impersonal institution, a well-designed screen that already knows they
live on Waterside Walk and that their dues are current is, as the session put it, "a quiet shock."

The Identity Shift exercise reinforced this with a sharp observation about what the home screen
communicates before a single interaction takes place. "The first thing they see either confirms they
are a member or reminds them they are an account. There is no neutral." That framing, no neutral, is
the right lens for every decision made at this layer. There is no version of the first sixty seconds that
leaves the resident feeling nothing. The question is only which direction the feeling runs.

Design decisions required, The home screen opens to the resident's first name, property address,
and neighbourhood label. Not a welcome message addressed to a generic user, not an account
reference. Their name, their street, their part of the community., The Three Lochs visual identity is
present immediately and unmistakably. Loch-blue, slate tones, and landscape imagery drawn from
the actual estate. If the first screen could belong to any property management product, it already
belongs to none of them., Dues status is surfaced on the home screen without any navigation
required. Residents who always pay on time still carry a low-level background anxiety about whether
everything is in order. Answering that question before it is asked removes it completely., Today's
amenity availability is shown upfront on the home screen. The most common daily question from
residents is whether the pool is open right now. Answering it without requiring a search earns trust in
the first thirty seconds., The next upcoming community event is visible on the home screen with a
single-tap RSVP option. Community connection is part of the reason people buy here. Making it
ambient and frictionless, rather than something to navigate to, signals from the first session what
kind of product this is., The path from the home screen to any common task is no more than three
taps. Every additional tap at this stage is a small piece of evidence that the app was designed for the
HOA's information architecture rather than the resident's daily life. That evidence accumulates fast in
the first sixty seconds and it shapes everything that follows.

Layer 2: The Journey
The home screen, when it exists, will do its job. The personalisation, the dues status, the ambient
community feed, all of it creates a genuine opening moment. The problem is what happens next. The
moment a resident moves past that screen to actually do something, the warmth does not travel with
them. They hit a form. Generic fields, no continuity of tone, no sense that the product remembers
who they are or why they came. The First 60 Seconds exercise described this break precisely: "the
dashboard feels warm and personal, but the second a resident needs to actually do something, pay
dues, book the clubhouse, submit a maintenance request, they hit a form that feels like it belongs to
a different product entirely."

That transition is where the current experience loses people, and it loses them quietly. There is no
single moment of obvious failure. Just a gradual draining of the feeling they arrived with. Visual
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consistency dissolves. Language turns administrative. And then comes the silence.

A resident submits a maintenance request and receives a ticket number. Not a name. Not a timeline.
A number. The Heartbreak Scale exercise named this as the trust-specific breakdown point: "when a
resident raises an issue and hears nothing, they assume the worst. Not that the team is busy. That
they are being ignored." That distinction matters. Residents are not asking for instant resolution.
They are asking for acknowledgement that sounds human and a timeline they can hold onto. Without
either, silence becomes the loudest thing the product says.

The Aspiration Gap exercise described the emotional consequence of that silence with
uncomfortable clarity. Residents have stopped expecting the administrative experience to match the
quality of the place they live. They have adjusted downward. That adjustment, quiet resignation
masquerading as patience, is the emotional state the journey layer is currently producing across
weeks and months of use.

Desired feeling

The emotional arc across extended use should run from surprise to relief to trust. Each stage has its
own trigger.

Surprise belongs to the first week. A resident who completes a task in two minutes and receives a
warm, human confirmation was not expecting that. The bar is low enough that simply being easy
earns a reaction.

Relief belongs to the first month. By this point, dues are set up, an amenity has been booked, and,
crucially, something submitted has come back resolved. The resident who receives a proactive
notification telling them the issue they reported on Pinehurst Lane has been fixed, before they had to
follow up, before they had to wonder, is experiencing something categorically different from what the
current experience produces. That notification closes a loop that the existing process always leaves
open.

Trust builds across months, not weeks, and it builds through consistency. A resident who has
submitted three things and seen all three resolved, who has received monthly summaries that reflect
things they noticed or reported, who has never been surprised by a dues increase without
explanation, is not just satisfied. They have quietly updated their belief about how this community
works. The Aspiration Gap exercise described the evidence that makes that belief durable. Speed of
acknowledgement. A visible track record of open and resolved issues across the estate. A monthly
summary that makes individual transactions into a coherent story of a well-managed place.

The desired feeling, sustained across weeks and months of use, is the quiet confidence described in
the Identity Shift exercise. "The app removes the administrative friction so completely that residents
stop thinking about the HOA as an entity they have to deal with and start experiencing Three Lochs
as a place that quietly takes care of itself around them."

What the workshops told us
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The Heartbreak Scale exercise was unambiguous about where the journey breaks down. Trust rated
one out of five, anxiety rated five. The specific mechanism named for each: trust collapses around
responsiveness and consistency, anxiety is triggered by silence after submitting anything. The
exercise drew a direct connection between the app's communication design and the physical
estate's perception. "The app cannot fix a broken gate but it can tell residents it has been reported,
who is fixing it, and when it will be done. That communication converts a physical failure into a
demonstration of competence rather than a sign of neglect." That framing, the same physical fact
producing two completely different emotional outcomes depending on whether the app
communicates well, is one of the most practically useful observations to come out of the entire
engagement.

The Heartbreak Scale also identified the single biggest missed opportunity across the journey: the
resolved maintenance issue. "Right now it just closes silently. Nobody tells the resident it is done,
nobody thanks them for reporting it. That is a moment that could feel like genuine care, and instead it
disappears without trace. Every resolved issue is a missed handshake." The metaphor is exact. A
handshake is not a transaction. It is a signal that someone on the other side is present and paying
attention. The closing of a request, done well, does not just end a task. It confirms the relationship.

The First 60 Seconds exercise described the ideal journey progression across time with a clarity that
is worth taking seriously as a design brief. Day one: recognised. Week one: informed. Month one:
connected. Month three: the app is one they actually open, not because they have to, but because it
reliably tells them something useful or saves them a call. That progression implies different design
priorities at each stage. In the first week, the product needs to prove it works. In the first month, it
needs to prove it listens. By month three, it should have become a habit formed from a series of
small moments of earned trust, not from onboarding flows or push notification campaigns.

The Aspiration Gap exercise identified two things that can derail the journey entirely, both worth
naming here because they are not design problems but operational ones. The first: "the app
promises a response and nothing comes." The second: "a notification arrives with corporate
language that sounds nothing like the warm app they just opened." Both describe the same
underlying risk. Visual and tonal consistency across the journey is not a design preference. It is the
mechanism by which trust either compounds or collapses. A product that sounds like two different
organisations depending on which screen you are looking at tells residents something they were
already half-expecting to believe.

Design decisions required, Every action screen and form inherits the same visual language as the
home screen. No transition into a different aesthetic once a task begins. Visual consistency is not
cosmetic; it is the signal that the same care extends to the functional parts of the experience, not just
the welcome mat., Maintenance requests return a human estimated response time and a named
owner, not a ticket number. The Heartbreak Scale exercise drew this distinction precisely: "a ticket
number tells a resident their problem has been logged. An estimated time tells them it will be fixed.
Those are completely different feelings." The named owner adds accountability that a number
cannot carry., Push notifications are sent at each stage of a maintenance request: received,
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assigned, scheduled, resolved. The final notification thanks the resident for reporting the issue.
Silence after submission is the single most consistent trust-killer identified across the workshops.
Proactive updates at every stage replace the anxiety of not knowing with the confidence of being
kept informed., A visible community issue board shows all open maintenance tickets across the
estate, with current status and expected resolution dates, not just the resident's own submissions.
The Heartbreak Scale exercise identified this as the single intervention most likely to move trust by a
meaningful amount: "when residents can see that issues are known, logged, and being worked on,
the narrative shifts from 'nobody is doing anything' to 'they are on top of it.'", A monthly summary
notification arrives thirty days after a resident's first session, and monthly thereafter. It names what
was fixed, what is coming, and any events or changes relevant to their neighbourhood. The
Aspiration Gap exercise described this as the third piece of evidence that makes resident trust
durable. Individual transactions become a coherent story. The resident who recognises something
they reported in that summary has concrete, personal proof that their engagement contributed to
something real., Dues payment is designed as a guided two-step flow that ends with a warm
confirmation framed around membership rather than billing. "You're all set for June" rather than
"transaction confirmed." The same payment, completely different identity. The Identity Shift exercise
was clear that the moment after completing a task is when the product's personality lands hardest. A
warm close teaches the resident something about what kind of relationship this is. A receipt teaches
them nothing useful.

Layer 3: Identity Transformation
The residents of Three Lochs did not arrive at their situation through any single failure. What
happened is quieter and harder to name. Over time, through repeated experiences of submission
without acknowledgement, correspondence without context, and administration that consistently
treated them as accounts rather than people, they revised who they understood themselves to be in
relation to this community. Not members. Payers. The Identity Shift exercise captured this with
uncomfortable precision: "they handle HOA administration the way they handle a dentist
appointment, necessary, vaguely unpleasant, dealt with and forgotten."

That self-description is worth pausing on. It is not anger. It is not even resentment. It is something
closer to resigned acceptance, a belief that the gap between the community's physical quality and
the quality of its administration is simply the deal. You get the lochs and the trails and the well-kept
streets, and in exchange you tolerate an HOA that processes you. The Identity Shift exercise put the
before-state plainly: someone who made a significant investment in their home and quietly wonders
whether the community behind it is being run well enough to protect that investment. Proud of the
property. Slightly embarrassed by the management. Would not describe themselves as part of a
community. Would describe themselves as a homeowner who happens to share a postcode with 846
other people.

That last sentence is the one that matters. 847 households sharing a beautiful estate, and the current
experience has consistently failed to give any of them a reason to say "we."
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Desired feeling

The Identity Shift exercise articulated the after-state in a sentence worth keeping close throughout
every design decision that follows. "This product turns someone who feels like a payer into someone
who feels like a member."

The distinction between those two things is not semantic. A payer has an obligation. A member has
a belonging. A payer engages when required. A member engages because it is theirs. The Identity
Shift exercise described the after-state with a specificity that makes the goal feel concrete rather
than aspirational: someone who says "we" when they talk about Three Lochs, who knows their
neighbours by name because the app made that introduction feel natural, who does not think about
HOA administration at all because it happens around them quietly and competently. They still own
the same house. But now they live in a community.

The emotional arc that produces this shift was mapped clearly in the workshop. It runs through six
stages: resignation, surprise, relief, trust, pride, and finally belonging. Each stage is triggered by
something specific. Surprise comes from the home screen knowing who they are before they do
anything. Relief comes from a task completing in two minutes with a warm confirmation. Trust comes
from the first time something they submitted gets resolved and they find out through the app before
they had to ask. Pride comes from mentioning the app to a neighbour. Belonging comes when they
stop thinking about the HOA as a separate entity altogether.

The identity the product is trying to create is not "someone who uses a good app." It is someone
who believes, durably and from evidence, that they belong to a well-run place and that their
presence in it matters.

What the workshops told us

The Identity Shift exercise was direct about what the product needs to do to create this shift. Know
their name before they speak. Anticipate the question before it is asked. Remember what matters to
them. The resident who always books the tennis court on Saturday morning gets a quiet heads-up
when it is available. Notice things on their behalf, the gate code is changing next week, here is what
they need to know before it affects them. Close every interaction with a sense that something was
handled, not logged, not submitted, not received. Handled. That last word carried real weight in the
session. The difference between a product that handles things and one that receives them is the
difference between a concierge and a postbox.

The Heartbreak Scale identified three specific mechanisms through which the current experience
actively prevents identity transformation. The first is the absence of any feedback loop, residents
report things that disappear into silence, which teaches them that engagement has no consequence.
The second is the uneven application of community rules, which, whether accurate or not in every
case, produces a perception that the HOA's relationship with residents is neither consistent nor fair.
Fairness is a prerequisite for belonging; you cannot feel part of something that does not treat you
consistently. The third is the financial communication problem. Dues increases arriving with no
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explanation make residents feel like debtors rather than co-investors in a shared place. The
Heartbreak Scale exercise named this clearly: "the number itself is less upsetting than the feeling of
having no say and no information." That feeling is corrosive to identity because it positions the
resident as a passive subject of decisions rather than a participant in them.

The Heartbreak Scale also identified what it would take to increase pride meaningfully. Three things
emerged. Giving residents a voice that visibly matters, a report submitted, a status that moves, a
resolution confirmed. Showing residents what their dues have funded, a quiet quarterly update that
makes them feel like informed co-investors rather than people paying a bill they do not understand.
Making it easy to contribute, a trail cleanup, a welcome for a new neighbour, a place on the social
committee, all of it frictionless enough that passive residents are quietly inspired to move closer to
the community rather than further from it. Each of these is a design decision about what the product
reflects back. Not "you are a user." But "you are someone whose engagement makes this place
better."

The Aspiration Gap exercise identified the new belief the product needs to create. Before: "I own a
beautiful home but the community behind it is a frustration I have learned to tolerate." After: "I am a
member of something well-run, and that reflects well on me." That second sentence is the identity
goal. Not pride in the app. Pride in belonging to something that the app helps them see is
competently run, consistently fair, and genuinely responsive to the people living in it.

Design decisions required, The app addresses residents by first name throughout, not by property
ID, account reference, or generic salutation. The Identity Shift exercise noted this is the smallest
possible signal that you are a person rather than a number. It costs nothing and changes the register
of every interaction it touches., Every task completion screen is written as a close rather than a
receipt. "All sorted for June" instead of "transaction confirmed." "We've picked that up, someone will
be with you by Thursday" instead of "your request has been submitted." The moment after
completing a task is when the product's personality lands most clearly, and the Identity Shift exercise
was explicit that a warm close leaves a resident feeling looked after while a receipt leaves them
feeling processed., Dues and payments are framed throughout as membership confirmation rather
than billing. The language of obligation, amount due, payment received, account updated, reinforces
the payer identity at the exact moment the product should be reinforcing the member identity. The
Aspiration Gap exercise put the emotional stakes plainly: "the emotional difference between paying a
bill and renewing a membership is the difference between obligation and choice.", The resident
directory is designed as a neighbour feature, presented with an opt-in frame that gives residents
ownership over their own profile, not as an HOA record made navigable. Belonging to a community
requires knowing the people in it, and the Identity Shift exercise described the desired after-state as
someone who knows their neighbours by name because the app made that introduction feel natural
rather than awkward. That naturalness is entirely a design decision about framing and control., A
quarterly summary of what dues have funded is surfaced within the app, naming specific completed
works across the estate. The Heartbreak Scale exercise identified this as one of the highest-leverage
moments for shifting the resident's self-perception from debtor to co-investor. A resident who can
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see that the lochside path was resurfaced, that the clubhouse roof was treated, that the gate motor
was replaced, is no longer paying an abstract fee. They are funding a place they care about. That
shift in how they understand their own financial relationship with the community is foundational to
the identity transformation the product is trying to create., The visual language carries the Three
Lochs landscape throughout the product, not only on the home screen. The Identity Shift exercise
was clear that identity transformation only happens when every touchpoint reinforces the same thing.
A product that feels like Three Lochs on the home screen and like generic property management
software the moment a resident navigates deeper does not create belonging. It creates dissonance.
Every screen should feel like an extension of the community, not like the back office of a company
the community happens to contract with.

The Emotional Arc
The arc that runs through every workshop, every exercise, every piece of evidence gathered across
this engagement can be stated plainly. A resident begins by feeling like a payer. Someone who owns
a beautiful home and quietly manages the administration around it, phone calls to the office, emails
chased into silence, a generic portal that could belong to any building on any street in the country.
They move through a set of experiences that, one by one, replace that identity with a different one.
Recognised first, then informed, then connected, then trusted enough to stop bracing. They arrive,
finally, at something the Aspiration Gap exercise named with precision: the belief that they are a
member of something well-run, and that it reflects well on them. That is the arc. From account holder
to member. From managing the relationship with a community to simply living in one.

The workshops surfaced the emotional triggers at each stage with enough specificity that they
function as design instructions rather than aspirations. Surprise comes from the home screen
knowing their name and their neighbourhood before they have done anything. Relief comes from a
task completing in under two minutes and ending with a warm confirmation that sounds like a
person wrote it. Trust comes from the first time something they submitted gets resolved and they
hear about it through the app before they thought to follow up, the loop that every previous
experience left open, finally closed. Pride comes from mentioning the app to a neighbour and
meaning it. Belonging comes when the HOA stops feeling like a separate entity they have to deal
with and Three Lochs simply becomes a place that takes care of itself around them. The Identity
Shift exercise mapped those six stages in sequence. The design work is the work of creating
conditions for each one to arrive in the right order, without any single layer breaking the chain.

That sequence is the right lens for every design decision made on this product. Not "does this
feature work?" but "does this choice move a resident further along that arc, or does it stall them?" A
ticket number stalls. A human timeline advances. A generic confirmation screen stalls. "All sorted for
June" advances. A home screen built around the HOA's information architecture stalls. A home
screen that opens to a resident's name and shows them something relevant to their day before they
ask advances. The arc is not a marketing narrative. It is a decision-making tool. Any choice that does
not contribute to moving a resident from resignation toward belonging should be questioned, and
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any choice that risks returning them to a stage they have already passed through should be
reconsidered. The Aspiration Gap exercise identified the biggest single risk for this product clearly:
the operations do not change, but the app pretends they have. That risk, warm design sitting on top
of unchanged behaviour, is the one scenario in which the arc reverses. A resident who was surprised
by a warm first impression and then heard nothing after submitting a maintenance request does not
stay neutral. They become someone who was let down after allowing themselves to hope, and that is
harder to recover than simple indifference ever was.

The Heartbreak Scale exercise rated trust at one and anxiety at five. Those numbers describe an
emotional environment in which the arc this product is trying to create has never previously been
possible. What they also describe, from the other direction, is the scale of the opportunity. A
community where residents are genuinely proud of the place they live, where the physical estate is
already delivering on its promise, where people talk about the summer party for weeks and feel
something real when they walk the lochside path at dawn, is a community with significant emotional
equity sitting dormant. The app is not being asked to manufacture feeling that does not exist. It is
being asked to reflect back to residents what is already true about where they live, and to remove,
layer by layer, the administrative experience that has been quietly draining that feeling for years. That
is the work. And the arc, from payer to member, from managing the community to living in it, is the
single story every decision in this product should be contributing towards.

What This Means In Practice
The three layers and the arc produce a specific, concrete design brief. Every decision made during
design and build should be tested against it. Not once, at the start of the project, but at every fork:
when a form is being written, when a notification is being drafted, when a screen layout is being
debated, when an operational commitment is being agreed. The brief is not abstract. It is a set of
questions with answerable answers.

Layer The Test

First Impression Does this screen tell a resident something true and specific about their life here, before
they have done anything?

The Journey Does this interaction leave the resident more confident than when they began it, and
does it sound like the same community they met on the home screen?

Identity
Transformation

Does this touchpoint treat the resident as a member, or does it remind them they are
an account?

The Arc Does this decision move a resident from resignation toward belonging, or does it risk
returning them to a stage they have already passed through?
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A product that passes all four tests at every moment does something most community management
software never attempts. It makes residents feel that Three Lochs, the community, and Three Lochs,
the digital experience, are the same place. Not similar in tone. Not aligned in branding. The same.
The lochs outside the window and the screen in the pocket both signal the same thing: this is
somewhere well-run, and you belong here. That is the standard. Every decision that falls short of it is
not a minor design choice. It is a small withdrawal from the trust the product is trying to build.


