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1. Executive Summary
This pilot project seeks to create and sustain low auto-use, green communities in about five residential developments. The residents of these pilot communities will pledge to reduce vehicle trips and miles by using alternative modes of transportation, such as carpooling, vanpooling, bicycling, walking, telecommuting, or taking transit.  The residents' efforts will be electronically monitored to measure the impact of behavioral changes related to transportation. Low Miles Communities (LMC) will use online groupware technology, social marketing, and neighborhood gatherings to facilitate the evolution of a dual physical/cyber culture within these communities.  This culture will provide positive social reinforcement and place a high value on a green lifestyle not centered on the private automobile. Each community will develop innovative travel-reducing solutions and will share these solutions with other LMCs.  The LMC concept draws upon theories found in: The Tipping Point, Web 2.0, Community Building on the Web, Textual Poachers, Supporting Communities of Practice: A Survey of Community-Oriented Technologies, The Different Drum, Augmented Social Network, "social entrepreneurship" as defined in How to Change the World, and Tragedy of the Commons.  

The LMC concept has potential to: a) expand to cover more than one million homes over ten years, b) increase real-estate development profits by reducing parking costs, c) generate about $0.10 per auto mile reduced via "pay for performance" transportation infrastructure reduction (a la Houston), and d) generate Cap And Trade carbon reduction revenue.   
LMC will exploit the social networking platform of either Yahoo! or Google.  There is additional potential to partner with the green efforts of these two companies.  Google.org Executive Director Larry Brilliant has expressed an interest in “changing consciousness” about energy and climate change.  Further, there is potential to work with other software platforms and applications within these firms, including mapping, transit assistance, and ride finding.   
2. Problem

The United States is the most automobile-oriented country in the world, with the most annual miles driven per person and with most city design features accommodating autos.  With only 5% of the world’s population, the U.S. consumes 25% of the world’s resources.  Auto-centered suburban sprawl is the leading cause of this “over-consumption,” as shown in the following graph:  
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In Silicon Valley, more than 80 percent of trips are taken via solo driving.  Auto-orientation is culturally ingrained from the first day baby takes a ride in his/her car seat.  Suburbanites are raised expecting to get places by driving, and non-motorized modes are discouraged by a landscape of multi-lane, high speed roads, and single-use real-estate development.  
These barriers prevent citizens from switching to greener non-motorized transportation options such as bicycling or walking.   Furthermore, cultural notions of freedom, individualism, and convenience associated with the private automobile often act as obstacles to the use of motorized alternative forms of transportation such as carpooling, vanpooling, or transit.  Thus, a significant cultural change is required to reverse the automobile hegemony, which is maintained through the $5 billion advertising budget of car manufacturers.
Individuals acting alone cannot have a significant impact on cultural change and traffic reduction; the cultural bias against a greener transportation is too great.  But a community of people can together engender meaningful cultural and behavioral change.  A Low Miles Community (LMC) can provide the social support and reinforcement needed to travel via greener means.  Carsharing researcher Susan Shaheen argues that a “supportive culture” is a prerequisite to bring about significant change in travel behavior.  
This proposal uses community theory as the foundation for a concept to create an online Low Miles Community combined with physical residential communities.   By creating a self-contained suburban community with a localized low-miles culture, the community members will receive the positive social feedback and support from neighbors whose opinions matter, and create a sub-world where “traveling green” is valued and solo driving is significantly reduced.  In addition, the green community model is an essential template to bring about large scale behavioral change to accomplish other environmental sustainability objectives and create a more capable electorate:  

A change in our sense of who we are is just as important.  It’s becoming clearer every day that the roots of climate change lie not just in the technological infrastructure we’ve built to exploit fossil fuels, but in the habits of mind and heart created by that infrastructure. Bill McKibben, Author: End of Nature (the first mass-audience global warming book).  

3. Community Theory
There are ten “community theories” that influence the Low Miles Community (LMC) concept.  All ten supporting theories are summarized in Appendix B, entitled “Community Theory Details.”  Compared to past efforts to apply community theory in an attempt to have a large, practical impact on human behavior to address major world problems, LMCs have important advantages.  LMCs represent a unique combination of Dual Community, Community of Practice, Tipping Point, and Social Marketing Persuasion theories:  

· Dual Community: “Dual communities” (combined online and offline communities) are uniquely powerful.  As national online groups grow, many spawn local chapters and allow human contact. LMC takes this concept one step further, by ensuring that all community members are neighbors, exerting neighborly behavioral pressure on each other. 
· Community of Practice (COP): “Unlike other forms of group engagement, COPs are organized around the achievement of specific objectives.  COPs are focused on a domain of knowledge” (such as driving reduction) “and over time accumulate expertise in this domain.  They develop their shared practice by interacting around problems, solutions, and insights, and building a common store of knowledge.”
· Tipping Point:  When a Tipping Point arises, sufficient momentum builds to popularize an idea.   LMC “forces” a tipping point to occur, by having all incoming residents in new housing development embrace green principles.  
· Social Marketing Persuasion: LMC uses psychological persuasion principles to bind community behavior.  These principles include: reciprocation, commitment and consistency, social proof, liking, authority, and scarcity.   
4. Target Market

We have two target markets for our five pilot Low Miles Communities (LMCs).  First, we need leading-edge residential real-estate developers to agree to “host” LMCs.  Second, once those residential LMC developments have been built, they must be populated by moderately green-spirited residents.
4A) Leading-Edge Real-Estate Developers

The profile of our target real estate developer is one who:

· has demonstrated interest in experimentation such as carsharing or cohousing condos.  
· is a new urbanist or smart growth enthusiast.
· has new residential developments of 100 or more housing units (to provide sufficient scale).
Sobrato, Eden, Bridge, Glenborough-Pauls, Panoramic Interests, Holliday Development, Mozart Development, Premier Garden Communities, and Mogavero-Notestine fit these characteristics.  Cities21 and Glenborough-Pauls have already jointly pioneered a complimentary carbon reduction policy entitled “Traffic Reducing Housing” for 800 condominiums in Redwood City.  Even within the largest U.S. for-profit developers, it is possible to find progressive individuals who may champion LMC internally.  Within {Pulte, DR Horton, Lennar, Centex, KB Home, Toll Brothers, Standard Pacific, Shea Homes, John Laing, Avalon Bay, and Irvine} there is a mix of innovators and more cautious personnel.  
Over time, as LMCs prove their profit value, the target real estate developer will expand beyond the progressives.   
4B) Moderately Green-Spirited Residents

The target pilot resident is a knowledge worker with a college degree or higher, who has an interest in the environment but who needs positive social reinforcement to support their “green spirit” in the face of inconvenience and barriers created by an auto-centric culture.  These are environmental “fence-sitters,” who would like to live an environmentally sustainable lifestyle if it is fun and easy to do.  All households must have broadband connections.  
When our target residents go looking for housing, we expect that they will be enthusiastic about signing a low miles pledge and joining a green-spirited community, but we believe other considerations (school quality, access to work/recreation, interior design, budget constraints, etc.) will carry more weight in their housing selection process.  

5. Pilot Implementation Summary
Selling the LMC Concept / Evangelism

Armed with a short PowerPoint and this project proposal, we will present this concept to real-estate developers, asking them to adopt the LMC scheme for new housing projects.  Once a developer shows interest, we will help them present the concept to city staff, the public, and the media.  Our presentations will position the housing project as unusually green and innovative, accelerating project approval and generating favorable publicity. 
Core on-site team

Each LMC will require two or three on-site people to push the community forward:

· Resident Google or Yahoo! employees

· Resident academic researchers from RESOLVE or CUTR 

· Property management personnel
This core team will be responsible for the LMC.  They will expand the LMC’s network, bringing in volunteer talent as needed from city staff, traffic reduction professionals, county transit organizations, carpooling organizations, bicycle advocacy groups, and environmental groups.  
Once the housing project is built and residents begin to take occupancy, the core team will be responsible for:

· promoting social events such as barbeques

· promoting green educational events

· leading planning efforts to increase LMC green practices over time

· harnessing the talents of the residents
LMC Resident Move-In

All incoming residents will be required to sign a “Low Miles Pledge,” to commit to living a low-miles lifestyle, as a pre-condition for occupying desirable housing. 
LMC Daily Life 

While a pledge serves as an “entry point” into a LMC, the larger goal is to create a thriving, ongoing community. The community is built around the low-miles philosophy. “Thriving” means there is: self-motivated community contribution; frequent electronic communication related to trip reduction; growth of innovative, home-grown solutions; voluntary participation in social events such as pot lucks; and deep-felt personal identification with the community and its shared vision.  

Details on LMC on-line chat can be found in Appendix G, entitled “LMC Chat Detail.”   

Implementation Philosophy

Our philosophy is to allow communities to evolve in their own way.  We won’t be too prescriptive, as self-sufficient communities will have to develop their own leadership.  Rather, we’ll tend to throw out ideas for the communities to consider, facilitate the sharing of ideas between LMCs, and scour the world for expertise when necessary.  We will nurture communities, helping them to grow wings to take off on their own.  
6. Rapid Spread Beyond Five Pilots

After a successful five-city pilot, there are five reasons to expect rapid Low Miles Community (LMC) diffusion:
Conservative Real-Estate Developers

Once quantified LMC traffic reductions are proven, the majority of real-estate developers can then be recruited to apply LMC to their projects.  Thus, our pilot program emphasizes quantified travel reduction measurement (via CUTR’s TRAC-IT).  Proven, “off-the-shelf” programs are relatively easy to spread within the conservative real-estate field.  

High Pressure Real-Estate Development Approval Process

Most large proposed residential real-estate projects meet some resistance as they move from early conceptualization to city approval.  Local politics are dominated by real-estate development.  Newspaper “local news” sections feature articles with strident quotes from opposing sides.  Added traffic is the looming emotional issue that delays or even torpedoes development approval.  

The time-consuming approval process is a high-pressure, high-risk time for developers who have invested millions in acquiring land, with no guarantee that they will transform it into profitable use.  This pressure creates leverage that constituents use to extract significant concessions from developers in exchange for acquiescence.  “Traffic mitigation,” where new development-induced traffic is remedied in some manner, is always a critical part of such concessions.  High-impact, low-cost mitigation such as LMC is very desirable.  

LMCs will be a “win/win/win/win/win” for residents, real-estate developers, cities, environmental groups, and adjacent neighbors.  When everyone wins, such commonsense programs spread rapidly.  Political resistance forms only when one or more constituent groups are made worse off.    These constituents “win” as follows:   

· All five constituent groups desire decreases in: traffic congestion, commute times, particulate/greenhouse emissions, vehicle miles traveled, and gasoline consumption.  
· Incoming residents desire improved quality of life from a) more meaningful interactions with neighbors and b) more free time created by reduced commuting.  

· Incoming residents want reduced cost-of-living from reduced auto ownership costs. 

· Real-estate developers desire: increased profitability from reduced mitigation fees, faster project approval, lower parking space requirements, reduced apartment turnover (happier residents stay longer) , and differentiation-producing social cohesion within their developments.   
Existing national network of LMC champions

CUTR has developed an exemplary national on-line “community of practice” call “transp-tdm,” consisting of more than 800 traffic reduction professionals.  These professionals want to make a difference, wish to see the development of more effective traffic reduction tools, and have freely contributed ideas to the LMC concept.  Thus, the concept already has professionals in the major U.S. metropolitan areas willing to champion the concept.  These people are hungry for new tools and are passionate about their vocation:

“I would like to see (and help) the industry follow a path that leads to a lasting change in how people think about transportation. I am pleased to see the idea of seizing the tipping point that exists now in our society (longer commutes, greater commuter frustration, high gasoline and housing prices, a societal interest in being part of a community) being raised by Cities21.”  Peggy Hetherington, Parsons Brinckerhoff (large transportation consultancy).

Transp-tdm members will serve as local expert LMC team members and will participate in national LMC chat.  

Google / Yahoo! Social Networking Groupware Platform

Both Google and Yahoo! provide international groupware platforms that can easily support millions of LMC members.  There are no scaling problems with Google or Yahoo!.

Viral Spread

The LMC pilot project uses five cities to prove a small-budget model.  This follows the social entrepreneur philosophy explained in the book How to Change the World (See Appendix B9) where small projects advance locally with an eye towards spreading virally, while mutating to best serve local conditions.  
7. Benefits Summary
Please see Appendix C, Benefit Details, for a more thorough explanation of benefits.  A more concise benefits discussion follows:
7A) Two million new Low Miles Community (LMC) members
Forecasting before piloting is problematic, but is necessary for order-of-magnitude calculations to quantify the potential impact of LMCs.  Assuming a conservative ten-year LMC penetration in the “auto-centric” portions of the world (U.S., Canada, and Europe), then “only” 5,000 LMCs will form.  Assuming an average of 400 drivers per LMC, these 5,000 LMCs will yield two million new on-line social networkers.  Google or Yahoo! will build deep, loyal relationships with LMC members both individually and collectively.  
7B) Significant auto travel reduction

A number of community-based social marketing “trip reduction experiments” have been undertaken.  There are six reasons given (in Appendix C) as to why the LMC concept improves upon previous experiments.  Based on these reasons, much higher solo driving reduction is achievable.  

7C) Significant economic value from auto travel reduction
Starting from an assumption of two million LMC members, the following four economic benefits arise:  
	 
	Annual value, $ MM

	Reduced mitigation fees
	500

	Reduced CO2 - trading value
	120

	Cost of living decrease
	3,560

	"Pay for performance"
	400


7D) Inspires more creative solutions

An anthill community pools the problem solving talents of many individuals, creating a task-oriented virtual think tank capable of delivering original solutions.  LMCs will develop their own “home-grown” traffic reduction expertise. The fact that many trips share the same trip origination creates a distinct advantage for group scheduling of common activities and programs such as pooling to the grocery store and “school pools.”  
7E) Unleashes human goodness

Cities21 interview research with Silicon Valley and Seattle tech workers revealed untapped human goodness.  Very consistently, tech workers are willing to spend a few minutes a day to help other commuters (or even to spend hours voluntarily writing interesting software that does good).  The venerable eBay community model serves as another great example where people voluntarily help others.  A key part of unleashing human goodness is to make it easy.  LMC groupware and physical proximity will make it easy for the entire residential community to spend just a few minutes per day to make a difference.  
7F) Creates a unique new housing choice
A Low Miles Community provides a new housing/lifestyle option, a new type of residential community where all have a shared, “green” vision. This housing choice allows residents to choose to join a new type of local culture - thus it's a housing choice combined with a cultural choice. 
8. Pilot Project Funding

The LMC project may proceed with a minimal budget.  More important than budget are partners willing to invest staff time at the pilots sites.  We believe RESOLVE can provide PhD students with internal funding.  The UK government is very supportive of green behavior change research.  CUTR personnel do require funding.  Such expense could be avoided by using “quick and dirty” survey methods to measure travel behavior change.   

9. Desired Google or Yahoo! Participation
· Have at least one employee live in an LMC and help lead that community.  We expect measurable results within 9 months to justify LMC expansion or abandonment.  
· Assist with publicity.  Use Google/Yahoo! PR clout to bring this idea to the forefront.  Such publicity will spur other human empowerment concepts.   
· Consider assigning a portion of a Product Manager’s time to the project, in order to understand best how to scale up LMCs rapidly, and in order to maximize the benefits received.  

· Consider involving social networking research staff.  Yahoo! supports prominent social networking research by Danah Boyd – this type of person could become involved.  
10. Desired Housing Developer Participation

· Have one property management employee help lead the LMC.  We expect measurable results within 9 months to justify LMC expansion or abandonment.  
· Assist with publicity.  

· Consider assigning a portion of a Product Manager’s time to the project, in order to understand best how to scale up LMCs rapidly, and in order to maximize the benefits received.   
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“On their own, each ant's behavior is relatively useless, but when swarms of ants come together, the patterns optimize naturally and allow them to accomplish tasks that should be far beyond their reach.  The networks we have built allow us to profitably take a page from the playbook of the ants, with each taking a small chunk of the responsibility. These anthill communities are springing up all over the place, and they are creating a whole new concept of what people are capable of.” - Lessons from the Anthill Blog. 





























