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Prof. Peter Katz - "Mobility and the Modern Metropo lis: Making
TOD A Reality"

Peter Katz is Professor in Practice at Virginia lfedJrban Affairs and Planning
program in Alexandria, and director of urban plagnin Sarasota County, Florida.
Katz is an urban theorist, marketing consultant e@mtimunity design advocate. He
is title author of The New Urbanism; Toward an Architecture of Communty
(McGraw-Hill, 1994). The book documents an urbl@sign movement which seeks
to reintegrate the components of modern urban ardmirban life into compact
pedestrian-friendly communities efficiently linkedvith the larger regional

infrastructure.

As the founding principal of San Francisco-lbSé&ratagem Consultants, Katz has
directed numerous real estate marketing projedts.fifrm seeks innovative solutions
that clearly express the most positive aspects pfogect's physical design social
mission and architectural character. Clients hawduded the Prudential Realty
Group, Port of Oakland, Weyerhaeuser Real Estatep@oy, Embarcadero Center
Limited and the Joseph Alfindre Company.

Introduction

Here in Israel you have limited land, and Iikest other nations, you have limited
funds. You have a growing population and you hthes ambitions of a Western
society to enjoy the benefits of a modern life estylThe only approach that will
provide for all of these conflicting parametergelieve, is to develop around public

transit.



So let me begin with this thesis:

Public transit is an expensive good to provide tocgiety -- butnot having itis

even more expensive, when all of the externalitiese factored in.

The primary externality in automobile-dominatamlintries is the costs that derive
from that pattern. In North America regional gtbvas hit a wall, because many of
our metropolitan regions have just one primary gpamtation mode — private cars.
We've all seen the pictures of traffic jams, yowénéhem here, they have them in
third world countries, it is a global problem. idtnot just a problem of automobiles
on the roads, itis a problem of the automobilevery aspect of our lives. When
you shape the physical form of our communities adowhe automobile, every
member of the household functioning in society seedar. You end up devoting an
incredible amount of resources to that car. Ang'teaunsightly, they get in the way,
they're large, they cause accidents, they consugie they generate waste. There's a

whole set of issues that relate to the automobdé domplicate our lives.

Sarasota:

In Sarasota county, we have a rather amisitagenda of road building and road
widening. It is the prevailing suburban patterme Ibeen there only a year, they're
very interested in Smart Growth but they're heainlyested in that earlier model
called Suburban Growth. That model requires thestzom building of infrastructure,

a demand that is never really satisfied.

There are lessons derived from looking bacledrlier times — for instance, the
Los Angeles region. Few people are aware LA wally built around transit. There
were about 5,000 miles of street car lines in tAerégion. So, the place we think of

as “auto-oriented” in fact was originally built amed public transit. However,
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someone had the bright idea, early on, of "wartiaute, if we build these lanes for
cars, we give that individual in the car the fremdo travel at their own pace on their
own schedule, to places where public transit doggn" And of course it was an

idea whose time had come. The Los Angeles regitira&ced that idea.

Exhibit One :

Los Angeles: 18-lane freeway, 4 local lanes

And today ? [See Exhibit One]. | counted tanes here, there are 18 lanes in
the main freeway, and an additional four laneshenside road. The LA region has
now understood the consequences of developing driienautomobile. It is situated
in a geography that traps the air and the smoteseatt In the United States we have
what are called attainment and non-attainment scevbere if you are sitting in your

pollution, you lose your highway funding.
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How did this situation happen in Los Ang@lesVe ripped up the street cars, and
completely devoted the region to the automobild.th@ folks selling real estate on
the periphery, many of them had extensive downtown ingkl and were ready to

walk away from the downtown in the interest of isgjlproperty at the suburban edge.

| think it was a businessman from the new Agaeri Motors company based in
Traverse City, Michigan, with the backing of Gendéfators, who went from town to
town buying up the street car lines and runningntto ruin. Apparently they went
all over the world doing this. | think it wasrestent with prevailing trends. There

was the rise of the automobile, it was meetingt @1 needs.
Mass Production:

| don't think it was a revolutionary notitmintroduce freeways. It was really part
of a larger mindset of how we were transforming lredscape of our metropolitan
regions. It was as if we embracediadustrial notion of mass production. We were
mass producing our cars, as assembly lines for yH&ord showed. We mass
produced Liberty ships and Bombers, which helpediaswWorld War Two on behalf
of the allies. And it stood to reason when the issddcame back from the war that
they would live in mass produced housing tractsd Ardeed, mass production put a
nation into homes. It was an amazing innovatioth ereated incredible affordability.
| think in our in our rush to embrace new modeds uls not forget the reasons why the
suburban form took hold. It didn't happen becausas a bad idea, it actually was a
very good idea, in terms of the way it workeds &thly now, 56 years later, that we're
coming to realize thehain of unanticipated consequences. So indeed we have the
situation of a mass production society, living amge subdivisions at the suburban

edge, traveling on large roads. We're using tedgyoés best we can to cope with the
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problems of crowded highways, but it is not workinet the planning profession
isn't quite ready to acknowledge that yet. | cdimelittle variation on "business as

usual” that | call "planning as usual".

| can be as excited as | want about TOD awl rbanism and smart growth, but
at the end of the day, the laws we have to enfareethe laws that our elected
officials passed last year, 20 years ago, 50 yagss And most of them don't
generate smart growth. What you find in the warldplanning as usual” is a great
deal of analysis, models, forecasting. Any applicdnat submits a proposal for
development has to back it up with all kinds obmfiation. The emphasis is always
on continuity. The notion we would actually shutf @dhe pipe line and stop
development, that's not allowed, that can't hapB&tause our economy relies on
constant permit fees flowing into county governmigmat's how my department funds
itself), we need the fees from developers filing lbailding permits. The idea of

changing all at once and shutting off developmemtat acceptable.

Road-building: Passing the Problem Forward:

As we think about the dollars going into raagbrovements and road widening,
it's really important to understand the dynamicswbiat is really going on. [See

Exhibit Two].
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Exhibit Two :

The vertical axis shows the widening of the road dme creation capacity; the
horizontal axis is time. What happens typicadiyhis: Your road reaches a limit and
goes beyond its capacity. You widen the road amlback in the comfort zone. The
widening has certain inconveniences -- it causegplpeto be frustrated, sometimes
for six months or a year, but the frustration gaesy. You expand the roads -- but
what we've discovered, as we gone through thie¢yglthat the traffic doesn't follow
the forecast,t tends to increase as the capacity increases. The transportation
engineers call this “induced traffic”. It's traffireated simply because the capacity
exists. We don't really know where it comes frdont it fills up the road and
invariably it goes beyond the new capacity lev&hd we once agaiwiden the road

even further and the cycle just continues. Despite all thedgscience that goes into
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transportation forecasting, this is a phenomehan traffic engineers have observed
for years and nodded their heads at, not somethatghey really want to disclose to
the general public, because road funding would gtapis process became widely
understood. When you see a road being widened um geighborhood that is a

constant bottle neck, you are usually happy totlsaetake place. Five years later it

is a bottleneck again.

So these expenditures to create additional oiigpathat usually are the
responsibility of the developer, in fact aren't ingkour world betterThey are just

simply extending a problem forward.

Threading Transit into the Fabric of Communities:

In the larger pantheon of ideas, TOD is oftensudered a subset of new urbanism
that deals heavily with the techniques of tran$ithat we're really talking about is
nothing more tharthreading transportation, public transit, very carefully into the
fabric of great communities. Many communities are understanding the oppdres
to create value, by bringing in transit. Now, théep model was a little more extreme.
When you're dealing with a city that has a prisglarbanism, like New York City
Or Jerusalem, introducing this new infrastructeen be hard on the existing
urbanism. And those are the places where comresnitiake the decision to put
transit in a tunnel underground. In a lot of walys makes it easier from an urban
standpoint, you just have people popping up heckthare and you don't have to

worry about the track of the train. But there lamge costs involved in tunneling.

There are several reasons why we support puttmgit up on the street as opposed

to underground. One is that it's a whole lot legseasive, but the other is that when it
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comes to creating economic value, that only happdren the train stops; the ability

to have frequent stops is easier with trams aneratiodes that run on city streets.

In San Francisco, when they were diggimg BART line (Bay Area Rapid
Transit), they had street cars on Market stredd, thpy said "well, we're digging a
hole, let's just dig a bigger hole and let's p@ $itreet cars down there". People
stopped riding them, because they weren't quiterevipeople needed them. So,
eventually, they added another layer of street vatls vintage trolleys, and once

again the ridership took off.
The Issue of Money (Tax Base):

Let us now discuss how municipalities genenad@ey. The county that | represent
gets a huge amount of money from property taxehesé@ taxes go mostly to our
general fund and they come from all kinds of prapsr From self storage
warehouses, tall buildings by the water, undevelola@d, mobile homes, they all
contribute in different ways, and they all cost tloeinty different amounts. Some add
more than others. It is obvious that single dwegki generate far less revenue per acre
than multiple-dwelling buildings. The issue of negn(tax base) is an important
element in urban planning, and an advantage of ©bat it can greatly strengthen a

town or county’s tax basé.

! Prof. Daniel Gat comments: “There is a strorgecagainst covering our land with single family $es1 For
example, Binyamina, a town that is now a very ‘hietil estate property area, is experiencing stitong
migration of well-to-do households. As a resuét thayor of Binyamina is experiencing a financiaist The
town’s finances are in dire straits. Classic TOBhvei commercial avenue starting at the train statmuld
produce a tax-base miracle. Huge bureaucratitaygel mountains block this opportunity, at present.”
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Urbanism On the Street:

A key gquestion is, are we talking about tall bulgs or is it really about what is
going on, on the street? | would say, probabljyhbothose of you who have been to
Florida know they build a single row of tall toweasd slabs, all on the water -- those
are the high value units. The problem is once ywused up that row, it's done. You
can't do any more. Nobody wants to be one row lokiBut what's cool about the

places I'm talking about is the value come fromutEnism on the street

So, it isn't just the towers we're talking abbere. The eight story version brings
$550,000 an acre in revenue; even the 2 or (¥ s&rsions are bringing in four
times the property tax generated by our best male don't have to have a Macy's,
we don't have to chase down merchants and bring tbeur town, we can just build
these buildings and people will pay to live in thlace. The general affluence of the
people that choose to live here will probably brihg merchants through the normal
course of events. So the question is, for the wguwhere should we put these high
value places, that will pay our bills, balance @mmoks -- where do they belong?
Typically they go in to our cities; the country get big piece of the property taxes --
out of eachll cents of taxes collected, the cogetg 8 cents. The problem is, the
county is not involved very heavily in the regulgtprocess. We rely on the city to
approve the projects. And the fact is, they're feeting the same pain we are. We
have one side of the equation, which is the costeofices, we receive the revenues
but we're not in a position to nurture the creabbgreat places, we rely on the city to
do that and they're typically focused on only thepacts. They're hearing the
neighborhoods saying "no, no, no, no more heigbt, nmore density, no more

congestion." And that's what they respond to.
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“Charette” and Its Contribution to TOD

I will end by describing a project, elarrette” that took place over 20 years ago,

that | think has a lot of relevance to Israel. [B@@endix]. 2

Try to imagine a place like the Garden of Ederthwiie mountains in the distance.
Not high density, one and two story houses, a towethe distance. This is the
neighborhood fabric. You walk a few blocks to yameighborhood's center, where
there might be a few telecommute work stationsylour job at Intel or Hewlett
Packard. There's a day care center, there's aeceffop. There's a van that comes
every 20 minutes or a small bus to take you tadka center, where there's a bigger
mix of retail -- perhaps a hardware store, statipiséore, the town's square, maybe a

soccer game going in the green. [See Exhibitd]hre

2 One element of The New Urbanism is a processhiciwresidents actively participate, contributidgas
based on visual portrayals of proposed urban plaigs is known as a “charrette” and is describeBxhibit

Three.
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Exhibit Three :

Result of a New Urbanism “Charrette” Process

People live above the main square. Roads dffai other centers and there is a
rail line that takes you to the sub-regional cenfdrere is a place where city and
county may have their offices, where the large $tay night concerts would happen
in the summer time, and where the train moves tilroon its way into downtown

Sacramento.

Now, this whole piece of land is a huge empagtt where cows are grazing right
across the river from the state's capital. You knGalifornia had a powerful state
economy and yet, this land was undeveloped forsye@ne of the reasons was, the
state just didn't want to build bridges over the&o one of the thoughts was to use

technology to make the connection. Well, helteesplan. There is a regional center.
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There is the town center, further down the railinThere are two stops between the
town center and theeighborhood center. And then finally, the nemtood where
you live, just a short couple blocks away from tieghborhood center. | hope you
can see how all these pieces fit together. Ther@laces that have transit and places

that don't have transit, and they all blend togetbenake the region.

This is one of the very earliest charrettegeht to and it impressed me that these

New Urbanists really had a seamless picture of Wieategion would look like.

The Future of TOD in Israel

My parting comment to you is this: In 20-25 sgeagerhaps, when we meet again,
and look back on this conference, and talk abbigt great TOD movement that
happened in Israel, will we look back and say ‘d&lbuild a great TOD?" My hope
would be that we will say, we built a great regioDdr. Yodan Rofe tells me that in
Israel the region is also the country. So the qoeswill become: Did we build a

great nation?

| learned, thousands of miles away from IsraelSeattle, Washington, that the
State of Israel was setting out to build a gredionaand | can tell you, as you've
learned yourself, it will not happen if you contento rely on the automobile. You

will need to find a different way - TOD.

Thank you!
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Appendix
Vive La Charrette!

Innovators can profit much from a clever gsx finding wide use in the United
States and abroad in urban planning and developmé&he process is known as

"charrette".
Here is how it works.

Charrettes often take place in multiple sessim which the group divides into
sub-groups. Each sub-group then presents its wothke full group as material for
future dialogue. Such charrettes serve as a wgyiokly generating a design solution
while integrating the aptitudes and interests divarse group of people.

In urban planning, the charrette process is lfigisual, with groups posting on
walls drawings and pictures that reflect their kimig. The results are then integrated

and combined. The process is not unlike that &0 "Deep Dive".
For example:

..... the University of Virginia's School of Architiere unofficially calls the last week

before the end of classes Charrette. At the fireddline time (assigned by the
school), all students must put their "pencils dowand stop working. Students then
present their work to fellow-students and facuttyicritiqued presentation.

The charrette is employed by municipalitiesuabthe world to develop long-term
city plans, drawing on a communal process in whidinary citizens express their
views, often by bringing pictures or drawings ofgidorhoods they regard as ideal.
The charrette process is time-limited -- the gsaloi achieve consensus on a master
plan within a very short period of time, and itc@llaborative, avoiding the adversial
legalistic approach that can take years.

The term" charrette" comes from the Frenchdoariot. It is said that French
architecture students studying at the famous Rariscole des Beaux Artes scribbled
desperately to finish their final designs whileimgl to school "en charrette” (in a
cart). An alternate explanation is this: At #rel of a class in the studio, a charrette
(cart) would be wheeled among the student artestgick up their work for review

while they, each working furiously to apply theiéining touch, were said to be
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working en charrette.  The charrette methogwiw.charretteinstitute.org) stresses
speed and urgency, overcoming often-fatal ineri laureaucracy. It overcomes the
political obstacle of individuals pressing their mwdeas by making the ultimate
solution a collaborative one, to which all have teitated.

- S Maital, blogin: www.timnovate.wordpress.com
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(Takahiko Saito, Japan Rail & Trans Review, Jan 1992n)

Table 2 Operating Profits and Loss of Major Private Railway Companies

Railway Bus Other Operat'lng
Company inybillon (%) ~in¥billion (%) in¥billon (%) ; FOM
Tobu 15.00 (44) 212 (-6) 21.49 (63) 34.37
Seibu 1431 (52) s 13.02 (48) 27.33
Keisei 8.45 (87) -0.35 (-4) 1.62 (17) 9.72
Keio 11.03 (58) 025 (1) 7.58 (40) 18.86
Odakyu 14.02 (51) 0.16(-0.6) 13.44 (49) 27.30
Tokyu 20.39 (49) 0 21.52 (51) 41.91
Keikyu 9.78 (55) -0.66 (-4) 8.56 (48) 17.68
Sotetsu 454 (28) -1.06 (-6) 12,50 (78) 15.98
Kintetsu 16.04 (51) .43 (5) 16.63 (53) 31.24
Nankai 8.08 (44) -1.25 (-7) 11.50 (63) 18.33
Keihan 6.64 (49) S 7.02 (51) 13.66
Hankyu 873 (42) S ) 11.97 (58) 20.70
Hanshin 2.76 (23) 013 (1) 9.38 (76) 12.28
Meitetsu 7.24 (43) 224 (7) 10.98 (65) 16.98
Nishitetsu" 243 (25) 077 (8) 6.36 (67) 9.55

* Figures for Nishitetsu are for fiscal 1995.
Source: Yearbooks of individual private railway companies
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Prof. Daniel Gat "The Negev is Not Advancing - CatWe Do
Something to Help?"

Who Leads and who Follows, People or Jobs?

Although the issue of Negev development (or acyuyadirsistent non-development) is
highly pragmatic, we cannot escape a truly theoneisearch question: "do people
move to jobs or do jobs move to people?” (StorperScott, p 147).

Recently, urban and regional development literatuas been saturated with the
claims that individuals are now free to migratdacations that are valued because of
their intrinsic amenities, e.g. pleasant climateautiful view, world class cultural
opportunities, or highly tolerant social milieu.i¢Rard Florida and others). Storper
and Scott while not contending the importance ofemities in people's decision

considerations, qualify them in the following way:

"However much individuals prioritize say, sunshine, their ordered preference
functions, they cannot make it a permanent partthefir lives if they do not
simultaneously have opportunities for making anlgi' (Storper and Scott, p 154,
center).

Where will the jobs be?

Given this rather well known reminder, we needghk ‘&®o where will the future jobs

be?" Well, they are certainly not headed Negev widerns out that old answers still

hold: producers will locate where they have markietsal markets for their products

and services, job markets (with a skilled workfgraipplier markets, and gateways
accessible to off-shore markets. This can be sunmuped 7 words: Jobs will move

to highly urbanized areas.

When such highly urbanize areas become too corjemted or too expensive,
producers will locate at the edge of these regidhat is what we experience today:
Israel's Central district is absorbing nearly dltlee growth, including the Tel Aviv

district overflow.
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Catch 2020

So with regard to Negev growth opportunities welsek to square zero. It is highly
un-urbanized and therefore producers shun it. Feany serious jobs will emerge
there. Barring a miracle, it will remain un-urbagtizand poor. Things will not look
better in the year 2020. They will probably look chuworse, made so by a fast
expanding cohort of young adults with no jobs aadkills for competing in home as

well as far away job markets.

Creating a Small Miracle

But we do have a magic wand that can generate aclajrin fact two miracles:
Miracle number one can extend the thriving, higinllganized coastal strip and stretch

it to reach Beer Shiva and even beyond. This ig\gteBash growth corridor.

Miracle number two is the virtual concentration aftective crystallization of the

Greater Beer Shiva Circle.

| am referring to major transportation investmesaspled with dove-tailing land use
development. Although we cannot make kilometersnkhme can substitute capital
for travel time and thus creagevirtual urban concentration There are two glaring
Southern opportunities for creating regional urb@mcentrations that will be
attractive to consumers as well as producers: [ Ashdod Beer Shiva strip will
seem more attractive to business if instead of g kilometers) they will see
shrunken map B (in minutes of travel time); it ¢han become a natural extension of
the successful coastal plain. (2) Beer Shiva €ivalll mimic a small metropolis if
instead of map C we will view it on map D. The twotential projects are not
competing opportunities; they complement each adherthus we can almost deo
for the price of one.

The Ash-Bash Growth Corridar The Ashkelon Beer-Sheba rail line has been on
decision makers' wish list for at least a decatleséquence of postponements has
been explained by highly creative excuses. Howeteseems to be materializing
even as | write (or it is certainly emitting recesignals of emergence). Placing a
viable train stop at Sderot, Netivot and Ofakimsesi the probability of higher
productivity (Leck 2008) and higher demand for resilate (Gat and Antonio 2010).

But it is possible to leverage the effect of thenAxash rail line even further by
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implanting, around each of the new rail stopsJransit Oriented District This
strategy will not only provide a physical platforior enticing strong well educated
inhabitants and business start-ups, but will signflesh and ambitious nationBilg
Push along the Ash-Bash strip, and it will begin theation of a growth corridor — a
linear regional extension of the vibrant coastalpstHaving people live and work
within walking distance of these rail stops willeate vibrant two-way rail traffic

along the corridor — such traffic will be a powérignal that we mean business.

The Greater Beer Sheba Circléf we draw, around Beer Sheba, a half hour'selrav
time circle with the benefit of medium-fast raihetcircle will capture, even today, a
population of size 450,000. Combine this with tli#Inew Negev construction
projects and supporting infrastructure, and we haveodest beginning for a"4
metropolis. The Treasury has grudgingly given ggesent to the construction of the
Ash-Bash rail line; but they agreed on the conditiwat from Netivot southward there
will be only a single track. This is what | wouldlca Ptolemaic approach to regional
development — everything in the country circlinguard Tel Aviv with the rest trivial.

| propose adapting a Copernican multi-central apgno create strong Southern and
Northern metro regions centered on Beer Sheba amthda. This approach says that
the internal ties of the BSC (Beer Sheba Circle)jast as important as those between
BSC and TLV.
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Prof. Shlomo Maital - "TOD as a Needs-Driven Innovéon"

Introduction
“Seven kilometers per hour! (4.2 miles per htiur)

“In just four years,” writes Avi Bar-Eli in théusiness daily The Marker (Oct.
4/2010), “that will be the average speed of cafficdfrom Tel Aviv’'s southern

outskirts into Tel Aviv".

Just days before our conference, three massatfectjams occurred, on Highway
25, Highway 1 (Tel Aviv-Jerusalem) and Highway 2aitd-Tel Aviv), during the
week of Feb. 21, 2010. The natural reaction, @frse, was to criticize the
authorities, the Ministry of Infrastructure, Minigtof Transportation, any ministry,
for not building sufficient roads. It did not oecto those stuck in these jams that

roads are not the solutiotigy are the problem.

All over the world, ordinary people drive to tkan their cars and spend hours in
traffic jams. In doing so, we waste valuable tirmed pollute the air. This is just one
of the many social and economic problems that rabas grumble about, but only a

few seek to remedy.

A chance conversation with Prof. Daniel Gatghreon urban planning expert, led
to the March 9, 2010, conference on Transit-Origridevelopment held at the S.
Neaman Institute, Technion. The objective was toobrganize another academic
conference, however interesting. It was to stineureew policies and actions that will
keep the access roads to Tel Aviv, and other uadbaas, from becoming parking lots,

based on ideas and successes from other cousmsfically the United States.

| am an economist and management educator witthnowledge whatsoever about
urban planning or TOD. In speaking to this distiisped gathering, | faced a
dilemma — | had nothing intelligent whatsoeverdg.s | decided, therefore, to admit
ignorance and to discuss TOD as a needs-drivavation, a subject that | teach and

write about.

39



The Value of Ignorance:

Transit Oriented Development (TOD) is defined asoterate-to-high density
development, featuring a mix of residential, empient & retail land uses, all in
short walking distance to adjacent public transg@h”. Its essence is the
integration of urban planning with transportatiolarming. It breaks the invalid
assumption that every person has the right to daweork or to shop in their private
vehicles, hence everyone has the right to roadspamking. The assumption is

invalid, because increasingly it is both infeasinhel undesirable.

Knowing nothing about TOD, let me make theecéor the value of ignorance.
Those who innovate know that often, breakthrougestjan are asked by members of
innovation teams who have zero knowledge of thg¢estilat hand. It is they who ask
basic questions, that others may regard as ‘dumb’stoipid’ or ‘ill-informed’.
Precisely because they lack the knowledge to apkisticated questions, they ask
the basic questions that challenge the fundamestimptions everyone accepts as
true and obvious. Often, it is the effort to chalie these hidden assumptions,
accepted by all, that lead to breakthrough thinkiBg, let me therefore make a virtue
out of my ignorance, which in an academic environime generally regarded as the
greatest of vices. This ignorance will lead naged, to raise questions that appear to
be so basic they become almost ridiculous. Thddorental question raised by TOD
is simple: Why make automobiles the main moderafdportation? Why not do

urban planning in ways that eliminate the autonebil

Only ignorance could raise this question,aose nearly all those charged with
planning our cities and roads assume, obviousgt, ttte number of cars will double
within a decade. Why? Is there another way? Whid? What can be learned from

other countries who have tried alternate solutions?

Weaning ourselves from automobiles is an moosly wrenching change.
World-changing needs-based innovations, of whiclibTi©®one, create vast changes.
How then can such change be implemented, in treeddwidespread resistance to it,
on the part of those who are part of the enormausan inertia that makes us do

tomorrow precisely what we did today and yesterdsyf?y is change so difficult?
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Machiavelli on Change: Why Is It So Difficult?

Writing brilliantly in 1513, almost 500 years agdicola Machiavelli noted, in his
book The Prince, that

“...there is nothing more difficult to take in haneghore perilous to conduct, or
more uncertain in its success, than to take theileéhe introduction of a new order
of things. Because the innovator has for eneralethose who have done well
under the old conditions, and lukewarm defendetth@se who may do well under
the new. This coolness arises partly from fear of the opptsieand partiyfrom the
incredulity of men, who do not readily believe iewnthings until they have had a
long experience of them.”

Change, according to Machiavelli, is hard tglement, for two reasons. First,
those who stand to lose from it (in the case of T@mRomobile dealers, garages, road
contractors, etc.) are visible, cohesive and oftesli-organized, while those who
stand to benefit from the change are amorphoudeflned and usually not organized
in cohesive groups (e.g. those often stuck in igaff When gain from change is
diffuse and rather abstract, while loss from chasgdear and concrete, the scales are

weighed in favor of the opponents of change.

Second, while we can clearly visualize the enirisituation, because it is concrete
and we live it daily, we have great difficulty igiaing the new situation following
major change, because our human imagination is Menjed. Moreover, human
nature fears uncertainty and abhors change thak&reomfortable familiar habits.
Hence, TOD faces resistance that is very difficaltovercome, despite its strong
logical appeal. TOD faces the problem that unélivave long experience with TOD,
we cannot support it — but if we cannot suppoff@D will never be tried, a modern
form of Catch 22.

The solution to Machiavelli’'s “change resistors, first, to have forward-looking
public policy that leads change rather than resist@and second, to use visual
approaches to show people how TOD might look, lmggexamples from other
countries. In Peter Katz's presentation in thisuwte, there are several striking
visualizations of TOD in action. But all thosevatved in advocating TOD realize
that the coalition against it is powerful, not ofitmalice or ill will but simply because
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of the Machiavellian dynamic that resists changealbkinds. Overcoming human
inertia is always the greatest single obstacle whaninnovation emerges that

ostensibly meets a pressing need, but requiregmating.

Drucker: What Is Your Theory?

There is powerful urban-planning theory undexdyiTOD — but our gathering was
focused not on theory but on action and applicataord on implementation. Yet |
believe the road to such implementation lies inePdDrucker’s approach to

management change.

Drucker was the world’s greatest managemensudtant. He developed a unique
method, in which he challenged business leadeegdmine every single one of their
most cherished sacred-cow assumptions, as a waettdhem to embrace new
innovative thinking. He called this “examining ttieeory of business® (See Box:
Drucker’s Theory of Business Tool (adapted to urbewelopment) ). | have adapted
his short questionnaire tool to urban planning.jdviamnovations often arise through
“‘ignorant” questions that challenge assumptionsryoree assumes are true and
untouchable, building on Drucker’s checklist. dar TOD conference, fundamental
assumptions of conventional non-transit-orientedvettgpment were regularly

challenged.

Drucker’s Theory of Business Tool (adapted to urthevelopment)

1. Assumptions about the urban and social envigsim

 What are our assumptions about society andalséarces and how they are
changing?

 What are our assumptions people’s values latthviors? How well do we
understand them? How will these changes impactdan development?

« What are our assumptions about key relevachnt@ogies? Do we identify
disruptive technologies?

 What does urban planning and development db dheates value? What is
unique?

* Which of these assumptions is crucial for cunrent urban planning thinking?

2. Assumptions about the specific business mission

% Peter Drucker. “The theory of the business”. HamvBusiness Review, Sept.-Oct. 1994.
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* How does our urban planning ‘make a diffeegnc the economy and society at
large?

» How do we measure success?

* What drives behavior among urban planners?

* What do urban planners believe is their mig3io
* Which of these assumptions is crucial for cunrent urban planning thinking?

3. Assumptions about core competencies needacctumplish the mission:
 What are our assumptions about the core ctanpes needed to achieve the

urban planning mission?

 What must we excel at, in order to succeed aciiieve or maintain urban
planning success?

« What are our assumptions about our planningidsbdkey strengths and
weaknesses?

* Which of these assumptions is crucial for cunrent business strategy?

4. Testing the Theory of Urban Planning

* Do our assumptions fit reality, regardin@ thocial environment, mission, and
core competencies? Why, or why not? How do \sethese assumptions regularly?

* Which of the assumptions are doubtful, awgv fwill this affect our current
business strategy?

» Should our urban planning strategy be adtemr light of our re-examination of
our theory of urban planning?

» Are the assumptions in the above three kensaproperly aligned (internally
consistent) ?

» Do we constantly challenge every processcguture, regulation, practice and
rule?

» If we could plan everything anew, startingm scratch — what would we do
differently, and how would we do it? If we canm@én everything anew, why not
avoid old mistakes?
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Open the Windows: Best-Practice Benchmarking:

One of the great failings of public policy formatio Israel and other countries is the
utter failure to engage in best-practice benchmaggearning from the experience of
other countries. Nations face a wide array obfmms, many of which are common.
Urban development and issues related to trafficsierare one of them. Some
countries have experimented, successfully.  Bytings them, observing carefully

what they have done, and learning from their exgpexe, we can adapt (not adopt)

some of their innovations to our own benefit.

I understand that in the United States, alevinew set of assumptions has been
developed regarding urban development, known bycasllThe New Urbanism. This
new approach radically changes many of the assongtunderlying conventional
urban planning, including those related to privatehicles. Transit-oriented
development (TOD) is part of The New Urbanism. Heatthan pretend that Israel’s
urban problems are unique, and rather than seelvémt solutions from scratch by
ourselves, why not scour the world for best-pracolutions, study them carefully,

and adapt and alter them to fit our own unique seed

As a management educator, one of the haraglst 1 face is to convince managers
that it is vital to replace “Not Invented Here” (M), a syndrome that rejects any new
ideas that are not developed at home, in our owdega, with “Proudly Found
Elsewhere” (PFE), a syndrome that seeks innovaihetions wherever they can be
found, at home and abroad. (The PFE phrase waegied by the food and soap
multinational, Procter and Gamble, led by CEO AlL@&fley). Let Israel embrace
PFE, and begin to do so by exploring in depthtalke sites around the world where
TOD has been implemented. Our keynote speaker Rate brings us several such
examples, some of which he has personally initiatedi led, from the United States.
Katz informs us that there are over 100 “transigémted” sites in the United States
(where urban development is built around publiogportation), and another 100 in

the works.
Conclusion:
Ideas are powerful forces for good. We beli€OD is such an idea. Let us first

clearly define pressing social needs — Israel’'sinedorestall the looming permanent
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traffic jam that will clog our main cities. Let evercome Machiavellian resistance to
change, by challenging every sacred-cow assumgtetrus overcome fear of change
by showing concrete visual examples of communitidgere people rise in the

morning and walk to work, or to bus or train, amdve at their destination easily and
quickly, without traffic jams. And above all, les transform thought into action. As

Avi Bar-Eli has shown us, there is no time to waste

Einstein once said, “insanity is doing the sdhieg again and again, and expecting
different results.” Whether we call it insanity; imertia, the fact is, current urban
development policies, doing the same thing agaid again, will never achieve

different results.

It is time to embrace TOD.
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