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Table 1 : Basic  Data

	City
	Helsinki

	Area
	Helsinki City

	Country
	Finland

	Transport Authority
	Helsinki City Transport

	Agency Name
	HKL

	URL
	www.hkl.fi

	Area of coverage
	Helsinki City

	Population

(urban)

(suburban)
	555,472 (10% of national population) – this is the area served by HKL

650,000 –Helsinki Metropolitan Region excluding Helsinki City – served by YTV  - see separate file

	Area 

(urban)

(suburban)
	686 sq. km., of which 186 sq. km. is land

4,005 sq. km, of which 2,905 sq. km. is land

	Procurement basis
	Competitive tendering on route or route lot basis for standard 5-year contracts on gross cost basis

	Transport modes
	The public transport offer in Helsinki consists of 4 main modes within the Municipality : 

· Urban Bus

· Tram (began 1900)

· Metro (began 1982)

· Ferry

In addition, there is a very substantial volume and diversity of transport linking Helsinki City to the neighbouring municipalities of Espoo, Vantaa and Kauiniainen. This consists of regional bus services and regional rail services. These are operated under the authority and under contract to YTV. 

Also, there is a very substantial volume of regional bus and rail services, long-distance rail, and inter-city bus services linking Helsinki to the rest of Finland. These are subject to the national regulation for transport.

The Metro and Tram are operated exclusively by HKL, who also operate about 50% of the bus services. The remainder of the bus services are operated by a mix of private and public companies of whom the main ones are STA, Concordia and Connex.


Table 2 : Political Framework and History of Reform

	City
	Helsinki

	General Political contest
	

	Nature of national political system
	The Finnish Ministry of Transport and Communications establishes the national transport policy and the transport law and regulations. It provides oversight of the general provision of the passenger transportation in Finland. It also sponsors many activities for the technical and quality development of the passenger transport services, and to assist the integration of services. However, it does not take any direct role or intervention in the passenger transport services. The Ministry makes available funding for the support of services. 

Urban and regional passenger transport services are organised by the local authorities.

	Hierarchy of Authorities
	The Municipality is the transport authority for all urban passenger transport services which operate entirely within its territory. 



	Allocation of powers among jurisdictions
	HKL is responsible for all transport services entirely within Helsinki city. Services which begin/terminate in the Helsinki Metropolitan Area are the responsibility of YTV (although in practice they work together). Long-distance transport is not the sole responsibility of HKL. 

	Primary level of transport authority
	

	Structure of the Transport Authority
	See below.

	Participating entities
	Helsinki City

	Funding sources
	Helsinki City budget; fares income

	History of Reform
	

	Previous systems
	Passenger transport services were planned and operated exclusively by HKL.

	Phasing of replacement
	The new Passenger Transport Act came into force in 1991 which gave transport authorities the right to tender for public transport services for which they were financially responsible. The authority for the region, YTV, was the first authority in Finland to tender for bus services. Tendering for services in Helsinki began in 1997 and was completed in  9 rounds through to 2003. 

	Key motivations
	Opening of the market to allow private sector participation

Anticipated requirements under EU regulations as Finland joined the EU in 1997

Reduction in unit costs, and hence overall cost to the public purse.

	Main changes in original reform
	The main changes in the original reform were : 

a) Allow private participation in the urban transport market for Helsinki city (note that outside of Helsinki, Tampere and Turku, all passenger transport services had already been operated by private operators)

b) Implementation of competitive tendering 

c) Implementation of long-duration formal contracts for the service provision



	Subsequent changes
	No subsequent changes.

	Any major problems that stimulated changes
	None.

	
	


Table 3 : Legal and Institutional Framework

	City
	Helsinki

	Legal Framework
	

	Applicable legislation for : 
	

	Transportation
	1991 Act on Licensed Passenger Transport by Road 

	Institutional framework
	1991 Act on Licensed Passenger Transport by Road

	Market Entry
	1991 Act on Licensed Passenger Transport by Road

	Competition
	1994 Act on Public Procurement

	Route licencing
	1991 Act on Licensed Passenger Transport by Road

	Operator licencing
	1991 Act on Licensed Passenger Transport by Road

	Vehicle./driver licencing
	

	Funding
	1991 Act on Licensed Passenger Transport by Road

	Legal Basis and right of initiative to :

Open a route

Assign operators

Change route

Change operator

Close route
	All legal rights for the urban passenger transport are with the Municipality. Vested in HKL.

	Institutional Framework
	

	Listing of all relevant agencies
	HKL is the relevant agency. 

	Primary functions of each agency
	All of the transport authority functions are vested in HKL.

	Relationships among agencies
	Helsinki City Transport (HKL) is the transport authority for Helsinki. It is part of the Municipality of Helsinki. All HKL employees are Municipality employees.

	Fund flows among actors
	All revenues are passed to HKL under the gross cost contract. The Municipality provides the support funds to HKL who in turn compensate the operators under the gross cost contract. There is no state funding support, except for some special projects.

	Schematic
	HKL has a political board of 9 members to which the HKL Group reports. The structure of HKL is split into ‘HKL Enterprise’ and ‘Production’. The organisation of HKL is shown in the following diagram













HKL Bus is an operating company at arms-length. This is necessary since it competes in open competitive tendering with other operators of varied forms of ownership for service contracts with the HKL Group. 

Each of the production units has its own balance sheet so that it can act on the same basis as the private operators. 



	Who plans routes
	Planning of the network is carried out exclusively by the Planning Unit HKL. There is a close link between the transportation and the land use planning processes. A Mass Transport Development Plan is prepared every 4 years (current one is 1999-2002) which includes the policy, targets,  infrastructural items, product and quality strategy, financing strategy, and an action programme. This requires approval by the Helsinki City Council. Specific services are planned within the framework of this Plan.

There is close co-operation between HKL and the City, and many of the HKL planners formerly worked for the City Planning Department. There is also collaboration with residents’ organisations and other interest groups. 

HKL carries out the high-level route specification, and presents it to the Public Transport Board (PTB) for approval. The PTB considers the proposal and makes its decision, including the budgetary implications. If the proposed route is approved by PTB, HKL does the detailed level specification including routing, stops, number and type of vehicles, timetables, and quantity of service in bus-kms. HKL then puts the route out to tender through the competitive tendering process.

All initiative for routes lies with HKL. Operators are welcomed to give inputs, but there is no obligation on HKL to take these into account. Also, an operator can propose a route which HKL could consider and bring to PTB for approval. Even in this circumstance, such a route must be put to competitive tender. Thus, there is no basis for the operator to take the initiative, or to have first right of refusal on their own proposals

	Who operates the competitive process
	Planning Unit of HKL

	Who signs the contract
	Planning Unit of HKL

	Who monitors performance
	Planning unit of HKL

	Who administers the contract
	Planning Unit of HKL

	Who is responsible for bus operations management
	Contracted transport operators

	Who is responsible for bus operating environment ?
	HKL and the Municipality of Helsinki

	Procurement of transport services
	

	Basis of procurement
	HKL procures bus services through a competitive tendering process. The first round of tendering was carried out in Helsinki in 1997-8. Around 20-30% of services are contracted out each year on a rolling basis. All bus services in Helsinki have been contracted out since 2002. 

	Nature of competitive mechanism
	Tenders are sought for the provision of services typically once a year. This clusters together all of the new routes approved by PTB, as well as routes which are due for re-tender. HKL could seek tenders for an individual route if they wished, but this is not normal practice for them. The upside of this approach is that the authority can allocate the needed resources for the specific exercise in a planned way, and then return to their other tasks. From the operator’s perspective, they can also dedicate themselves to the tender preparation once a year and also return to their core tasks after that.

Services are procured on a gross cost basis. All revenues accrue to HKL, while the operators are paid the agreed basis for the provision of the services. 

It usually takes a year from publication of the tender documentation to commencement of services. This consists of a 2-month bidding period, 2-3 months for selection and notification of decision, contract signing, and about 6 months to allow the operator prepare to start (get/train drivers, procure buses etc.) or continue with the services.

HKL announces each round of tenders in the Official Journal of the European Union. They used to announce them in the Finnish papers as well, but haven’t done so for the last few rounds. They also inform the bus operators associations. Usually about two weeks after the announcement and availability of documents, they hold an information seminar and give contact persons within HKL to assist with information or queries.

HKL produces a set of tender documents which covers all of the service lots. These are contained in a ring-bound folder with the following main sections :

· Full details of the competition and how it is organised

· How to prepare a tender, including a pro-forma bid form

· How to submit a tender 

· The selection process

· The selection criteria and marking process

· General conditions of contract for the service provision

· The production specification for each lot – route, timetables, bus kms., bus type, hours of service (first bus, last bus, variation by day type), running boards

· Operational specification – ticketing, information, etc.

· Quality specification – reliability, comfort, cleanliness, customer care

· Bus specification (characteristics for the bus type e.g. city bus, articulated bus)

· Means of calculating kms., hours, buses, price etc.

Bidders have typically two months to submit a conforming bid. Bidders can make suggestions for variations, but only in the pre-bid phase. They must submit a conforming bid.



	Unit of procurement
	The tender rounds are made up of “lots”. Each lot can consist of a number of routes. Bidders may bid for the individual lot, and may also offer a price for a combination of lots. However, bidders are not allowed to sub-divide lots. 

The lot sizes vary. The purpose of this is to ensure that operators of different sizes are in a position to compete, and in particular so that the market remains open for small operators. However, experience to date has been that small operators are not putting in bids even for the small lots. 

	Is there a pre-qualification stage ?
	No, but a bidder can be excluded during the first part of the formal selection process if they submit a non-credible bid or a non-conformant bid.

	If so, how does this work ?
	Not applicable

	What are the pre-selection critieria
	Not applicable

	What are the selection criteria ?
	· Price

· Quality

· Certification

	What is the relative weighting 
	The marking process is based on three factors which total 100 marks :

a) A total of 86 marks is awarded to the conforming bidder with the best price. All other bidders are assigned marks on the basis of (the best price divided by their price) times 84 – i.e. pro rata to the best price.

b) A total of 10 marks are allocated to a basket of 11 quality criteria. For some criteria, there are negative values for acceptable but not preferred options. The average score for these criteria is 4.60, up from 2.17 in the early stages. 

c) A total of 4 extra marks are available, 2 marks each for certification to ISO 9002 and ISO 14001 relating to quality and environment standards respectively. All 5 operators are certified for one of these, and 4 of the 5 are certified for the other. Thus, 4 operators always get the 4 marks, and 1 operator always gets 2 marks. 



	Describe the selection process
	The evaluation and selection phase normally takes 2-3 months. 

All bids are submitted on a two-envelope basis. The first envelope contains the technical, quality and non-price information. The second envelope contains the pricing information, should be sealed, and remains unopened until the information in the first envelope has been examined.

The technical and non-price is examined to assure that a conforming bid has been submitted. If the bid is non-conformant or ambiguous, HKL (at their own discretion) may go back to the operator for clarification (e.g. if an error has been made). The credibility of the bid and of the bidder is established, and the non-price marks are awarded at this stage. These are formulaic, and have already been published in the tender documentation. Thus, a bidder can calculate his own marks in advance. 

A bidder can be excluded in this phase, in which case price envelope is returned unopened.

For the remaining bidders, the pricing envelopes are opened, and the associated marks are calculated. The total marks are calculated and the winner is the bidder with the best marks. The winner and all other bidders are notified immediately.



	Contract for services
	

	Duration of contract
	Normally for 5 years.

	Is there a bonus/ penalty regime
	Yes. HKL can reduce payments to the operator for non-performance, for using the wrong bus type etc. This is covered by a defined formula which is included in the contract. 

	What are the key performance criteria ?
	

	Describe any performance-based mechanism that leads to warnings and termination
	For small things, HKL will write to the operator identifying the issue and asking for both an explanation and for the proposed mitigating actions.

For more serious matters, or for ongoing quality/performance problems, HKL invite the operator to come in and talk to them, and to explain how they are going to correct things. In these cases, HKL don’t usually “make papers” – they are a means of communicating to the operator a significant level of concern, and it is expected that the operator will listen carefully and make a serious effort to rectify the situation. (This reflects the way business is done and the client-supplier relationships in Finland)
HKL has the right to terminate the contract. To date, they have not had to do this, nor even to issue a serious threat to an operator that they would do so.

Overall, HKL feel that it is working well. The Quality Index has gone up, there are newer buses, and there are more low floor buses.

	Is there an option for contract extension
	

	Is there an option for automatic contract renewal? 
	No

	If so, what criteria must be achieved ?
	Not applicable

	Oversight
	

	What is the main governance mechanism ?
	

	Is there an oversight or probity body for the tendering ?
	

	Is there an oversight body for contract performance ?
	

	Is there a ‘value-for-money’ oversight function ?
	


Table 4 : System Performance Measures

	City
	Helsinki

	Total annual passenger trips, all modes
	Utilisation of transport by modes within the Helsinki city boundaries in 2004 was : 


Bus
90.0 million boardings


Metro
55.1 million boardings


Tram
56.6 million boardings


Ferry
 1.4 million boardings


Total 
203.5 million boardings

Since 1991, total boardings have risen from 185 million with increases in each year except 2001. 

Public transport’s share of all trips entering the Helsinki core city area (the Peninsula) in the peak period 0600 to 0900 has remained constant at about 70% (63% for the whole day). In the same period  - 25 years - the number of cars entering the city has remained constant. It has not increased despite the general increase in car ownership and wealth. 

HKL considers this to be a highly significant result and that it proves the effectiveness of the combination of measures to maintain the attractiveness of the urban public transport.  This is very important for the achievement of the City’s transport policy as it allows the traffic to circulate and the city to function effectively. 



	Bus mode share
	 44%

	Annual bus km. Operated
	31.38 (2004)

	Annual bus capacity-km
	Seat-kilometres 2,315 million (2004)

	Annual bus ridership

· urban 

- suburban
	90.0 million

 8.3 million (made using Helsinki ticket, not operated under contract to HKL)

	Annual bus passenger km.
	432.2 million (2004)

	Average bus trip length
	4.80 km (2004) 

	Average load factor
	

	Average boardings per trip
	

	Bus fleet size

· city bus

· articulated

- minibus
	HKL – public operator data only, 56% of route-kilometres market (2004)

337

 86

 21

	Total fleet capacity
	

	%  air-con
	

	% of area of city within 500m of bus stop
	

	% popn within 500m of bus stop
	

	Km of road with bus service
	

	% of total suitable roads with bus service
	

	Annual revenue
	€103.5 million – all modes (2004)

	Average revenue per trip
	€0.51 – all modes

	Average single fare per trip
	€2.00 cash single fare, €1.40 pre-paid single; €1.28 per trip on 10-trip ticket; €33.00 monthly ticket

	Bus Cost recovery ratio
	53.6% - all modes (2004) 

	Bus Annual operating subsidy

· total

· service support

· fare support

- concessionary
	€89.6 million – all modes (2004)

Subsidy is provided mostly as fare support.

	Bus Annual capital expenditure

· infrastructure

· buses

- other
	

	Public transport subsidy as % of city budget
	About 1% of total city budget.

	Bus subsidy as % of total PT subsidy
	Not available

	Subsidy per bus passenger boarding
	€0.44 – all modes


Table 5 : Public Sector Performance Measures

	City
	Helsinki

	Number of different operators providing services
	5, after 10th round of competitive tendering 2004

HKL-Bussiliikenne (56.1%)

STA – Suomen Turistiauto Oy (17.8%)

Concordia Bus Finland Oy Ab (14.2%)

Connex-Yhtymä Oy (10.1%)

Oy Pohjolan kaupunkiliikenne Ab (1.8%)

	Number of routes bid in open tender
	

	Tendered routes as % of total routes 

· by routes

- by annual kms.
	100%

100%

	No. tender rounds per year
	One.

	Average tender unit size : 

· buses

· routes

- annual kms.
	

	Average bids per tender unit
	The average number of bids per lot is 3.5. There are three companies who usually bid, and one of the Helsinki operators (the HKL operating company) bids for every lot. The other two companies are more selective in their approach. Over the cycle of 140 lots, there have been 9 lots for which just 2 bids were received, the remainder having at least three bids.



	Impact on unit costs
	The first four rounds of tenders brought a reduction of 17% in operating subsidies. In the next two rounds, the reduction was less. All in all, the first complete round of competitive tendering for all bus services resulted in the annual total paid in operating subsidies being reduced by around €13.5 million, or nearly 16%. 

	Frequency of surveys to check for reliable service
	Initially, operators had to self-report. On a monthly basis the operator for one weekday, one Saturday and one Sunday, would report every departure and the maximum passengers on the bus. From 2003 when the smart card system was introduced, much of the needed data is generated by the revenue collection system.

In addition, there is an inspectorate available to the Planning Unit of HKL which has a manual system for checking and makes reports. 



	% of checks below acceptable standard
	

	Frequency of Boarding / alighting survey
	

	% passengers checked for fare payment
	941,000 (2004)

50 Ticket inspectors to cover bus, tram and metro

	% checked passengers found with fare irregularities
	3.33% (2004)

31,311 persons of whom 24,131 were issued with penalties (2004)

	Number of formal meetings with public
	

	Market research 

- surveys of passenger demand

- surveys of passenger satisfaction

- surveys of passenger preferences

- surveys of fare affordability
	This is carried out on a regular basis within the framework of the BEST benchmarking initiative. About 9,000 customers are interviewed each year, half in the spring and the other half in the autumn. Within the BEST framework, customer opinion is measured and compared within the set of eight cities on the following dimensions : 

· General satisfaction

· Provision of services

· Dependability

· Provision of information

· Behaviour of personnel

· Safety
Comfort

· Social importance

· Value for money

· Customer loyalty



	Weighted peak hour, peak direction occupancy rate at peak load point
	

	% routes by peak occupancy rate 

>100%

85-100%

< 85%
	

	Weighted average scheduled peak hour bus speed

- latest year

- change on previous year
	

	Monthly tickets sold, by type
	Single ticket
€25,5 million

Value tickets
€21.6 million

Group tickets
€  0.3 million

Season tickets
€54.4 million

Tourist tickets
€ 1.1 million

Helsinki cards
€ 0.1 million

Other

€ 0.5 million

Total 

€103 million 

Season cards account for 78% of the travel, and 55% of the revenue. Value tickets account for 10% of the travel, and 17% of the revenue. Single tickets account for 12% of the tickets and 28% of the revenue.

There are 820,000 Travel Cards in use throughout the Helsinki Metropolitan Area. 120,000 cards were sold in 2004.

	Estimated monthly trips by monthly ticket type
	

	Number of bus shelters

% stops with bus shelters
	All transfer stops and all area stops are roofed. Of the 1,802 basic stops, a total of 1,033 have shelters (57%) are roofed and have stop-specific timetables. Of the tram stops, 188 of the 242 (77%) are roofed, and 215 (89%) are raised. 

	Number of bus interchange points
	Public transport vehicle stops are grouped in 4 categories : terminus, transfer stop, area stop, basis stop

24 transfer stops 

	Number of bus terminal points
	There are three main terminus points in the city – Elielinaukio Square, Kamppi and Railway Square


Table 6 : Operator Performance Measures

	City
	Helsinki

	% Achievement of minimum scheduled km. 
	99.91% of departures operated (2004)

	Number of routes operating at or above Reliable Service minimum
	

	Breakdowns in service per million bus km.
	

	Average age of buses in fleet
	7.02 years 

HKL Only (2004)

	% availability of total fleet at peak
	87% - 387 out of 444

HKL only (2004)

	% of buses parked off-street overnight
	0%

	Serious accidents per million bus km

- fatal

- serious injury
	0 fatalities in 2004

26 injured in bus accidents – 1.0 injury per million bus-km.

	% services one-person operation
	100%

	Staff per PVR

- drivers

- engineering

- administrative
	2.65 (HKL buses only, 2004)

2.39 (HKL buses only, 2004)



	Average operating cost per km., by bus category, by operating group
	€0.202 per passenger km - all modes(2004)

€0.035 per seat km -  all modes (2004)


Table 7 : Key documents

	City
	Helsinki

	Applicable transport law
	Not provided

	Public transport regulations
	Not provided

	Invitation to tender documents
	Not provided

	Contract documents
	Not provided
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