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Table 1 : Basic  Data

	City
	Helsinki

	Area
	Helsinki Metropolitan Area

	Country
	Finland

	Transport Authority
	YTV – Helsinki Metropolitan Area Council

	Agency Name
	Transport Department of Helsinki Metropolitan Area Council

	URL
	www.ytv.fi 

	Area of coverage
	The Helsinki Region is the main economic and population centre of Finland, as well as being the centre of Government. It consists of 12 municipalities and has an overall population of 1.187 million persons and a workforce of 625,000 persons.

Within this region, four of the Municipalities (Helsinki, Espo, Vantaa, Kauniainen) have formed the Helsinki Metropolitan Area Council. This is the core metropolitan area covering about 25% of the area of the region, over 80% of the population, and over 85% of the employment. 

Helsinki is the core and historic urban area. Espoo and Vantaa are rapidly growing ‘new towns’ which contain much of the dynamic and new industries. It is clear from the ratio of inhabitant to jobs that there is a very large transportation need from these municipalities into the Helsinki Metropolitan Area. It is also the case that there is much movement between Helsinki, Espoo and Vantaa.

	Population

(urban)

(suburban)
	Location

Pop,n
Employment

Helsinki

551,000
370,000

Espoo

210,000
 95,000

Vantaa

176,500
 82,500

Kauiniainen
  8,500
   2,500

Total YTV area
946,000
550,000

Other 8 municipalities
241,000
 75,000

	Area 

(urban)

(suburban)
	686 sq. km., of which 186 sq. km. is land – served by HKL 

4,005 sq. km, of which 2,905 sq. km. is land – served by YTV

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

	Transport modes
	Buses, trains 


Table 2 : Political Framework and History of Reform

	City
	Helsinki Metropolitan Area

	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
	Helsinki Metropolitan Area Council (YTV) is a Municipal Organisation under public law. It was established by law in 1970, and revisions have been made to the law to reflect the changing role and responsibilities. The most recent revision has been in 1996. Among other things, the Act determines the member Municipalities, the powers of YTV, and the financing arrangements.

The law has basically moved responsibilities from the individual municipalities to YTV. It appears that it was necessary to force the Municipalities to collaborate by the Law.



	Allocation of powers among jurisdictions
	YTV is responsible 

	Primary level of transport authority
	The highest level of authority for YTV is the Regional Assembly, which consists of elected representatives of the 4 municipalities in the ratio of Helsinki (11), Espoo (5), Vantaa (5) and Kauiniainen (1). The Regional Assembly main functions are to : 

· Approve the Budget and Financial Plans – it has all powers in this matter

· Approve the Annual Accounts

· Decide on discharge of liability

· Elect the member of the Executive Board

· Nominate the Executive Director

· Confirm the rules of ordinance

The next layer is the Executive Board. This is a political organ with members elected and approved by the Regional Assembly. The members are fixed to represent the Municipalities as Helsinki (7), Espoo (3), Vantaa (3) and Kauiniainen (1). It is also required by law that the political representation is proportionate to the results of the most recent local elections. Each member has a nominated deputy. The Executive Board is chaired currently by the Vice-Mayor of Helsinki City Council, and it appears that Helsinki City Council always has the Chair. The Mayors may sit in the meetings as ‘experts’ but without voting rights.



	Structure of the Transport Authority
	The Executive Board is responsible for : 

· The YTV administration and its finances

· Monitors legitimate and good administrative practice

· Prepares issues for decision by the Regional Assembly

· Uses voting rights for issues which are not within the power of the Executive Director

The YTV administration has a permanent executive of about 260 people. There are five Departments reporting to the Executive Director

· Transport Department (62 people)

· Waste Management Department (132 people)

· Environmental Office (15 people)

· Planning (6 people)

· Central administration (48 people)


	Participating entities
	The participating entities are the four municipalities of Helsinki City, Espoo, Vantaa and Kauniainen.

	Funding sources
	The financing of YTV is a combination of revenues and contributions from the Municipalities. YTV generates revenues from waste handling and transport fees, and from ticket sales for the public transport. 

The waste handling activities are self-financing and do not require any taxpayer contribution. Total turnover is about €30 million per year.  All users are charged, including both industry and households.

The public transport does require support. The municipalities pay the balance/deficit. This is allocated on a dual mechanism : In the first part, it is according to the consumption of the services; in the second part it is allocated according to a distribution that is more or less proportionate to the population. The total budget for YTV for 2003 is about €170 million. 


	History of Reform
	

	Previous systems
	Until 1986, bus operators were licenced for their own routes, being a mix of public and private operators. In practice, this gave the operators long-term concessions and an exclusive right to run services in a given area or on a particular route. 

Regional public transport services arranged by YTV (i.e. inter-authority services crossing the municipal boundaries) were first introduced in summer 1986. The services were run on the basis of long-term contracts and operator licences granted by YTV. In practice, the operator licence gave the operator an exclusive right to run services in a given area or on a given route.

	Phasing of replacement
	From 1986 through to 1994, operators were given protected contracts with YTV. This change coincided with the introduction of the regional tariff. 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. YTV was the first authority in Finland to tender for bus services. Tendering began in 1994 and was completed in 5 stages through to 1996. In parallel to the YTV activity (and outside of its authority) Helsinki began tenders in 1997 and was 98% complete by end 2002. Espoo had all services tendered by 1998, and Vantaa by 1999.

	Key motivations
	

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

a) Opening the market to allow private participation in the urban transport market for the Helsinki region (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

d) Sale of the Municipal bus operations of Espoo and Vantaa 

	Subsequent changes
	No changes have been made to the system since its introduction. YTV is examining different incentive methods, and whether to make minor adjustments to the weighting system for the selection. However, no fundamental changes to the processes themselves have been made or deemed necessary.

One significant change was the provision of greater security of employment and conditions for drivers and other staff. This was negotiated under the so-called ‘Lonka’ agreement in 1998.

	Any major problems that stimulated changes
	The ‘Lonka’ agreement was negotiated due to concerns by drivers about their job security following the loss of tenders by their then-current employers. 

	
	


Table 3 : Legal and Institutional Framework

	City
	Helsinki Metropolitan Area

	Legal Framework
	

	Applicable legislation for : 
	

	Transportation
	1991 Passenger Transport Act

	Institutional framework
	1991 Passenger Transport Act

	Market Entry
	1991 Passenger Transport Act

	Competition
	1994 Act on Public Procurement

	Route licencing
	1991 Passenger Transport Act

	Operator licencing
	1991 Passenger Transport Act

	Vehicle./driver licencing
	

	Funding
	1991 Passenger Transport Act

	Legal Basis and right of initiative to :

Open a route

Assign operators

Change route

Change operator

Close route
	All of these are vested in the Municipalities, who in turn have vested them in YTV.

	Institutional Framework
	

	Listing of all relevant agencies
	The Transport Department of YTV is the relevant agency for the area excluding Helsinki City, which is the domain of HKL.

	Primary functions of each agency
	The Transport Department of YTV has a staff of 62 persons and carries out the following functions : 

· Plans and procures regional transport services

· Promotes regional transport 

· Provides travel information

· Develops and maintains the ticketing and travel card system

· Organises the ticket control

· Plans and designs traffic and transport systems

· Conducts traffic surveys

There is no single body with absolute authority for the public transport in the Helsinki Region. Each of the four Municipalities is the authority for the services in its own area. While YTV arranges the competitive tendering for Espoo and Vantaa (also procures) and this helps to co-ordinate things, they are still free to determine their own services. YTV plans and determines the inter-municipal services. This means that without exact co-ordination there can be 2 or more services along the same section of route over-lapping each other. 

	Relationships among agencies
	There is not formal relationship between YTV and HKL. YTV is responsible for the regional public transport services within its area. The Municipalities are responsible for the services which are entirely within their own boundaries. Long-distance travel (rail and bus) operates outside the YTV framework. All other public transport services are the responsibility of YTV. This is mostly the services which operates between Municipalities, and those which link the Greater Helsinki Region with the YTV area.

In practice, Espoo, and Vantaa have now delegated the competitive tendering of the public transport services to YTV, and Vantaa also the procurement. Thus, YTV has a double account for the transport – the services for which it is the statutory authority, and the services where it acts as the Agent for Municipalities. This has the effect that there is a very consistent approach across all of the Helsinki region, except the Helsinki City area, and even here there has been an effort at harmonisation.



	Fund flows among actors
	Funding for the transport services is arranged by YTV as described above, and paid to the transport operators under contract. 

YTV plans, specifies and procures the public transport services.  In this contract-based system, all revenues are returned to YTV, and they pay the operators for the production of the services. Rail services are purchased from VR, the Finnish Railways through a service contract. Bus services are procured through open competitive tendering.

	Schematic
	

	Who plans routes
	Transport Planning Unit of Transport Department of YTV.

	Who operates the competitive process
	Public Transport Services Unit of Transport Department of YTV

	Who signs the contract
	Public Transport Services Unit of Transport Department of YTV

	Who monitors performance
	Public Transport Inspection Unit of Transport Department of YTV

	Who administers the contract
	Public Transport Services Unit of Transport Department of YTV

	Who is responsible for bus operations management
	The contracted transport operators

	Who is responsible for bus operating environment ?
	Transport Department of YTV

	Procurement of transport services
	

	Basis of procurement
	The tendering model for buses is as follows : 

· YTV set the routes, the timetables and the service requirements

· YTV defines the vehicle types and quality standards

· A gross-cost contract is used

· All revenues are given to YTV

· Direct payment is made for the contracted bus operations

· A public call for tenders and bidding process is used, conformant with EU requirements and with the Finnish Act on Public Procurement (1994)

· Competitive tenders are made for either a route or for a block of routes

· Tenders are awarded on the basis of objective evaluation criteria; 87% of the marks are for the cost, 11% for properties of the specified bus fleet, and 2% for having a certified quality system

· For the cost, the full 87% is awarded to the lowest conforming bid, and all others conforming bids are awarded marks pro-rata

· The contract period ranges from 2 to 5 years, with 5 years being the normal duration. Shorter contracts are offered where network and/or infrastructure changes are foreseen. Average duration is 4 years.



	Nature of competitive mechanism
	As above.

	Unit of procurement
	Route lots, ranging from 1 route to 5 routes. In the 2002 round of tenders, there were 31 routes in 19 lots. 10 lots consisted of 1 routes, 8 lots consisted of 2 routes, 1 lot consisted of 5 routes. Lots are varied in size (vehicles, kilometres) to ensure that there are opportunities for smaller operators to bid.

	Is there a pre-qualification stage ?
	Yes. 

	If so, how does this work ?
	A two-stage process is carried out for the tendering. In the first stage, applicants who for one reason or other fail to conform with requirements or who are expected to be unable to meet fulfil the tender specifications are rejected. Outside consultants are engaged for this task. In general, most applicants pass this stage.  

	What are the pre-selection critieria
	At the first stage of awarding tenders, tenderers who, for financial or other operational reasons, are not expected to fulfill the obligations set out in the invitation to tender, are rejected.

A tenderer may be excluded from the competitive tendering if

1) the technical or financial performance of the tenderer is estimated to be of such poor quality that he may justifiably be assumed to have difficulties in running contractual services,

2) the tenderer does not meet the requirements set out in the provisions on passenger traffic,

3) the tenderer is a tendering consortium which does not meet the requirements set out in section 11 of the “General conditions”,

4) the tenderer has such open labor agreement disputes which are due to the tenderer himself and which may justifiably be assumed to substantially disrupt the regularity of the services.



	What are the selection criteria ?
	In the second stage, the marking scheme is applied to select the winning bid. The principles for selection have not changed much over the period of competitive tendering, although the price element was originally set at 75%. Raising it to 87% was agreed by both authority and operators. The reduction of the quality mark was offset by raising the minimum requirements for fleet and for quality.

	What is the relative weighting 
	At the second stage of the awarding of the tenders, the tenders submitted by approved tenderers are compared. 

The final choice is made between the tenders which fulfil the conditions set in the invitation to tender. The tender is awarded to the tenderer whose bid would produce the lowest overall costs for the PTA. In the overall financial evaluation attention is paid to the overall operational cost and to quality factors, such as the properties of the vehicles and certified quality and environmental management system. 

When evaluating the bus fleet properties, attention is paid only to those factors which are important and advantageous for passenger service, traffic operations and environmental matters.   

In the overall financial evaluation, the comparison between the bids is carried out as follows:

Tender price : When evaluating operator compensations, the lowest tender is given 87 points, and the points for other tenders are calculated using the following formula:

Score of the tender = the annual operator compensation of the most economic tender divided by the operator compensation price of the tenderer in question and multiplied by 87 points. 

Bus fleet : On the basis of the bus fleet, the tenderer may receive 11 points maximum. 

Determination of the points based on the properties of the bus fleet is described in Appendix 7. The points are determined as weighted average of the fleet points set to each objects. 

For each vehicle on offer, additional points may be given for seats only in so far as this factor has relevance to operating the tendered services in question.

Other quality factors : On the basis of other quality factors the tenderer may receive 2 points maximum as follows:

ISO 9002 certified quality system covering the whole service chain can give at the most 1,5 points, and ISO 14001 certified environmental system can give at the most half a point.

	Describe the selection process
	As above. 

	Contract for services
	

	Duration of contract
	Normal contract duration is 5 years, but in some cases shorter durations are offered. For the 2002 round of tenders, 16 lots were for 5 years, 1 lot for 3 years, 1 lot for 2 years, 1 lot for 1 year. Shorter lots contracts are sometimes offered where a significant change is foreseen which would impact on the route(s). 

	Payment basis
	Payment is made on a gross cost basis. The operator is paid on the 10th of the month following the services run. Compensation is made up as follows : 

€X per kilometre operated

€Y per hour in services

€Z per vehicle day 

These three factors reflect the cost factors of the operator. 

	Is there a bonus/ penalty regime
	Yes. Quality bonuses are paid to the bus operators retrospectively every six months. The realized quality of transport services are monitored by means of a customer satisfaction survey conducted at least twice a year, as well as by the PTA’s own quality control. Quality incentives are paid to the bus operators for high quality services during the contract period according to the principles described in Appendix 1 of the General conditions of the Contract.

No reimbursement is paid for cancelled services. In addition, a reduction in the amount of reimbursement is made in proportion to the number of cancelled services. Should the total number of cancelled services exceed 0.05 per cent of the total number of scheduled services monthly, a twofold reduction is made for the excess share. A service is also considered cancelled should the departure of a bus be delayed by at least fifteen (15) minutes, or should the bus leave the terminus ahead of time or later than the next scheduled departure of the service. 

	What are the key performance criteria ?
	The quality score received by the bus operator in the customer satisfaction survey is compared with the target level for the tendered service set out in the service specifications. The quality bonus is paid in direct proportion to the amount by which the score exceeds the target level. The maximum quality bonus of 3 per cent of the reimbursement paid for the tendered service is paid if the quality score exceeds the target level by 0.3 units. The quality bonus is calculated to an accuracy of 0, 1 per cent or 0.01 units. 

No bonus is paid for quality level below the target level. Should the quality score be 0.1 units under the target level, the bus operator in question must submit a quality improvement plan to the client. Falling repeatedly short of the target level (three times consecutively) by 0.1 units or 0.2 units in one survey, leads to a penalty amounting to one per cent of the reimbursement.

The amount of reimbursement will also be reduced if the bus operator fails to comply with the provisions concerning the average age of the buses. Should the average kilometre-weighted age of the buses exceed six (6) years but not eight (8) years during the contract period, the contractual monthly reimbursement for the service will be cut by five (5) per cent. Should the average kilometre-weighted age of the buses exceed eight (8) years during the contract period, the contractual monthly reimbursement for the service will be cut by ten (10) per cent.

Should the buses used be of weaker qualities than those set out in the tender, the contractual monthly reimbursement for the service will be cut by ten (10) per cent for the part of the service cost factor of the buses concerned. If departures which are scheduled to be run with type C buses (bogie buses) are run with other bus types, the reimbursement will be cut by 25 per cent.



	Describe any performance-based mechanism that leads to warnings and termination
	Should the bus operator, despite a written reprimand, fail to observe the provisions concerning the punctuality of services and the provisions of this contract concerning the bus fleet and service quality, the client has the right to terminate the contract unless the failure is caused by an exceptionally difficult manpower situation, operational obstacles beyond the operator’s control, or other jointly determined and approved force majeure. 

The client ordering the services has the right to terminate the contract in case the bus operator is declared bankrupt or otherwise gets into a financial situation preventing it from properly fulfilling its contractual obligations, unless the bus operator or its title-holder within two (2) weeks of the claim set an additional collateral covering its contractual obligations and approved by the client. 

The contract can also be terminated if the person responsible for the service operations on the operator’s part no longer meets any or all of the requirements set out in the relevant provisions and has not been replaced by another person meeting the requirements. 

The bus operator can be barred from competitive tendering of services for a specified period not exceeding two years if the termination of the contract is caused by reasons within the bus operator’s control.

	Is there an option for contract extension
	The contract period may be extended by a maximum of two (2) years for all objects by mutual consent of the bus operator and the PTA ordering the services.

	Is there an option for automatic contract renewal? 
	There is no right for automatic renewal.

	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 Metropolitan Area 

	Total annual passenger trips, all modes
	84.4 million

	Bus mode share
	

	Annual bus km. Operated
	

	Annual bus capacity-km
	

	Annual bus ridership

- urban 

- suburban
	

	Annual bus passenger km.
	34.4 million 

	Average bus trip length
	

	Average load factor
	

	Average boardings per trip
	

	Bus fleet size

- city bus

- articulated

- minibus
	

	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
	€66.6 million (bus and train)

	Average revenue per trip
	€0.79

	Average single fare per trip
	

	Bus Cost recovery ratio
	62% (bus and train)

	Bus Annual operating subsidy

- total

- service support

- fare support

- concessionary
	€35.4 million (bus and train)

Mostly, the subvention is designed to lower the cost of the transportation tickets, rather than to subsidise individual lines

	Bus Annual capital expenditure

- infrastructure

- buses

- other
	

	Public transport subsidy as % of city budget
	72.5% of the YTV budget. However, YTV activities are mostly passenger transportation and waste management, and do not include the many other functions of the constituent Municipalities.

	Bus subsidy as % of total PT subsidy
	

	Subsidy per bus passenger boarding
	


Table 5 : Public Sector Performance Measures

	City
	Helsinki Metropolitan Area

	Number of different operators providing services
	6 

	Number of routes bid in open tender
	2002 Tender round : 

31 routes in 19 lots

	Tendered routes as % of total routes 

- by routes

- by annual kms.
	100%

100%

	No. tender rounds per year
	During transition phase to tendering, 2-4 rounds per year 1995-2001. Since then, stabilised to one per year.

	Average tender unit size : 

- buses

- routes

- annual kms.
	2 routes (range 1-5)

	Average bids per tender unit
	In 8 tendering rounds from 1998 to 2001,  range from 3.5 to 4.7

	Frequency of surveys to check for reliable service
	

	% of checks below acceptable standard
	

	Frequency of Boarding / alighting survey
	

	% passengers checked for fare payment
	0.33%  (total 277,000)

	% checked passengers found with fare irregularities
	0.08% of all tickets inspected (total 2,275 cases)

Total 1,162 penalty fares were issued

	Number of formal meetings with public
	

	Market research 

- surveys of passenger demand

- surveys of passenger satisfaction

- surveys of passenger preferences

- surveys of fare affordability
	Surveys of customer satisfaction are carried out twice per year for each services, and this is used to determine bonus/penalty for the contracted operator.

	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
	The fare system is now almost entirely converted to a smart card based system – TravelCard, started in 2001 – which contains stored value (own-account, not a bank-based electronic purse). At January 2003, about 70% of customers used smart cards; by summer 2003 it is aimed that 100% will use them. This system supports the integrated tariffing and ticketing system for all the YTV region. In 2002-3, about 700,000 Travel Cards were sold, including Helsinki City (it is not possible to separate the numbers by area).

	Estimated monthly trips by monthly ticket type
	

	Number of bus shelters
	

	% stops with bus shelters
	

	Number of bus interchange points
	

	Number of bus terminal points
	


Table 6 : Operator Performance Measures

	City
	Helsinki  Metropolitan Area

	% Achievement of minimum scheduled km. 
	Bus : 99.93%

Train : 98.2%

	Number of routes operating at or above Reliable Service minimum
	

	Breakdowns in service per million bus km.
	

	Average age of buses in fleet
	

	% availability of total fleet at peak
	

	% of buses parked off-street overnight
	

	Serious accidents per million bus km

- fatal

- serious injury
	

	% services one-person operation
	

	Staff per PVR

- drivers

- engineering

- administrative
	

	Average operating cost per km., by bus category, by operating group
	


Table 7 : Key documents

	City
	London

	Applicable transport law
	Not provided

	Public transport regulations
	Not provided

	Transport Authority legal bias
	Act empowering YTV available

	Invitation to tender documents
	Available, some in Finnish

	Contract documents
	Available, some in Finnish


