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Background

• For several years, the City of Helsinki has provided clients with various 
services that support employment, such as training and guidance. The 
duration of training is usually 6–12 months. 

➢ The employment impact of performance-based training has often 
remained low (at about 10%)

• We launched a workshop project to clarify the target group of the service 
and identify the core of the training

• We specified the customer group as unemployed persons in difficult 
labour market situations who need intensified multidisciplinary support

• The cornerstones are on-the-job training and support at the workplace, 
and the integration of the acquired service into our basic processes

➢ In the summer of 2019, we concluded that a typical, open call for tenders 
might not bring the desired result.
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Target group description

Need for intensified multidisciplinary support
• The person may not have a medical diagnosis, but their barriers to 

employment are significant and often involve neuropsychiatric features 
• Unable to find work independently, need customised work tasks
• Special education institution graduates
• Mental health or substance abuse rehabilitees

Challenges related to motivation and executive functions
• Shy and insecure, fear of social situations: “I overslept, the Metro wasn’t 

running, I came up with a new idea…” 
• Frequent interruptions, the clients may disappear in the middle of the 

training, and we never find out why they stopped.

In summary: “Clients who are always picked last.”
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“Instead of buying a ready-made service, let’s develop 
the service together.”

• Specialist sends client to external 

coach X

➢ “Did they arrive?”

➢ “What did you agree at the 

career guidance?   

➢ What was the outcome?”

= communication problems,

fragmentariness

• It is more profitable for service 

providers to take clients that are 

“easy to employ”

• The coaches are part of the youth and 

adult services teams, partner model

• The coaches joins the client at the 

workplace, also supporting the work 

community

• The service path becomes more goal-

oriented and continuous

• More efficient time management for 

the Employment Services specialist

• The client finds employment or 

another meaningful solution

Pitfalls of previous training services What are the aims of this innovation partnership?
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Why innovation partnership?

Innovation partnership can be selected as the 

procurement model if there are no products or 

services available on the market that meet the 

needs of the contracting entity.

However, innovation partnership may also be 

used if there are solutions on the market which 

are close to the needs of the contracting entity, 

but which do not meet all of the requirements, for 

example, in terms of quality, specific client 

needs or the degree of development.

Sections 38–39 of the Act on Public Procurement 

and Concession Contracts (1397/2016)
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The tendering process took a year

Two candidates were selected for 
the development phase 12/2020 

Three submitted a final tender

Five service providers were selected for the 
negotiation phase on the basis of the criteria of 
the preliminary call for tenders (written section + 

two days of workshops)

Nine service providers submitted an application for 
participation. All met the minimum requirements and 

received the preliminary call for tenders.

Market dialogue 1/2020
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Preparing the criteria for the final 
call for tenders was quite an effort

Qualitative assessment 70 points:

1. Compliance of the solution with the 

objectives and innovativeness (30 points)

2. Integrability of the solution, i.e., how well the 

elements come together (10 points)

3. Professional expertise of team members

(10 points)

4. Project management in a multi-producer

environment (10 points)

5. Product development expertise and social

responsibility (10 points)
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Core of the procurement process in development phase

• Timing of the development phase (January – June 2021) was probably the 

worst possible for collaborative development

➢ Start of the Municipal employment experiment changed the entire 

organization, about 50 000 new clients and 300 employees were 

transferred to the city of Helsinki at the same time.

➢ COVID-19 prevented face to face meetings. 

• Goals for the development phase 

➢ To experiment a new way to produce training services in real life 

environment. Goal of clients was 200 – result 105.

➢ To build a definite result-based bonus model together with the 

contracting entity and two service providers.
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Requirements of an innovation partnership

From the contracting entity’s perspective

• Long contract period and continuously learning new things

• Substantial additional resources (people and money)

• Management during the development phase

• Courage to address the weaknesses of one’s own organisation

• Perseverance and good negotiating skills

From the service provider’s perspective

• Long production stage – long commitment

• Identifying the weaknesses and strengths of one’s own organisation

• Development must not stop – continuous assessment
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What did we learn?

• Both parties must be able to critically examine their own activities, 
analyse and take the necessary corrective action. Everyone must also be 
ready to give up something.

• Collaborative development is a demanding team sport. Not suitable for 
those who want to do everything themselves or who are looking for easy 
wins. Requires good networking skills, diplomacy and the ability to see 
things from the other’s perspective. Mutual trust is needed in order to 
succeed in collaborative development.

• The parties must be prepared for setbacks and resistance to change. 
Developing an organisation’s operating models is difficult and requires 
determined management.

• If the result is not what we expected, for whatever reason, we cannot just 
blame the partner, but we also have to look in the mirror.
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Results 7/2021 – 3/2022

Total results entitling the provider to a result-based bonus during the 
production phase, 82 clients

➢ Employment contracts valid until further notice 20
➢ Fixed-term employment relationships over 6 months 11
➢ Fixed-term employment relationships under 6 months 11
➢ Pay-subsidised work in a company or organisation 15
➢ Pay-subsidised work at the City of Helsinki 13
➢ Starting vocational education 12

Development phase 1/2021–06/2021 results, 14 clients

A total of 288 clients have started the training service
➢ 96 clients have progressed either to work or vocational training (33.3%)
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Innovation partnership 

delivers results!


