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Executive Summary  
 

The SPICE project aims to collect and disseminate the best practices in innovative 

procurement for transport and mobility projects in Europe. This deliverable presents 11 cases 

of innovation procurements in the transport sector from various countries in Europe. These 

cases cover a wide range of topics and have been grouped into four categories: Alternatively 

fuelled vehicles (3 cases), Intelligent Transport Systems and Services – ITS (3 cases), 

Mobility Services (1 case) and Others (4 cases).  

For Alternatively fuelled vehicles, 3 cases have been presented including a procurement of 

electric vehicles by Upper Austrian Government, City of Tampere’s procurement of electric 

buses and the Intelligent Energy Europe (IEE) funded COMPRO project. These cases have 

looked into various challenges public authorities faced when purchasing electric vehicles and 

various solutions through innovation procurement. These cases also summarise lessons 

learnt by comparing successful and failed joint procurements for electric buses. The 

procurement of electric vehicles by Upper Austrian Government considered innovation and 

used Life-Cycle Costing (LCC) as one of the award criteria of the contract.  In addition to 

LCC, and as one of selection criteria, City of Tampere also took into consideration of energy 

saving and reduction in CO2 when procuring electric buses. Within the COMPRO project 

funded by IEE, French cities, Nantes Métropole and Angers Loire Métropole successfully 

carried out joint procurement of electric buses for the two cities. However, Bremen, the 

German city, was not able to participate in the joint procurement, due to various technical 

specifications.  

Procuring ITS is often not possible via standard procurement procedures and standard 

contracts that allow you to buy off-the-shelf solutions. Therefore innovation procurement 

approaches is particularly important for the ITS sector. Exploitation of benefits of innovation 

procurement approaches can significantly accelerate deployment of various ITS technologies 

which often bring considerable benefits to a city such as reduced congestion and delays as 

well associated emission and air pollution. Procurement of real-time traffic data by Danish 

Road Directorate is an excellent example to show how to use public procurement to 

purchase an innovative solution. The Danish Road Directorate applied preliminary market 

consultations, publishing parts of the technical requirements for hearing, before publishing 

the final tender in order to help the authority to draft tender document and contracts. City of 

Copenhagen has used Public Private Innovation cooperation (PPI) prior to the tender of a 

complex ITS contract containing five main ITS topics in order to achieve its ambition of 

becoming the first CO2-neutral capital city. Amsterdam Practical Trial (APT) in in-car traffic 

management services has used various innovation procurement approaches such as market 

consultation, competitive dialogues etc.  

For the mobility service, Northampton in UK has shown how to use public procurement to 

save costs while purchasing customer tailor –made solutions. In Northampton, procurement 

a Home School Transport Service Contract has been done via the Reverse E-Auction 

Procedure. Significant cost savings were achieved through the use of a multiple operator 

framework contract and reverse e-auctions. The first revers auctions held in 2010 led to a 

saving of 30% compared to contracts tendered in previous years.  
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Innovation procurement can also be used for large infrastructure projects. Construction of the 

Tampere Tunnel by Finnish Transport Agency (FTA) has used Competitive Procedure with 

Negotiation to enter into an Alliance Model contract with a consortium of contractors. Such 

contract has facilitated the partnership between the procurer and the supplier in which risks 

and savings are shared. This led to significant savings in time and money.  

Northamptonshire Country Council has procured a long-term Highways Contract through the 

Competitive Dialogue Procedure. The competitive dialogue was chosen to discuss elements 

of the contract with bidders and build up a relationship between them and the council, which 

is particularly important for such a long-term contract. With this contract, NCC did achieve 

their major goals like the reduction of CO2, increased recycling, more efficient use of salt, 

fewer defects like potholes, etc. 

City of Copenhagen has used Competitive Dialogue for its ambitious Intelligent Street 

Lighting project which plays an important role in reduction of CO2 emission of the city. Using 

Competitive Dialogue enabled the city to understand the market and state-of-the art of the 

street lighting, as provided good understandings of requirements from the procurer and 

suppliers, thus ensuring the solution purchased fitting the needs of the city in short and long 

terms. This was the first time for the city to use Competitive Dialogue for public procurement. 

The lesson learnt is that such dialogue can be very efficient, but also very costly and time-

consuming, which should not be underestimated by other cities.  

Another example from City of Copenhagen is Copenhagen Solution Lab using a co-financed 

Public-Private Innovation cooperation (PPI) to develop a Street Lab. Through the PPI, a 

number of innovative solutions covering a wide range variety of topics: smart parking, waste 

management, air quality and noise monitoring, mobility monitoring, data offloading are 

selected. Through the PPI, those solutions can be tested in Copenhagen between 2016 and 

2018 without additional investments from the city.  

1. Introduction 
The main goal of SPICE is to provide a domain for sharing experiences on public 

procurement of innovation of transport and mobility solutions and to analyse these 

experiences to formulate recommendations that can be used in the future by public procurers 

in Europe.  

SPICE is a two-years project (September 2017 – August 2019) funded by the European 

Commission under Horizon2020 program. Experts from seven member states (incl. Denmark, 

Netherlands, Finland, Belgium, Germany, Austria, United Kingdom,) work together in 

collecting, analysing and disseminating the experiences. A large SPICE stakeholder group 

consisting of procurers and suppliers have been set up to receive the results of the SPICE 

project and to enable them to comment and review the results. This will leads to capacity 

building and raising awareness in this area. For further detail on the main objectives of 

SPICE and creation of the stakeholder group please refer to D 5.2 SPICE Stakeholder Group 

Launch. 

Procurement of innovative solutions is a very complex and time consuming process. This is 

due to that fact that innovative solutions usually are not a complete off-the shelf and market 
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ready solution which the supplier could deliver right away. In most of the cases, part of the 

solutions is ready to be delivered and the other part needs to be developed and customised 

based on the requirements of each procurer (i.e. public authorities). Customisation of the 

solutions to meet the requirements of the public procurer is a demanding process both at the 

supplier side and at the procurer side. From the procurer side there is a significant need to 

invest on determining the scope of the project, technical requirements and specifications, as 

well as choosing a compatible legal framework to be able to address the innovation. From 

the procurer side, there is a significant uncertainty with regard to the actual cost versus the 

estimated budget, mainly due to the nature of the uncertainty of innovation as well as 

unknown costs for processing the legal framework, specifications, communication etc. 

From the supplier side, the business model, scalability and market adaption, rate of 

investment and securing the internal competences are the keys in order to enter the dialogue. 

Being innovative and customised for each customer limits their chances for replicability and 

scalability of these solutions for other potential customers; hence, this limits the number of 

players in the market to be able to enter the tender process. This could usually lead to have 

a restricted number of qualified bidders, which also limits the competition on the innovation 

and price aspects.  

The EU Directive 2014/24/2014 is designed to pave the way for public procurers for 

conducting the innovative procurements. This framework aims to motivate and enable 

regional and city authorities to pursue innovative procurement; however, there is a difference 

in approaches taken by various cases, and the way Directive (2014/24/2014) has been 

implemented. There is a lack of knowledge, experience and competences in public procure 

side to implement tools provided in the directive. Therefore, SPICE projects aims at providing 

a domain for bringing this knowledge and capabilities into action for public procures and 

stakeholder groups. 

In order to make the Directive (2014/24/2014) more useable for the public procurer, SPICE 

aims at collecting  current implemented and ongoing procurement projects that are using 

various procurement procedures and approaches which have been conducted within the 

framework of the EU Directive (2014/24/2014). There is still, in general, very limited number 

of experiences available; however, by looking at the procedures used in different projects, 

and also learning from experiences of procurement projects conducted under the previous 

directive 24/18/EF, a trend of common issues, challenges and lesson learnt can be extracted.   

In this deliverable, SPICE team have tried to collect a number of cases which all involved the 

innovation aspect and tried to summarise the experiences of the ´early adopters` and make it 

accessible for the potential public procure and in this way stimulate the uptake and 

deployment of the innovative solutions in Europe and beyond. 

SPICE is aiming at creating a process for public procurers to be able to have a simple pre-

evaluation of their cases and estimate the efforts needed, challenges and opportunities for 

implementing this procedure. The task of Best Practice Catalogue, which is the main 

objective of this deliverable, is one of the initial steps in providing the public procurers with 

knowledge and experiences about this tool. Due to the limited number of projects 

implementing the EU Directive (2014/24/2014) and diversity of the topics, this deliverable 

was not able to provide a completed and holistic view of all the existing cases under the new 
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directive. Instead, SPICE has tried to focus on a limited number of cases which all have a 

clear focus on innovation; and fit the SPICE project scopes; as well as we were able to 

collect comprehensive knowledge about the procedures and approaches. 

The best practice data collection activity in SPICE will continue toward the next deliverables 

D5.4. “Brochure of the Best Practices of Procurement” due in month 20 of the project (April 

2018), which aims at providing further cases and deeper analysis of the various aspects of 

the innovation procurement. The results of the D 2.3. will be used as an initial input for the 

next step in SPICE, which will focus on analysing various technical and legal aspects of 

procurement of innovation within the scope of SPICE and determining the recommendations 

for public procurers. 

Moreover, this document will be distributed among our stakeholder groups to have an initial 

feedback and evaluation of the quality of the content, structure, usefulness and potential 

improvements to be incorporated in the next deliverable D 5.4.  

2. Purpose of this document 
This report is mainly designed in response to the increasing demand and interest for public 

authorities to increase utilisation of innovative procurement approaches and addressing the 

lack of in house knowledge, experiences and competences on implementing such 

approaches and the tools provide for in the EU Directive (2014/24/2014) in practice. This 

report has tried to present a limited number of collected cases classified under the four 

predetermined cluster topics namely: 

 Alternatively fuelled vehicles  

 Intelligent Transport Systems and Services 

 Mobility Services 

 Others 

The choice of these cluster topics is based on the fact that these are the main areas of 

interest and development focus observed in a wide range of the cities and regional 

development; aiming at smart and sustainable city development in the recent years.  

The cases collected and presented under each cluster topics were qualified based on a 

number of criteria. The selection criteria are divided into a number of common and case 

specific criteria which are summarised as follows. It should be noted that all the cases should 

have addressed the essential procurement requirements, but the case-specific criteria could 

be optional and not necessary to be addressed as whole. 

 The common criteria  

o A clear focus on procurement of innovation 

o Use of the EU- Directive (2014/24/2014) 

o Classified under one of the main cluster topics 

 

 A case may address one or more of the following specific criteria 

o It addresses R&D challenges 

o Clean and new fuel type 
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o Novelty of the project or approaches 

o Scalability and replicability of the solutions 

o Dialogue based procurement procedures are used (i.e. This comprise 

competitive procedure with negotiation, competitive dialogue, innovation 

partnership and design contest)  

o Market consultation is used 

o Complexity of the project and broadness of the interest 

The target group of D2.3 is the SPICE stakeholders and general public procurers. Hence, 

D2.3 is considered as an intermediate report enabling SPICE team to evaluate the content 

and structure of the collected cases from the stakeholders’ point of view. This document 

focuses on presenting a number of selected cases and will be used as an initial evaluation 

for SPICE team to ensure that the content and the method of presenting cases are useful 

and understandable for the public authorities and stakeholder group. The evaluation criteria 

from the SPICE team point of view can be considered as; completeness, level of presented 

details, missing information, readability, quality of the content and novelty of the topics etc. 

Correspondingly, the stakeholder feedback and comments will be considered and 

incorporated in the D5.4. to address the stakeholders needs and future interests.  

It is worth mentioning that the number of cases presented in each cluster topic is limited. 

However, this should not be interpreted as limitation of the knowledge. First, there are a 

number of underlying factors for that; the level of development and focus of investment in 

various member states are very diverse. There are limited numbers of public authorities 

investing in for example intelligent transportation solutions compared to investment on the 

transport infrastructures. Mobility services is also another new approach which many 

authorities are looking into this and the variety of the sub-topics is high, hence relevant cases 

for transportation and scopes of SPICE are quite limited. This means that there is an inherent 

limitation in the number of available cases. 

Second, the practice of collecting cases has turned out to be very difficult. One of the 

reasons are the lack of accessible lists or references on relevant procurement projects 

meeting the relevant criteria mentioned above. Usually, the knowledge is within the country 

or offices and there is a huge effort needed to spot these projects. Moreover, finding the 

person who can share the non-written knowledge and experiences behind the tender 

material is very difficult. In most cases, the tender documentation and specifications only 

focus on the end solution; however, for us the reason behind the choice of innovation 

procurement approaches and the instruments used is of interest. Knowing the organisational 

barriers, legal challenges and requirements for the solution leading to make choices are not 

documented. Hence, great time consumption and resources are required for finding the 

relevant person and for collecting the information via person-to-person interview. Another 

barrier is the lack of time and sometimes trust for sharing those experiences. There is a 

tendency to always talk about good stories and challenging cases and internal organisational 

issues are considered as sensitive topics which people are not willing to share.  

Third, the audience of these types of documents can also be different (legal experts and 

technical experts, planners, policy makers etc.). Hence, finding the right balance and 

structure for all cases is not a straight forward task. Therefore, SPICE team has tried to focus 
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on a limited number of cases and instead of quantity; focus is diverted to the quality of cases 

and presented information.  

SPICE aims at distributing this document through various channels including but not limited 

to SPICE stakeholder group, website, webinars, workshops, etc. Therefore, the stakeholders 

are highly encourage to send us their comments and it will be ensured, that any comments 

will be considered and incorporated in the future deliverables.  

3. The structure 
This document is structured into two core section. Below is a short overview of each part of 

the document.  

 Part 1 (scope):  
- The main objective and target group of this project; 
- Description of the clusters, structure and case collection methodology 

 Part 2 (catalogue of the selected cases):  
- Summary of the selected cases; 

 
This document does not need to be read sequentially. Readers are encouraged to jump to 

any section they find relevant. 

4. Relationship to Other Documents 
The current deliverable D2.3 Catalogue of Best Practices is one of a series of deliverables of 

SPICE. Deliverable D2.1 “Specification of required input” defined what information is needed in the 

collection of best practices and D2.2 “Definition of clusters and categories” defined how this 

information will be structured to disseminate the experiences and to analyse the information 

to formulate recommendations. The outcomes of D2.3 will be used in work package 3: WP3 

– “Analyses and recommendations on legal and technical issues” and work package 4: WP4 

– “Coordination of Common Buyers Groups”. The work is supported by work package 5: 

WP5 – “Engaging Stakeholders and Dissemination”. Finally, the deliverable 5.4 Brochure on 

Best Practices of procurement in Europe (due in April 2018) will provide information about all 

the best practices collected. Deliverable 5.7 a white paper on SPICE recommendations will 

give the recommendations and learning points.  

5. Cluster topics and Structure of Best Practices 

The cluster topics 

There is a wide range of definition for each of the cluster topics. In order to determine the 

clear focus of SPICE project a brief definition of each cluster topic and potential relevant 

subtopics are presented in this section. 

Alternatively Fuelled Vehicles  

In general this topic focuses on the all types of innovation procurement which are either 

focused on the fleet itself or the infrastructural requirement for these types of vehicles. In 

summary, an alternatively fuelled vehicle is known as a vehicle that runs on a fuel other than 
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traditional petroleum fuels (petrol or diesel) such as (e.g. compressed natural gas, methane 

blend, electricity). Two of the main dominated objectives of these types of projects are 

energy efficiency and reducing the negative environmental impacts (i.e. air and noise 

pollutions). The sub categories of this cluster can be considered as: 

 Renewal of public transport fleets: 

o Urban and rural buses, 

o Rail services (trams, tubes, trains), 

o Taxis and public services for disabled and elderly 

 Renewal of logistics and goods delivery 

 Renewal of city maintenance and construction service fleets  

 Renewal of infrastructural adaptation  

o Tank station 

o Charging point 

o Maintenance services 

o Parking 

Intelligent Transport Systems 

Intelligent transportation systems (ITS) are known as advanced applications aiming to 

provide innovative services for various modes of transport and traffic management and 

enables better information for users, safer and more sustainable and efficient use of the 

transport network capacity. ITS integrated and bridges between telecommunications, 

electronics, information technologies and transport engineering aiming at improving the 

efficiency of the transport infrastructure and services. ITS as other cluster is very broad and 

covers a wide range of procurement projects including but not limited to the following sub-

topics: 

 Traffic management system 

 Advanced travellers and information systems 

 Traffic data collection and monitoring services (i.e. sensors, floating car data, 

cameras etc.) 

 Traffic control systems (i.e. traffic light controllers, toll collections, etc.) 

 Transport modelling and simulations 

 Communication technologies (i.e. urban network infrastructure incl. Fibre, 3G, 4G, 

etc.) 

 Cooperative systems (i.e. vehicle to infrastructure, vehicle to vehicle, and 

infrastructure to vehicle) 

 Road safety 

 Cyber security systems 

 Parking management 

 Public transport demand management 

 Etc. 

Mobility services 

The topic of mobility services has a great overlap with all the clusters and it’s very hard to 

distinguish it as such. The mobility services definition in this project is mainly focused on a 

broader aspect of the urban and rural mobility and providing the services to meet the 
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requirements of citizens and users for their daily transport needs. This topic can cover a wide 

range of public procurement project under the sub-topics of: 

 Park and ride facilities 

 Car and bike sharing 

 Electronic ticketing 

 Social services and social inclusion 

 Road safety  

 Multimodal travel demand services 

 Etc. 

Other 

The category of others is considered for different types of procurement that are innovative; 

however, cannot directly fit into the above mentioned clusters. This category is considered to 

enable us for collecting any possible novel projects and procedures which could create a 

great learning that can be adopted into other areas of  transport and mobility projects.  

The structure per best practice 

The cases are presented in the following structure: 

1. Short Information about the Best Practice Case 

2. Key Points 

3. The Procurement Objectives 

a. Brief description 

b. Innovative Aspects 

4. The Procurement Process 

a. The Procurement Procedure 

b. The Contract award Criteria 

c. Phases of the Procurement 

5. Key Results 

a. Winner of the Tender 

b. Contract tendered 

6. Key Lessons Learnt 

7. References and Further Information 

Best practices presented 

In this section an overview of the cases presented in this document are summarised (See 

Table 1). . The practice of best practice collection will continue until April 2018 where all the 

cases selected will be presented in the D 5.4. Brochure of Best Practices of Procurement.  

Method of data collection 

Various methods and approaches have been used for collecting the information of the cases.  

 Interview 

o A template for interview questions was determined in D2.1. This template has 

been used for live interviews of the project managers, legal experts, contract 

managers etc. to collect the information and knowledge behind the tender 
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process, choice of the procedure etc. Various methods of interviews have 

been used, in person, telephone or request for sending the answers. 

 Tender material 

o In most cases, the tender materials are publically available. In order to fill in 

the gaps and factual parameters, it is tried to use the tender materials to 

complete the case information. 

This practice will continue to add cases as well as to quality check the collected cases and 

make them ready for publications. A summary of the collected cases are presented in Table  

6. Conclusions 
One of the main objectives of the SPICE project is to collect and disseminate the best 

practices in innovative procurement for transport and mobility projects in Europe. This 

deliverable presents 11 cases of innovation procurements in the transport sector from 

various countries in Europe. These cases cover a wide range of topics and have been 

grouped into four clusters (see Table 1). 

Those cases have shown that various procedures can be applied to address different 

challenges. Public procurement in the transport and mobility sector is very challenging as the 

sector is experiencing a very innovative period. To enable innovative solutions to be 

purchased which can bring short and long term benefits to a city or a region, public procurers 

can learn from those cases and use these cases as examples to design their own tenders to 

address various challenges they face. The SPICE consortium will continue to collect cases 

through the project course and facilitate knowledge transfer through various methods such 

as webinars and capacity building programmes etc.   
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Table 1. List of the selected cases. 

Clusters  Case Key procurement characters  

Alternatively 

fuelled 

vehicles 

Procurement of electric vehicles by Upper 

Austrian Government 

Life-Cycle Costing (LCC) as method 

to estimate the costs during the 

needs evaluation 

City of Tampere’s procurement of electric 

buses and charging stations 

Life-Cycle Costing (LCC) and 

reduction of CO2 emission as 

selection criteria; Open procedure 

Intelligent Energy Europe (IEE) funded 

COMPRO project 

Joint procurements including 

successful examples and failed case 

Intelligent 

Transport 

Systems 

and 

Services  

(ITS) 

Procurement of real-time traffic data by 

Danish Road Directorate 

Preliminary Market Consultation; 

Competitive Dialogue 

ITS project in City of Copenhagen  Public Private Innovation (PPI)1 

Amsterdam Practical Trial (APT) in in-car 

traffic management services 

Market Consultation, Competitive 

Dialogue 

Mobility 

Services 

Procurement of a Home School Transport 

Service Contract 

Reverse Auction Tool 

 

Others 

Construction of the Tampere Tunnel by 

Finnish Transport Agency (FTA) 

Finnish Alliance Model; Competitive 

Procedure with Negotiation 

Long-term Highways Contract by 

Northamptonshire Country Council  

Competitive Dialogue  

City of Copenhagen’ Intelligent Street 

Lighting project 

Competitive Dialogue 

Copenhagen Street Lab Public-Private Innovation 

Partnership2 

 

                                                           
1 The R&D-collaboration is called Public-Private-Innovation cooperation, in Danish abbreviated OPI, in 

English PPI. The abbreviation PPI must not be mixed up with the concept of “Public Procurement of 

Innovation”, also abbreviated PPI. 

 
2 see note 1 
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7. Appendix:  

Catalogue of Best Practices 
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Content of the Catalogue of Best Practices  

Upper Austria & Carinthia: Purchase E-Vehicles to test 
economic efficiency, direct purchase 

Vehicles p. 17-22 

City of Tampere: Procurement of E-Buses, Charging Station 
and 4 Depot Chargers 

Vehicles p. 23-29 

Bremen: COMmon PROcurement of collective and public 
service transport clean vehicles – Joint Procurement 

Vehicles p. 30-37 

Danish Road Directorate: Procuring Real-Time Traffic Data 
using the Competitive Dialogue 

ITS p. 38-45 

Copenhagen: Purchase of intelligent transport solutions, 
Restricted Procedure and use of a Private Public Innovation 
Partnership (R&D cooperation)  

ITS p. 46-54 

Amsterdam Practical Trial: Procurement of in-car traffic 
management services – Design Contest 

ITS p. 55-61 

Northampton: Procuring a Home School Transport Service 
contract – Reverse Action Tool 

Mobility 
Service 

p. 62-68 

Finnish Transport Agency: Construction of the Tampere Tunnel 
– Alliance Model, Competitive Procedure with Negotiation 

Other p. 69-77 

Northamptonshire: Procuring a long-term highways contract, 
competitive Dialogue 

Other p. 78-87 

Copenhagen: Procurement of Intelligent Street Lighting, 
Competitive Dialogue 

Other p. 88-95 

Copenhagen: Copenhagen Street Lab, Procurement of R&D Other p. 96-98 
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Within this cluster, the following procurements and topics are covered: 

1.) Alternatively fuelled vehicles: these vehicles are defined as any vehicle that is designed to “operate on an 

alternative fuel (e.g., compressed natural gas, methane blend, electricity). As defined by the Energy Policy Act, any 

dedicated, flexible-fuel, or dual-fuel vehicle designed to operate on at least one alternative fuel. Therefore “an 

alternative fuel vehicle is a vehicle that runs on a fuel other than traditional petroleum fuels (petrol or diesel fuel); and 

also refers to any technology of powering an engine that does not involve solely petroleum (e.g. electric car, hybrid 

electric vehicles, solar powered)”. 

SPICE is focusing on any alternative-fuel vehicle that has potential to reduce air pollution and improve energy 

efficiency, to address climate change issues. This covers all type of vehicles purchased by public procurers such as: 

 Public transport vehicles 

o Busses 

o Tram 

o Tube 

o Train 

o Others 

 Sharing or renting vehicles purchased by public procurers: 

o Bikes 

o Cars 

o Busses  

o Others 

 logistics vehicles  

 transport vehicles for disable and elderly when applicable 

 Clean sustainable fleets  

2.) Infrastructure adoptions: Often also small infrastructure adoptions are needed when procuring new systems; 

these needed adoptions are also covered by Cluster Topic 1. One example is charging infrastructure for electric 

vehicles.  

[1] http://en.openei.org/wiki/Definition:Alternative-fuel_vehicle 

Cluster 

Topic 
1 

Alternatively Fuelled Vehicles and 

Infrastructure 

 

http://en.openei.org/wiki/Definition:Alternative-fuel_vehicle
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About this Best Practice Case 

This Best Practice Case is interesting for other Public Procurers because the objective of Upper Austria and 

Carinthia (two federal states of Austria) was not just to procure Electric Vehicles for its fleet, but to learn more 

about the economic efficiency of such vehicles in relation to their fleet management system. The aim was to solve 

questions like: how can it be ensured in the software that the tested electric vehicles have a minimum usage per 

year; how can the e-vehicle be prioritized in the fleet management system especially for longer routs that 

employees want to book and how is their conduct and energy consumption in real daily usage 

(wintertime/summertime) compared to the manufacturers specifications. The main goal was to determine if and 

how the vehicles in the existing fleet could be changed to electric vehicles with the same amount of vehicles, the 

same budget and being more environmental friendly. 

 

 

  

Procurement of electric vehicles to test the economic efficiency 
Provincial government offices of Upper Austria and Carinthia 

Title: Procurement of electric vehicles to test the economic efficiency 
Cluster Topic: Vehicles 
Procedure: Direct Award Contract (DAC) 
Country: Austria 
Procuring Authority: Upper Austrian Government 
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Upper Austria & Carinthia: Direct awarding of three electric 

vehicles to test their economic efficiency within the 

existing fleet and fleet management system  

 

The Procurement Objectives  

Brief description 

Electric Vehicles (e-cars) are on the front run these days as cities and regions want to fulfil 
their environmental goals and lower the CO2 emission. Governments created several 
instruments, like state subsidies for a private buyer of an e-vehicle or changes of taxation, 
that start to have an impact. But how can a public procurer guarantee the economic 
efficiency of e-cars in its own public fleets, without higher costs due to the sustainability goals 
that the government wants to meet? Are there re-useable practical tests and guaranteed 
performances? Can one integrate a new charging concept, such as the time schedules of 
employees and their meeting duration in the fleet management software, in a way to foster 
the economic efficiency of the e-cars?  
 
E-cars have often a considerably higher price when considering only the purchase price and 
not the live circle costs. Even if one considers the life-cycle costs (LCC) e-cars are only 
economically efficient if they are used for a large number of km per year. The Upper Austrian 
authority calculated that in their situation e-cars can only be economically efficient with a use 
of more than 15,000 km per year. The energy price of electricity is considerably lower than 
for fuel, but only with a high usage this compensates the higher purchase price.  
 
Another fact to consider is that they do not have the same range (travelling distance without 
re-fuelling/re-charging) as petrol engine vehicles and therefor it was not clear in this case, if 
they can be used for every route. 
 
The government of Upper Austria has a fleet of about 300 vehicles for immediate use. E-cars 
have been procured in Austria, but no real practical tests have been done to evaluate their 
usability and economically efficiency in a public fleet. Many cities and federal states procured 

Key Points 
 An investigation to determine if a change of the allocation of vehicles in the fleet 

management system software can lead to at least a usage 15 000 km/year of the e-

cars to guarantee its economic efficiency  

 Tests of three electric vehicles in practice 

 Integrating a charging concept in the fleet management system that relates to the 

calendar and to meeting durations of the employees that use the vehicles 

 The project was awarded with the Austrian Innovative Procurement Price 
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one or more electric vehicles and just use them for about 3,000 km per year, which does not 
lead to clear results and clear evidence about their performance.  
 
Therefore the Upper Austrian Procurement department set the following goals and 
requirements for the testing of e-cars within their public fleet: 
  

i)  Each vehicle has to be used at least 15,000 km per year and in different 
seasons (wintertime, summertime); 

ii)  Test at least two different models of e-cars in different price ranges to assess 
their long term economic efficiency; 

iii)  The additional cost for the charging stations had to be covered via sponsoring 
or similar; 

iv)  Learn about practical performance; 
v) Build 5-6 charging station at often visited district administrations, to charge 

during the meeting time and test a new charging concept;  
vi) The last charging station built is an intelligent charging station to test if the 

data provided by the station leads to saving of administrative resources - for 
example, through automatically accounting of business trips; 

Reasons for this procurement  

For the procurement department of Upper Austria the main goal, when it comes to procure 

vehicles for their fleet, is not fulfilling environmental criteria but the economic efficiency, 

which they have to guarantee. They have a limited budget for the vehicles required for the 

travels. At the moment the decisive factor in fleet procurement is the financial benefit, 

although environmental concerns are becoming increasingly significant in fleet procurement 

decisions. 

There are currently no requirements in Upper Austria that vehicles have to be replaced with 

zero-emission vehicles. This would also be very difficult to do as the department for 

procurement is required to guarantee the number of vehicles and the performance of the 

whole fleet for a limited budget. With the current project, the procurement department wanted 

to find out what they could do internally – like changes in the fleet management software or 

similar – to determine if e-vehicles can be economically efficient in practical usage. 

Innovative Aspects 

Although electric vehicles can still be considered as innovative and using life-cycle costing 

(LCC) to purchase them is quite new for many public procurers, the main innovative aspect 

within this purchase are the considerations behind it. The main goal was to learn how the 

vehicles can be economically more efficient when changing the fleet management system 

accordingly and what has to be done to do so.  

The results of this small purchase will help Upper Austria to know which and how many 

vehicles of their fleet can be replaced by electric vehicles in the future and how other fleet 

management perspectives have to adopt to the different requirements that such vehicles 

have (taking the charging time into account etc.).  

The setup of this procurement project was awarded with the Austrian Innovation 

Procurement price. 
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The Procurement Process 
In preparation of the tender the Upper Austrian Procurement Department used LCC-

Counters to assess what is needed to test economically efficiency. They also decided to use 

different vehicle models: two of the higher price range and one of the lower price ranges to 

assess if both are efficient.  

Procurement Procedure 

Key Reasons for using the Direct Awarding Contract 

As the value of the purchase is under threshold the purchase could be done via direct 

awarding also called below-threshold contract. This means the purchase was not subject to 

competition.  

Direct Award Contracts DACs in short 

“Public procurement should, in the majority of cases, be subject to competition to ensure best 

value for money.  DACs are also known as Single Tender Actions and occur when a contract 

is awarded to a contractor without a competition, or where there is a material change to an 

existing contract.”3   

Considering the life-cycle costs (LCC) or total costs of ownership (TCO) 

The Upper Austrian Procurement department was using the E-Mobility-Counter of the Linz-

AG to count the economically efficiency and life-cycle costs. This counter was found during 

the first preparation and research and used because it contained all information needed. 

Another similar tool, the European Commission is recommending the LCC Tool from the 

Clean-Fleet project. The following main costs have been considered: 

 

Costs 

Purchasing Costs of the Vehicle 

Costs in ongoing operation 

Taxes 

Maintenance costs 

Resale Value 

 

The technology of e-vehicles is quite new, which makes it difficult to estimate the resale 

value. Since about three years, resale values are listed in the so called “EUROTAX”, which is 

a list that can be used by public procurers to have reliable numbers for the resale value.  

Another method would be to use the total costs of ownership (total OLC) this is a method 

where environmental cost are also taken into account. The method is outlined in the CVD 

                                                           
3
 https://www.infrastructure-ni.gov.uk/articles/direct-award-contracts  

http://www.linzag.at/portal/portal/linzag/privatkunden/mobilitaetverkehr/emobilitaet/e_mobilitaetsrechner
http://www.linzag.at/portal/portal/linzag/privatkunden/mobilitaetverkehr/emobilitaet/e_mobilitaetsrechner
http://www.clean-fleets.eu/
http://www.clean-fleets.eu/
https://www.infrastructure-ni.gov.uk/articles/direct-award-contracts
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(Clean Vehicle Directive) and allows the public procurer to compare the environmental 

impacts of different vehicles in monetary terms. 

Following costs are added to determine total OLC, compared to LCC4: 

Costs 

Lifetime energy consumption costs 

Lifetime CO2 emission costs 

Lifetime NOx emission costs 

Lifetime NMHC emission costs 

Lifetime PM emission costs 

 

LCC and OLC can be used in different ways when procuring: 

• During the needs analysis to estimate the total costs (this was done in this case) 

• During the tender process as criterion to evaluate the most economic advantageous 

offer5 

Key Results 

The federal state government of Upper Austria and the federal state government of Carinthia 

decided to do this project in cooperation to learn about options and possibilities of replacing 

their conventional service vehicles with e-vehicles.  

The main results are the learnings listed below.  

It was also the first step in building a charging infrastructure in Upper Austria. In this way it 

also served as an example to encourage citizens to use this kind of new technologies. 

                                                           
4
 Clean Fleets Project 2014, Procuring clean and efficient road vehicles, p.26, URL: http://www.clean-

fleets.eu/fileadmin/files/documents/Publications/Clean_Fleets_Guide_-_Final__June_2014_.pdf  
5
 Annie Stålberg, EC Expert group, URL: http://ec.europa.eu/environment/gpp/pdf/expertgroup.pdf  

http://www.clean-fleets.eu/fileadmin/files/documents/Publications/Clean_Fleets_Guide_-_Final__June_2014_.pdf
http://www.clean-fleets.eu/fileadmin/files/documents/Publications/Clean_Fleets_Guide_-_Final__June_2014_.pdf
http://ec.europa.eu/environment/gpp/pdf/expertgroup.pdf
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Key Lessons Learnt 

As there have not been practical test like this before in Austria, the following aspects could 

be learned for future procurement of electric vehicles for public fleets: 

 

References and Further Information: 
1. Information on direct award contracts: 

https://www.infrastructure-ni.gov.uk/articles/direct-award-contracts  
 
2. LCC Counter from the LINZ AG: 

E-Mobility-Counter of the Linz-AG 

3. Guidelines to purchase clean vehicles: 

Clean Fleets Project 2014, procuring clean and efficient road vehicles, p.26, URL: 

http://www.clean-fleets.eu/fileadmin/files/documents/Publications/Clean_Fleets_Guide_-

_Final__June_2014_.pdf 

  

1. Using different kinds of e-cars showed that the cheaper e-vehicle (around 30,000 euros) 

can be economically efficient.  

2. The maximum range of the cars is about 50% lower than the manufacturer specifications 

say. It would be very helpful for public procurers to have reliable manufacturer specifications 

about the maximum range in real practical use that can be used also for the tender. An 

option could be to use penalties in the tender when the minimum promised performance is 

not reached.  

3. Optimising the allocation program of the fleet management system to the different 

requirements of e-vehicles proved to increase the efficiency. 

4. Charging Stations with just 22KW proved to be sufficient for the need of the fleet.  

5. The much higher energy consumption in the winter led to an even greater minus in the 

maximum range (km) of the cars. 

https://www.infrastructure-ni.gov.uk/articles/direct-award-contracts
http://www.linzag.at/portal/portal/linzag/privatkunden/mobilitaetverkehr/emobilitaet/e_mobilitaetsrechner
http://www.clean-fleets.eu/fileadmin/files/documents/Publications/Clean_Fleets_Guide_-_Final__June_2014_.pdf
http://www.clean-fleets.eu/fileadmin/files/documents/Publications/Clean_Fleets_Guide_-_Final__June_2014_.pdf
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About this Best Practice Case 

Main learnings of this case are how long term sustainable business models can be achieved 

or tested. Tampere purchased e-busses and charging systems due to no investment 

activities from the private side in this field. The aim was to achieve a system for one e-bus 

line that also provides a platform for future sustainable mobility. The case shows how to 

achieve feasible sustainable business models and how the private sector may be pushed 

into future investments. 

 

 

 

 

  

Procurement of E-Buses and Charging Systems 
City of Tampere 

Title: Procurement of E-Buses, charging station and 4 depot charges. 
Cluster Topic: Alternative Fuelled Vehicles 
Procedure: Open procedure, marked dialogue and consultation in advance 
Directive: 2004/18/EC 
Country: Finland 
Procuring Authority: City of Tampere, department of traffic planning 
TED: 2015/S 106-192311 and 2015/S 127-232079 
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City of Tampere: Procurement of E-Buses, Charging 

Station and 4 Depot Chargers  

 

The Procurement Objectives 

Brief description 

The City strategies in Finland are targeting cleaner, smoother and safer traffic as well as 
more enjoyable city centre areas for their citizens.  
 
One key enabler for procuring an innovative solution like this e-bus is that in Tampere, 

innovative procurement is deeply embedded in several strategic documents and objectives 

like the strategic procurement function, Tampere’s strategy and development plan, action 

plans, budgetary objectives and toolbox-material for procurers.  

To describe one example in more detail the procurement principles of the city of Tampere 

include innovative procurement in following way: 

The city of Tampere is seeing its public procurement as a tool to foster the birth of innovation 

and new businesses.  

Opening up city’s procurement process and plans are seen as key features in building Smart 

Tampere, which is currently forwarded by Smart Tampere-development program. 

Reasons for this procurement  

In 2016 City of Tampere has done a roadmap for future’s possible innovative procurements. 

The roadmap includes the framework and process for identifying the potential innovative 

procurements in advance. The roadmap also answers to the national aim of raising the 

Key Points 
 Innovative procurement of e-buses, charging station and 4 depot charges in Tampere 

(Finland) 

 The goal of the innovative e-bus procurement was to enable a platform for smart 

traffic solutions. City of Tampere aims to become a national forerunner in the field of 

electric mobility by 2025. This means Tampere is looking at innovative solutions to 

develop its public transport and advance electric mobility. The background for this 

procurement action was also ambitious environmental goals. 

 Basing the participation of the supplier in the pre-tender dialogue on required test 

data provided by each supplier proved to be efficient. 
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innovative procurement’s share to 5% of all public procurements. City of Tampere aims at 

cutting CO2 emissions 40% from the level of 1990 by 2025. The overall aim of the City of 

Tampere is to become a national forerunner in the field of electric mobility by 2025. This 

means Tampere is looking at innovative solutions to develop its public transport and advance 

electric mobility. On the background are also the ambitious environmental goals. 

The City planners recognised the high potential of Electronic-Vehicles to achieve these goals.  
Tampere decided to do the next step forward, as the private sector, including the existing 
local energy provider, had not invested much in the charging network in the City. Thus, the 
City concluded that the city itself had to play an active role in building this network.  
 
As a consequence hereof the City of Tampere decided to carry out a tender procedure to find 
a new external energy operator who could also build a sustainable business model around 
this system.   
 
The goal of the innovative e-bus procurement was to enable a platform for smart traffic 
solutions. They did not just procure an e-bus line. The line and these buses are also serving 
as testbeds. While procurement was required (procured the buses and charging system), the 
data from buses and the charging are provided as open data. This gives the opportunity to 
do additional studies. Installations to the buses can be done for testing and making 
development projects. 

Innovative Aspects 

 

The solution procured is innovative 

Tampere converted one diesel bus line to being solely operating by full-electric buses. This 

required procurement of 4 e-buses and a charging station. The innovative aspects of 

electronic vehicles are the potential to reduce costs of daily use (power and maintenance is 

cheaper), thus being efficient in terms of live cycle costs.  

The procurement procedure is innovative 

Due to an intense market consultation prior to the actual tender procedure the City of 

Tampere gained a good knowledge on the potential suppliers available on the market and a 

good insight in its own needs. Thus, the City of Tampere was able to specify its needs and 

requirements and to assess the potential number of bids. As a consequence hereof, the City 

of Tampere chose the open procedure instead of a more complex procedure, e.g. the 

competitive dialogue. 

The market consultation phase demonstrated that a well carried out market consultation in 

some cases can reduce the needs for dialogue under the actual procurement phase and thus 

lead to the fact that a less complex procurement procedure is sufficient.   

The Procurement Process 
The planning of the procurement began with intense market dialogues. First dialogues were 

held bilaterally with the economic operators and the City. These dialogues aimed at 

investigating the situation on the market and to find out what solutions exist and how those 

solutions corresponded to the City’s needs.  
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Key reasons for using an open procedure 

Following the prior market consultation phase, and based on knowledge of only a small 

number of potential suppliers and the fact, that the city was actually able to specify the 

requirements for the procurement, a decision on proceeding with an open procedure was 

made. The choice of open procedure was also made due to the fact that no modifications to 

existing solutions were foreseen and thus all requirements and terms could be specified and 

completed in a first edition of the tender documentation.  

Following the completion of the first draft edition of the tender documentation, the 

documentation was send out to a number of potential e-bus and charging system operators 

for comments, together with a list of questions to be answered, and a subsequent dialogue 

meeting was held centred on this documentation.  Multiple comments were received that 

helped to formulate the final edition of the tender documentation.  

Procurement Procedure 

The open procedure in short 

This procedure is a single-stage process inviting any suppliers that fulfil the selection criteria 

(economic criteria and/or technical capacity etc.) to submit a tender. Every tenderer meeting 

the selection criteria will have their binds evaluated. The open procedure does not include or 

allow any dialogue or negotiation with the tenderers.6 

Pro and Cons of the market dialogue and the open procedure 

The market dialogue 

The market dialogue that was performed before the tender did lead to numerous 

improvements and helped formulating the specifications. 

1) At the first stage of planning the procurement it was not clear, whether the charging 

system and the buses could be procured at the same time and in one contract. During the 

market dialogue, this was clarified and it was decided to do so. The main reasons for this 

decision was that a procurement in one contract containing both elements was deemed 

much clearer for both the procuring authority and the market and most importantly, a 

coherent contract was deemed to minimise the risk that the two systems were not technically 

compatible.  

2) Talking with the market made it clear that the planned evaluation sub-criterion “energy 

consumption” had to be omitted, as no technology on the market existed to measure such 

criterion, and thus making incoming tenders incomparable.  

3) Defining possible number of bus seats. 

4) Setting delivery time for bussed and service goals for allowing busses to be out of order 

without sanctions.  

                                                           
6
 Under the old procurement directives, the open procedure was also characterised by a requirement 

of making the full tender documentation public and available for anyone interested and in connection 
with publishing the contract notice in the TED. Today, under the new procurement directives, including 
the 2014/24/EU directive, this requirement applies to all procedures.  
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The open procedure 

One positive aspect of the open procedure is clearly, that it provides a maximum room for 

competition and is deemed the less resource demanding procedure of any procedures 

available for both procuring authority and tenderers.  

As said, because other options were excluded (not many bidders available) Tampere went 

for the open procedure, which worked, because the dialogue already took place prior to the 

tender procedure via the market dialogue. However, the open dialogue also entailed negative 

aspects. The City of Tampere only had a limited knowledge on electric bus solutions, from 

the market dialogue and during the open procedure still multiple questions were raised. It 

was not possible to re-frame and negotiate with economic operators within the open 

procedure, so only minor details could be change during the open procedure, which is not 

very innovation friendly. In addition, “economic operators may be less keen to participate in 

an open procedure if the contract is more complex, and as a result the tender documents are 

not routinely prepared and require high levels of input. The cost of preparing a full tender can 

be a disincentive to participation where the likelihood of success is lower due to the high 

level of competition”7. 

Award Criteria of the Procurement 

The contract award criterion of the final tender was “best price-quality ratio (BPQR)” based 
on the following sub-criteria: 
 

Sub-criterion Weighting 

Price 85 pnts 

Hour-price on repair services 1 pnt 

Type of heating system 2,5 pnts 

Side-slide doors 1 pnt 

Size of wheels 2 pnts 

Seating space 1,5 pnts 

Amount of seats Seats 32< (max 1pnt) 

Plan on innovation 2pnts 

Warranty of batteries 5pnts 

 

Difficulties when choosing the criteria 

1. It was difficult to decide on charging method and infrastructure, because the procurers had 

limited knowledge about the technology.  

                                                           
7
 SIGMA, 2011 Public Procurement Brief 10, What are the Public Procurement Procedures and When 

Can They Be Used? , p 2-3. URL: 
http://www.sigmaweb.org/publications/Public_Procurement_Procedures_2011.pdf 

http://www.sigmaweb.org/publications/Public_Procurement_Procedures_2011.pdf


 
                                                                   
        

28 

 

2. The next difficult question was which bus line would be the best to choose. Charging time 

and the average distance the bus can make with a full battery before new charging had to be 

considered.  

3. How to use energy consumption as evaluation criteria was not clear. At the end the market 

dialogue showed that it would be the best to delete these criteria as it was not measurable.  

4. Deciding whether to lease or purchase & if possible sanctions are needed if the solution is 

not meeting the specifications in the tender. For example often the average distance can 

vary a lot depending on weather situations (more energy in the winter leads to a much 

shorter distance the vehicle can make. Also often the duration of km does prove to be 30-50% 

lower than stated by the marked in the field of electric vehicles. This makes it difficult for 

public procurers to plan and calculate. 

5. Innovativeness: How to include the objective of the electric bus line serving as an 

innovation platform in the call for tender? Candidates were required to attach a plan on 

innovation in their tender (how they are going to advance the innovation-bus line activity) 

which were evaluated (max 2 points). Also data collection (e.g. openness of the access to 

this data) was determined in the call for tender, since it has a central role in enabling 

innovation-platform activity. 

Key Results 
Tampere received only three tenders, because two tenders did not meet the requirements 

set in the call for tenders, Solaris Bus & Coach was selected as provider. As a result of a lack 

of potential suppliers (stated already during the market consultation phase prior to the tender 

procedure), Tampere became the first City in Finland that has procured e-bus system via 

open procedure. 

Contract tendered  

Solaris Bus & Coach, a Polish company won the tender for the electric bus system for the 

city of Tampere. The delivery consists of four buses, a quick charging station and four depot 

charging stations. The buses will be purchased with five-year leasing contract, and they 

started operation at the end of 2016. 

The buses are currently driving on the line 2 in Tampere. All of them are charged at the 

depot and state of charge is maintained with end stop charging. The line will operate 

simultaneously as an innovation platform for smart transportation8. 

 

 

                                                           
8  TEKES 2016, EVE – Electric Vehicle Systems 2011-2015, URL: 
https://www.tekes.fi/globalassets/julkaisut/eve_final_report.pdf  

https://www.tekes.fi/globalassets/julkaisut/eve_final_report.pdf
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Key Lessons Learnt 
 

1. Public procurement of charging infrastructure takes time – private investments would 

certainly be faster to implement. A key would be to find a way to support the framework 

needed for private investments and find out what is needed for private operators to make 

such E-Mobility Systems to sustainable business models for them.  

2. The buyers are unaware of the possibilities of procurement of innovation – if you ask for 

innovation you get innovation! That means there a different ways and possibilities to 

accelerate development with innovative procurement. The procurer has to give possibilities 

to companies to be innovative, by using all kinds of options that are provided by different 

innovative procurement procedures and approaches.  When you just provide exactly defined 

invitations for tenders with no negotiation and no options for different ideas, there will not be 

innovation. Use different kinds of comparison, criteria, pricing, give extra point of innovations 

etc. and consider cooperation models. 

3. Markets are not changed by one single project, the market need a signal of continuity 

in order to keep developing.    

4. The Market dialogue helped to define the number of potential suppliers which eventually 

led to the choice of the open procedure. 

5. The Market dialogue also supported some the decisions on how the final tender should 

look like: 

- The deliverable time of buses and charging station was lengthened to a realistic time. 

-  The number of seats possible considering the energy consumption and existing battery 

technology 

To sum up the market dialogue helped to make clear what is possible technology wise! 

6. During the open procedure multiple questions on the technical and legal specifications 

came up. It was not possible to re-frame and negotiate within the open procedure, 

which was not deemed to be very innovation friendly. 

 

References and Further Information: 
1. The main reverence for this best practice case is the interview done by Anni Kurvinen from the City 

of Tampere with Elli Kotakorpi.  

2. TEKES 2015, Public procurement of innovations – Finnish perspectives,  

https://www.unece.org/fileadmin/DAM/ceci/documents/2015/ICP/TOS-

ICP/UNECE_Geneva_16.-17.12._Heimburger.pdf  

https://www.unece.org/fileadmin/DAM/ceci/documents/2015/ICP/TOS-ICP/UNECE_Geneva_16.-17.12._Heimburger.pdf
https://www.unece.org/fileadmin/DAM/ceci/documents/2015/ICP/TOS-ICP/UNECE_Geneva_16.-17.12._Heimburger.pdf
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About this “Best” Practice Case 

This is not exactly a Case that is generally referred to as “Best Practice”. The try to procure 

jointly failed. But exactly this fact is giving other public procurers a lot of insights. The case is 

describing what problems occurred and what the Consortium of COMPRO learnt from their 

experience. 

 

 

 

  

COMmon PROcurement of collective and public service 
transport clean vehicles  

Title: COMmon PROcuremetn of collective and public transport clean vehicles 
Cluster Topic: Vehicles 
Country: Germany/France/Italy/Sweden 
Procuring Authority: Bremen, BSAG, Emilia Romagna Region, Gatubolaget, Isis, Nantes 
Métropole, Semitan 
Procedure: Joint Procurement 
Directive: 2004/18/EC 
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COMmon PROcurement of collective and public service 

transport clean vehicles 

The Procurement Objectives  

Brief description 

In the last years the European Commission was more and more advertising cross-national 

joint procurement as a way to achieve fewer costs, through shared administrative resources, 

shared risks, aggregation of public procurement expertise and advantage of buying a larger 

amount, leading to higher bargaining power.  

But is joint procurement actually leading to these achievements, or too complex to be 

performed? 

Actual experience of public procurement of clean vehicles indicated that difficulties and 

barriers are often encountered during the process of a joint procurement. The projects 

PROCURA and COMPRO were “aimed at tackling these challenges. Both” were supported 

by the European Commission through its Intelligent Energy-Europe IEE Programme and 

were completed during 2009.9 

Reasons for this procurement 

The aim of the COMPRO project was very clear. By starting a common procurement of clean 

vehicles they wanted to favourer European homologations in the field of public transport and 

                                                           
9 EC on joint procurement: https://ec.europa.eu/transport/themes/urban/vehicles/directive/joint_procurement_en  

Key Points 

 Project (2007 – 2011) funded through the IEE (Intelligent Energy Europe) 

programme, to test ways to procure jointly and learn from the barriers 

and experiences.  

 The goal was to create an international buyers’ consortium of local 

authorities for the joint procurement of clean, collective, public service 

transport vehicles 

The French cities of Nantes and Angers carried out a joint procurement 

to purchase several articulated hybrid buses. The cities together drafted 

common technical specifications and officially published the 

procurement tender in June, which failed. 

 

 

https://ec.europa.eu/transport/themes/urban/vehicles/directive/joint_procurement_en
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achieve lower prices per vehicle through the achievement  of  a  critical  mass.  “In a second 

time, the question of technological innovation and of the energy choice imposed itself as 

another potential incentive factor for grouped orders. The affair was tempting!” 10  The 

consortium was aware that I could be very challenging.  

“COMPRO has been paving the way towards the common procurement of clean buses at a  

European  scale,  thus  contributing  to  enhance  the  development  of  the  clean  vehicles  

market  (CNG and hybrid) acting from the demand side.”  11 

Common  procurement  is  in  fact  identified  as  one  of  the  solutions  to  help  the  creation  

of  a  real  European  market  for  clean  buses  to  the  benefit  of  both  the  industry  and  

the  buyers but it also proved very challenging. 

The Procurement Process 
Prior to the publication of the tender, Nantes and Angers worked closely together to define 

their respective and common needs and aims, and thus determine the type of vehicle which 

would best fit the needs. Nantes Métropole and Angers Loire Métropole, together with their 

transport operators, Semitan and Keolis Angers respectively, decided to co-operate for the 

acquisition of innovative vehicles in order to share the benefits and the lessons of such 

procurement. Both cities wanted to experiment with sustainable and innovative vehicles for 

public transport. This procurement was therefore an ideal opportunity to test hybrid 

technology before potentially launching a larger procurement process. The tender document 

made an explicit reference to the European directive on the Promotion of Clean and Energy 

Efficient Road Transport Vehicles (2009/33/EC). It clearly stated that the vehicles should be 

hybrid (diesel-electric) articulated buses. Angers and Nantes received two offers and made 

their choice based mainly on two criteria: the price and the operability of the vehicles. 

Regarding environmental impact, pollutant emissions (CO2, NOx and PM) were included in 

the life-cycle costs. Each vehicle was purchased for €520 000 and financed by Nantes and 

Angers for their own respective buses. The local authorities received a €15 000 subsidy per 

bus from ADEME, the French Environment and Energy Management Agency. 

The joint procurement process itself was a positive experience for both cities. They stress the 

necessity of close co-operation between the partners and an agreement about their 

respective objectives and agendas from the start (from www.eltis.org). 

Cross-border joint procedure in short 

Based on article 39(4) the cross-border joint procedure needs to fulfil following criteria: 

1.) Two or more contracting authorities/entities from different Member States 

2.) Joint procedure: Contract award, Framework agreement or Dynamic Purchasing System 

                                                           
10  COMPRO Project 2009, Final recommendations of the European project COMPRO, p.2 URL: 
http://www.motivanhankintapalvelu.fi/files/351/COMmon_PROcurement_of_Collective_and_Public_Service_Transport_Clea
n_Vehicles.pdf  
11 Same source.  

http://www.motivanhankintapalvelu.fi/files/351/COMmon_PROcurement_of_Collective_and_Public_Service_Transport_Clean_Vehicles.pdf
http://www.motivanhankintapalvelu.fi/files/351/COMmon_PROcurement_of_Collective_and_Public_Service_Transport_Clean_Vehicles.pdf
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“Cities  customise  

buses  according  to  

customers, we  are  

trying  to  customise 

the customers to a 

European standard!” 

3.) Cooperation agreement between CAs (or international agreement concluded between 

Member States)12 

Pro and Cons of the joint procurement 

There are some general pros and cons of this procedure. Positive aspects are that less 

process costs can be achieved, a better price can be gained, also exchange of good practice 

with authorities from other Member States is possible, in “difficult” markets the possibility to 

work together in order to change a market strategy (pricing) can help, etc. The clear negative 

side of the procedure is the complexity of procuring together with other entities. This starts 

already from the needs definition that has to be common and ends with aspects like the need 

of common standards and technological requirements. More about this can be read in the 

next part about the identified key barriers: 

Key Barriers identified
13

 
1. One barrier identified by the partners was the language. 

Public transport operators are not familiar with English, which would 

be needed to participate in the project and to identify terms and 

conditions for a common contract and possible future follow ups; 

2. For their daily business, public transport operators need 

clear information of the cost benefits of common procurement: How 

much of the price of vehicles could be reduced? How much will the 

additional cost through extra administration, translations, etc. be? 

There was a lack of data concerning this.  

3. The lake of experience with common  procurement can lead 

to a possible lack of trust between cities/operators “that  have  to  

remit  to  an  external  body  the  purchase  of  their  vehicles.  All  

the  practicalities  related  to  procurement  are  also  still  unknown,  

i.e.  who is  responsible  after  the  contract is signed?. Direct 

contacts and consolidated relations between cities buying together 

are therefore fundamental”; 

4. It is not enough to have a common understanding of terms and be homogenising the 

demand concerning the product you want to procure commonly. Also the timing and budget 

of the cities allocated for their procurement is crucial. When do the cities want to buy? 

Contract tendered  
 The project was aiming to set up a common procurement of clean, collective public 

service transport vehicles, but the challenge did not work out.  

                                                           
12Locatelli , Feasibility study on joint cross-border public procurement https://eu-
smartcities.eu/sites/all/files/events/uploads/Feasibility%20study%20on%20joint%20cross-
border%20public%20procurement.pdf  
13 COMPRO Project D3.4 - ASSESSMENT OF RECRUITING PROCESS, p. 8 
https://ec.europa.eu/energy/intelligent/projects/sites/iee-
projects/files/projects/documents/compro_assessment_of_the_recruiting_process.pdf  

1: Quote from COMPRO Partners; 
COMPRO Project D3.4 - ASSESSMENT 
OF RECRUITING PROCESS, p. 8 

https://eu-smartcities.eu/sites/all/files/events/uploads/Feasibility%20study%20on%20joint%20cross-border%20public%20procurement.pdf
https://eu-smartcities.eu/sites/all/files/events/uploads/Feasibility%20study%20on%20joint%20cross-border%20public%20procurement.pdf
https://eu-smartcities.eu/sites/all/files/events/uploads/Feasibility%20study%20on%20joint%20cross-border%20public%20procurement.pdf
https://ec.europa.eu/energy/intelligent/projects/sites/iee-projects/files/projects/documents/compro_assessment_of_the_recruiting_process.pdf
https://ec.europa.eu/energy/intelligent/projects/sites/iee-projects/files/projects/documents/compro_assessment_of_the_recruiting_process.pdf
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 At the end of 2012 just five buses were acquired in total, three for Nantes and two for 

Angers. 

“The common procurement requires a high level of compromise.  The risk is that the 

number of options left open for the common bus leads to buses estimated at a higher 

price than it would have cost if each buyer had been purchasing it independently.”14 

Key Lessons Learnt 
 

In the contract, the joint procurement turned out to be less practical even though there were 

potential benefits, e.g. saved cost by sharing cost for managing a tender process. However, 

such saved cost was rather marginal, particularly comparing with the tender itself (in this 

case, the budget for purchasing vehicles). There was an attempt to organise a joint 

procurement for a number of cities in the Ruhr area but at the end, the joint procurement 

was not executed.   

However, the joint procurement was not feasible due to too many specific requirements from 

individual city authorities. Each OEM has many technical specifications for a vehicle. For 

example, the bus manufacturer MAN has 29 types of rare mirrors. Such specifications need 

to be selected by a procurer. Different procurers seem to have different views on those 

specifications. For example, different cities have different requirements for doors of a bus.  

It was indicated that it is even less practical when cities from different regions to come 

together for common procurement for vehicles since operation environment, e.g. weather 

and road conditions, vary.  In a Southern European country, air condition will be given 

higher priorities than heating, vice-verse in a Scandinavian country. Even for cities from the 

same region, the road conditions may be different. The height of curbs in a city will decide 

what kind of doors for a bus. Therefore, buses purchased for a city may be tailor-made for 

the city, which may such joint procurement less attractive for a public procurer.  

Comments on the clean energy bus market 

The market for clean energy buses is still a niche market that does not attract OEMs to 

manufacture different models (except VOLVO), particularly by comparing with electric 

private cars. There is an urgent need to create a bigger market which may be profitable to 

attract the investment from OEMs. Financing the purchasing clean energy buses is not a 

trivial matter. Comparing with many financing schemes in many member states to support 

purchase of electric cars there is no adequate financing supports from national ministries on 

clean energy buses even though such buses would have more significant contributions to 

reduction of local greenhouse emissions and air pollutions.  

Lack of such finding schemes at the national level would result not only in slow 

implementation of clean energy buses, but also in losing global competition of clean energy 

                                                           
14COMPRO Project. Final Recommondations. P. 5 
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buses. For example, due to lack of suitable products, Amsterdam Schiphol Airport chose 

buses from BYD, the Chinese electric bus manufacturer.   

Financing infrastructure/buying vehicles vs procuring services   

The interviewee underlined that public authorities should shift their budget from financing 

infrastructure and buying vehicles to procuring services. A good example from Bremen city 

council is that instead of buying vehicles used by council staff, the council has an agreement 

with a car-sharing company to be able to access shared cars by council staff and the council 

pays for the usage. A cost-benefit study has shown that the council can save around 10% of 

cost per year by using shared cars without taking into account saved working hours. Since a 

car would require times for maintenance and adding patrols and driving a car often results in 

spending time on looking for a parking space. Using shared cars would result in saving 

working hours. If taking into saved working hours, 30% - 40% of cost saving can be 

achieved.  The impacts of shared mobility on city’s financing should be given more attention.   

 

References and Further Information: 
 

1. COMPRO Project D3.4 - ASSESSMENT OF RECRUITING PROCESS, p. 8 

https://ec.europa.eu/energy/intelligent/projects/sites/iee-

projects/files/projects/documents/compro_assessment_of_the_recruiting_process.pdf 

2. Interview with a participating partner of the COMPRO Project 

3. COMPRO Project 2009, Final recommendations of the European project COMPRO, p.2  
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border%20public%20procurement.pdf 

 

https://ec.europa.eu/energy/intelligent/projects/sites/iee-projects/files/projects/documents/compro_assessment_of_the_recruiting_process.pdf
https://ec.europa.eu/energy/intelligent/projects/sites/iee-projects/files/projects/documents/compro_assessment_of_the_recruiting_process.pdf
http://www.motivanhankintapalvelu.fi/files/351/COMmon_PROcurement_of_Collective_and_Public_Service_Transport_Clean_Vehicles.pdf
http://www.motivanhankintapalvelu.fi/files/351/COMmon_PROcurement_of_Collective_and_Public_Service_Transport_Clean_Vehicles.pdf
https://eu-smartcities.eu/sites/all/files/events/uploads/Feasibility%20study%20on%20joint%20cross-border%20public%20procurement.pdf
https://eu-smartcities.eu/sites/all/files/events/uploads/Feasibility%20study%20on%20joint%20cross-border%20public%20procurement.pdf
https://eu-smartcities.eu/sites/all/files/events/uploads/Feasibility%20study%20on%20joint%20cross-border%20public%20procurement.pdf
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Within this cluster the following procurements and topics are covered: 

Intelligent Transport Systems: To define ITS SPICE is using the definition of the European 

Commission: “Intelligent Transport Systems (ITS) are advanced applications which without 

embodying intelligence as such aim to provide innovative services relating to different modes 

of transport and traffic management and enable various users to be better informed and 

make safer, more coordinated and ‘smarter’ use of transport networks. ITS integrate 

telecommunications, electronics and information technologies with transport engineering in 

order to plan, design, operate, maintain and manage transport systems.” [2] These systems 

have potentials to reduce congestion and make transport safer, cleaner and more efficient 

such as traffic control systems, in-vehicle information supports, street lighting, intelligent 

parking payment; transport vehicles for disable and elderly when applicable 

 [2] Directive  2010/40/EU  or the European Parliament and of the Council of  7  July  2010, Article 3 

and 4 

2 
Intelligent Transport Systems and 

Services 

Cluster 

Topic 
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About this Best Practice Case 

Main learning aspect is how the Danish Road Directorate (DRD) used the competitive 

dialogue procedure to procure real-time traffic data and why. This was the first real-time 

traffic data procurement project in Denmark, especially designed as a first pilot to learn about 

the procedure to collect RTT data from a private company. The description of the current 

case provides a summary of the procurement background, process, key learnings and 

results. 

 

 

  

Procurement of real-time traffic data 
Danish Road Directorate 

Title: Procurement of real-time traffic data 
Cluster Topic: Intelligent Transport Systems 
Country: Denmark 
Procuring Authority: Danish Road Directorate 
Procedure: Competitive Dialogue 
Directive: 2004/18/EC 
TED: 2014/S 127-227110 
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Danish Road Directorate: Procuring Real-Time Traffic Data 

Using the Competitive Dialogue  

 

The Procurement Objectives  

Brief description 

In the last years Intelligent Transport Systems (ITS) are becoming more and more an 
important tool for cities, regions and transport authorities to achieve a more sustainable, 
secure and efficient transport system for the citizens. City populations are growing and traffic 
is increasing; this requires significant improvements in traffic management. To ensure a high 
quality traffic management the methods to collect high quality traffic information in real-time 
have changed. The data collection via traditional on-road sensors is expensive (mainly 
because of the maintenance) and it has proved to be inefficient (because of a lack in 
coverage). Other data sources are or will come available, like data based on the location of 
vehicles also called “Floating Car Data (FCD)”. This data is collected from mobile phones 
and/or GPS devices. Efficient traffic management can only be achieved via real-time traffic 
(RTT) data that is “accurate, reliable, timely and as complete as possible”.15  
 
For many years, the Danish Road Directorate (DRD) has collected traffic information and 
traffic counts via roadside systems, and has – before tendering the contract described in this 
best practice case – over 10 years of experience with the collection and processing of real-
time GPS-based data.  The data was processed and used in planning tools as well as being 
displayed on various platforms for motorists.  
 
However, due to the increasing traffic and a desire to enhance the quantity and quality of 
data available, and due to organisational considerations - like the personal resources 

                                                           
15 European Commission 2008, Guillame Leduce, Road Traffic Data: Collection Methods and Applications, Working Paper 
on Energy, Transport and Climate Change N.1. p.2. URL: http://ftp.jrc.es/EURdoc/JRC47967.TN.pdf  

Key Points 
 First real-time traffic data procurement project in Denmark (a pilot) – designed as a 

first pilot to learn about the procedure to externalise the collection of RTT data to a 

private company. 

 Collecting real-time traffic data is vital to obtain a more comprehensive picture of 

the traffic, and one of the best methods was to obtain this is by gathering GPS-based 

RTT data from private and commercial vehicles. Traditional ICT standard contracts 

are not well suited for this kind of data procurement. A new data procurement 

contract had to be made prior to the tender.  

 The participation of the suppliers in the dialogue and the provision of test data by 

each of them, proved to be efficient. 

 

 

http://ftp.jrc.es/EURdoc/JRC47967.TN.pdf
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required when the quantity of data is increasing rapidly - the DRD decided to tender a new 
type of data procurement contract, aimed solely at the procurement of real-time traffic data 
from private and commercial vehicles. 
   
The real-time data has to provide:  

i)  overview of traffic status on the state road network; 
ii)  attention to extraordinary queuing;  
iii)  detection of incidents – quicker response – faster clearance; 
iv)  more statistical data – better planning tools. 

 

Reasons for this procurement 

The aim of the DRD was to offer better traffic information to drivers on the most busy and 
congested roads in Denmark: taking a strategic road network perspective by focusing on the 
roads with the greatest socio-economic importance. The tender documentation (Appendix 2) 
contained the following considerations: 
 
Being able to issue early warnings of extraordinary queuing is a priority for DRD. The DRD is 
working to improve its traffic incident management efforts in connection with traffic accidents, 
for example, where up-to-date traffic information is vital in order to detect and handle 
incidents efficiently. Collecting real-time traffic data is vital in gaining a more comprehensive 
picture of the traffic, and one of the best ways to obtain this is by gathering GPS-based real-
time traffic data from private and commercial vehicles. The use of real-time traffic data from 
GPS data is part of the DRD’s development of better traffic information to road users. 
Therefore, the DRD is interested in a supplier who will supply data for this development and 
support the Customer with expertise of real-time traffic data.  
 
The Customer intends to use the real-time traffic data for various real-time applications in its 

traffic information services such as: 

• Display of average travel time for certain sections of the road network and as a 

basis for establishing the traffic conditions relative to actual normal conditions 

• Display of traffic conditions for certain parts of the road network 

• Detection of incidents defined as extraordinary queuing and display of 

extraordinary queuing on certain parts of the road network 

• Display of short term traffic forecasts, so that the DRD and the road users are 

better informed of expected travel time and are provided a better basis for 

selecting the right route. This may include short-term forecasts for travel time of 

certain road sections. 

 

 

Innovative Aspects 

Within this Best Practice Case two kinds of very different innovative aspects can be identified 

by SPICE: 

What was procured is innovative: 

The first innovative aspect relates to the way the RTT data is collected. Moving away from 
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non-efficient collection methods like collection via one-road sensors to GPS-based RTT data 

collection is improving the data quality and therefore the quality of the traffic management 

itself, while saving resources at the same time and achieving higher safety and better 

information on the roads for citizens/drivers.  

The procurement process itself is innovative: 

As procuring innovative technologies is often not possible via standard contracts, that allow 

you to buy on-the-shelf solutions an innovative procurement procedure has been chosen. 

Testing the data that could be provided by the suppliers was one of these aspects. Each 

supplier was asked to deliver a week’s data on a particular stretch of road. This was a part of 

the tender requirements and allowed the public procurer to test the data. (read more about 

the process in the subchapter “procurement process” below).  

The Procurement Process 
In preparation for the tender the DRD carried out several peer consultations at comparable 

public authorities in the Netherlands, the UK and Finland. DRD realised that none of these 

well-known authorities had neither the same technical set-up nor needs as DRD, nor, as a 

consequence, had tendered a similar procurement contract for real-time traffic data. As a 

consequence, DRD had to draft the technical specifications from scratch. Likewise, a new 

procurement contract had to be drafted, as the standard ICT contracts available were not 

sufficient as these focusses on the delivery of systems – not on data.  

DRD did not carry out specific preliminary market consultations as the authority, due to its 

own knowledge of the product, was relatively clear on how to specify the requirements and 

the conditions hereof, and due to the fact that any amendments of the requirements or 

contract provisions could be changed during the dialogue phase.  

DRD did however publish parts of the technical requirements to the market before publishing 

the tender, but not many reactions were received from the supplier side. 

Procurement Procedure 

Key Reasons for using the Competitive Dialogue in this Procurement  

Denmark did not have a standard agreement for buying data. A new data procurement 

contract had to be made prior to the tender. The participation in the competitive dialogue 

included the delivery, test and evaluation of test data. Each supplier had to provide test data. 

This proved to be efficient, because in this way DRD was able to check in advanced if the 

supplier could provide the data needed to fulfil the expectations.  

The Competitive Dialogue was chosen as the procurement procedure for this technological 

highly complex contract. However, also the fact that the new contract and the object of the 

contract in itself had not previously been tendered in the present form in Europe required a 

procedure containing the possibilities of a dialogue.  
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“Thanks to the 

competitive dialogue, we 

could really get to the 

bottom with some 

questions and we could 

identify the cost-drivers 

involved.” 

Notwithstanding that the conditions for using Competitive Dialogue in Denmark under the 

previous procurement directive 2004/18/EC was very restricted, the complexity of the 

technical requirements and the legal conditions and last but not least conditions on the right 

of usage of data, were considered as sufficient to justify the use of a Competitive Dialogue.  

The procurement process was conducted from June 2014 (contract notice 2014/S/ 127-

227110 of 05/07/2014) until June 2015 (contract award notice 2015/S 134-248264 of 

15/07/2015). The process consisted of a pre-qualification phase, resulting in the pre-

qualification of three suppliers, followed by a two-step 

dialogue phase and a final tendering phase. Each of 

the three candidates participating in the whole 

tendering phase was paid DKK 100.000 (≈ EUR 

13,500) for their participation.  

The contract and requirements were amended and 

fine-tuned during the dialogue phase according to the 

specific needs of DRD. The dialogue phase was a 

great tool for the public procurer to talk with suppliers 

and to design a tender that led to the expected 

results. Often public procurers are not aware of all 

the technical and/or functional requirements needed 

to write the tender documents, especially when 

dealing with innovative technologies. 

The Competitive Dialogue in short 

The competitive dialogue is a procedure that allows discussing with potential suppliers, which 

is often needed when tendering complex innovative systems, like in the ITS sector. In the 

current case it was a two-stage process: 

In the first stage the public procurer (contracting authority) is advertising the contract 

opportunity, and the potential suppliers are asked to submit the request to participate and 

when this is done they submit so-called “pre-qualification and selection stage information”. 

This information is checked by the public procurer to evaluate if the supplier is qualified to 

perform the contract. The qualified suppliers are invited to participate in the tender; the public 

procurer is allowed to limit the number of participants, which is for example necessary if the 

public procurer pays the suppliers a budget already for participation in the competitive 

dialogue, like in the case described here. The public procurer draws up a short list of 

suppliers that will be invited to participate in the next stage which is the Competitive Dialogue 

itself. 

The second stage of the competitive dialogue has the huge advantage that during this stage, 

all aspects of the project can be discussed with the suppliers and the number of solutions 

can be reduced as part of the process. Once the public procurer has sufficient confidence 

that it will receive proposals that will meet its requirements, it declares the competitive 

2: Quote from Interview with project manager 
Charlotte Neumann Holstrøm and the Engineer 
Olof Åke Egemalm 31st March 2017 
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dialogue phase closed and invites tenders. Under this procedure,  tenders  can  only  be  

evaluated  on  the  basis  of  the  most  economically  advantageous tender.16  

The contract award criterion of the final tender was “the most economically advantageous 

tender” based on the following sub-criteria: 

Sub-criterion Weighting 

Price 30 % 

Quality 20 % 

Extend of delivery 35 % 

Organisation and planning including time 15 % 

 

Pro and Cons of the competitive dialogue 

The main benefit of the procedure used in this procurement was the fact that a competitive 

dialogue was possible. This dialogue was crucial, because there was no prior experience 

with such real-time traffic data procurement.  

For the DRD the dialogue was important to learn which components they expected are 

difficult (for example through data ownership issues and data security), which parts will be 

expensive and how to formulate the tender requirements in a way to get a solution that is 

useful and affordable at the same time. On the negative side, the competitive dialogue is 

very time consuming. 

Phases of the Procurement 

The contract divided the project in several phases, safeguarding a common understanding of 

requirements, quality and tests results: 
Design phase 

The objective of the design phase was to provide an insight for the Supplier into the 

Customer’s needs, business procedures and relevant parts of the IT environment, and to 

provide the Customer with an insight into the Supplier’s solution proposal with a view to 

achieving a further specification of the content and purpose of the delivery. 

Furthermore, the design phase shall include the following activities to be undertaken as 

separate activities: 

A. A detailed description of the delivery. 

B. A detailed interface design. 

                                                           
16 Procurement of Innovation Platform, Guidance for public authorities on Public procurement of Innovation, URL: 
https://www.innovation-procurement.org/fileadmin/editor-content/Guides/PPI-Platform_Guide_new-final_download.pdf  

https://www.innovation-procurement.org/fileadmin/editor-content/Guides/PPI-Platform_Guide_new-final_download.pdf
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Preparation phase 

Preparation of the collection, processing and delivery of real-time traffic data. 

Partial delivery no. 1 (Motorways in the Copenhagen-Capital region included in the 

strategic road network, excluding ramps) 

Acceptance test including service level test. The partial delivery is taken into operation after 

test. 

Partial delivery no. 2 (Delivery 1 + the remaining of the strategic road network in Denmark, 

including ramps) 

Acceptance test including service level test. The partial delivery is taken into operation after 

test. 

Partial delivery no. 3 (Delivery 1 + 2 + State roads not included in the strategic road 

network) 

Acceptance test including service level test. The partial delivery is taken into operation after 

test. 

Key Results 
The contract was awarded in June 2015 to: INRIX UK Ltd 

Contract tendered  
The tender included among others the following conditions: 

 Service contract on delivery of real-time traffic data with duration of 32 months with 

options on renewal of agreement for 2 times 12 months, in total 56 months. 

 The supplier acts as broker (intermediary) and is responsible for the collection of 

GPS-based real-time traffic data from vehicles. The supplier must enter into 

agreements with data providers for the delivery of real-time traffic data. The data 

providers may be e.g. fleet owners, motorists with smart phones, providers of GPS-

based smartphone navigation, service providers of navigation equipment for vehicles 

and vehicles manufacturers. 

 The main delivery object of the contract covers real-time traffic data on the Danish 

strategic road network and the remaining state roads for: 

 travel times on segments; 

 traffic conditions; 

 extraordinary queues; 

 predictive traffic. 

The contract contains the following content related options: 

 point based data for statistical use; 

 data for a range of municipal roads. 
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Key Lessons Learnt 
As there were no similar tendered contracts in Europe to learn from, this made it difficult for 

the public procurers to foresee how the market would react to certain contract provisions and 

minimum requirements. These requirements needed to be very specific to obtain the 

expected results. Not knowing the possible reactions of the market is a high risk for a public 

procurer, because they need to avoid that the tender is failing (costs of the process, not 

getting the expected results, vendor lock in). Therefor a competitive dialogue was chosen as 

it was possible to talk with the market (the suppliers) about the requirements. As an example, 

it turned out that the suppliers were much more sensible to provisions on “Rights in data” 

(contract section 7.4), especially about the reuse or publication of such data, and several 

amendments had to be made in those provisions during the dialogue phases.  

Another example was the knowledge on potential different business models offered by the 

European suppliers. The Danish Road Directorate did not know which business models 

existed in the field of the provision of RTT data. This was clarified through the competitive 

dialogue. This information, which was obtained within the dialogue, helped the public 

procurers to specify the tender. 

The main learning points are: 

 

1. Using the procurement procedure competitive dialogue is very resource 

demanding. It is very important that the resources and time needed are allocated well in 

advance and that the project management is based on a realistic time plan.  

2. Traditional ICT standard contracts are not well suited for data procurement; a 

dialogue is needed. A new data procurement contract had to be made prior to the tender. 

3. Provisions on rights of use of the data are crucial for the suppliers. Every single 

purpose for usage has a price and was thus an important cost-driver. The initial contract 

provisions on “Right in data” (contract section 7.4), giving the Customer unrestricted right of 

usage, had to be significantly modified during the dialogue phase. 

4. Unlike a traditional ICT procurement, it was not possible in the competitive dialogue 

to see systems or solutions demonstrated during the dialogue phase. Instead, test 

data provided by each supplier proved to be efficient. 

5. There was no similar tendered contract existing in Europe to learn from, this made it 

difficult to foresee how the market would react to certain contract provisions and 

minimum requirements. Not knowing the possible reactions is a high risk for a public 

procurer, because they need to avoid that the tender is failing (costs of the process, not 

getting the expected results, vendor lock in).  

6. Knowledge on different business models was offered by the European suppliers, which 

were clarified through the competitive dialogue. This information helped the public 

procurers to specify the tender. 
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http://vejdirektoratet.dk/DA/vejsektor/leverandoerportal/Sider/Afsluttedeudbud.aspx?Paged=TRUE&p_

VDLPDateOfPublishing=20140819%2022%3a00%3a00&p_ID=857&PageFirstRow=241&&View={D8

CAD6C6-0673-4622-8BB5-01ABF5939355}  

2.  More information on the competitive dialogue procedure can be found here: 

http://www.eipa.eu/files/repository/eipascope/20100114121857_Eipascope_2009_2_Article2.pdf 

3.  Competitive Dialogue step by step:  

https://www.google.at/url?sa=t&rct=j&q=&esrc=s&source=web&cd=9&ved=0ahUKEwjEhrmItobUAhW

LvRQKHSyDBsYQFghfMAg&url=http%3A%2F%2Fwww.apuc-

scot.ac.uk%2Fuploads%2Fdocs%2FSM%2520-

%2520Competitive%2520Dialogue%2520Procedure.doc&usg=AFQjCNGp2ZKwOPzBinp8RXs4sgBN

2QIj8Q&cad=rja 

  

http://ftp.jrc.es/EURdoc/JRC47967.TN.pdf
https://www.innovation-procurement.org/fileadmin/editor-content/Guides/PPI-Platform_Guide_new-final_download.pdf
https://www.innovation-procurement.org/fileadmin/editor-content/Guides/PPI-Platform_Guide_new-final_download.pdf
http://vejdirektoratet.dk/DA/vejsektor/leverandoerportal/Sider/Afsluttedeudbud.aspx?Paged=TRUE&p_VDLPDateOfPublishing=20140819%2022%3a00%3a00&p_ID=857&PageFirstRow=241&&View=%7bD8CAD6C6-0673-4622-8BB5-01ABF5939355%7d
http://vejdirektoratet.dk/DA/vejsektor/leverandoerportal/Sider/Afsluttedeudbud.aspx?Paged=TRUE&p_VDLPDateOfPublishing=20140819%2022%3a00%3a00&p_ID=857&PageFirstRow=241&&View=%7bD8CAD6C6-0673-4622-8BB5-01ABF5939355%7d
http://vejdirektoratet.dk/DA/vejsektor/leverandoerportal/Sider/Afsluttedeudbud.aspx?Paged=TRUE&p_VDLPDateOfPublishing=20140819%2022%3a00%3a00&p_ID=857&PageFirstRow=241&&View=%7bD8CAD6C6-0673-4622-8BB5-01ABF5939355%7d
http://www.eipa.eu/files/repository/eipascope/20100114121857_Eipascope_2009_2_Article2.pdf
https://www.google.at/url?sa=t&rct=j&q=&esrc=s&source=web&cd=9&ved=0ahUKEwjEhrmItobUAhWLvRQKHSyDBsYQFghfMAg&url=http%3A%2F%2Fwww.apuc-scot.ac.uk%2Fuploads%2Fdocs%2FSM%2520-%2520Competitive%2520Dialogue%2520Procedure.doc&usg=AFQjCNGp2ZKwOPzBinp8RXs4sgBN2QIj8Q&cad=rja
https://www.google.at/url?sa=t&rct=j&q=&esrc=s&source=web&cd=9&ved=0ahUKEwjEhrmItobUAhWLvRQKHSyDBsYQFghfMAg&url=http%3A%2F%2Fwww.apuc-scot.ac.uk%2Fuploads%2Fdocs%2FSM%2520-%2520Competitive%2520Dialogue%2520Procedure.doc&usg=AFQjCNGp2ZKwOPzBinp8RXs4sgBN2QIj8Q&cad=rja
https://www.google.at/url?sa=t&rct=j&q=&esrc=s&source=web&cd=9&ved=0ahUKEwjEhrmItobUAhWLvRQKHSyDBsYQFghfMAg&url=http%3A%2F%2Fwww.apuc-scot.ac.uk%2Fuploads%2Fdocs%2FSM%2520-%2520Competitive%2520Dialogue%2520Procedure.doc&usg=AFQjCNGp2ZKwOPzBinp8RXs4sgBN2QIj8Q&cad=rja
https://www.google.at/url?sa=t&rct=j&q=&esrc=s&source=web&cd=9&ved=0ahUKEwjEhrmItobUAhWLvRQKHSyDBsYQFghfMAg&url=http%3A%2F%2Fwww.apuc-scot.ac.uk%2Fuploads%2Fdocs%2FSM%2520-%2520Competitive%2520Dialogue%2520Procedure.doc&usg=AFQjCNGp2ZKwOPzBinp8RXs4sgBN2QIj8Q&cad=rja
https://www.google.at/url?sa=t&rct=j&q=&esrc=s&source=web&cd=9&ved=0ahUKEwjEhrmItobUAhWLvRQKHSyDBsYQFghfMAg&url=http%3A%2F%2Fwww.apuc-scot.ac.uk%2Fuploads%2Fdocs%2FSM%2520-%2520Competitive%2520Dialogue%2520Procedure.doc&usg=AFQjCNGp2ZKwOPzBinp8RXs4sgBN2QIj8Q&cad=rja
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About this Best Practice Case 

In recent years the City of Copenhagen set up numerous initiatives to achieve their goal of 

creating a sustainable and smart, innovative City for their citizens. One plan fostering these 

goals is the Copenhagen Climate Plan. This plan has the very ambitious overall aim of being 

the first carbon neutral capital of the world by 2025. This best practice case presented here 

shows the steps towards the procurement of five intelligent transport solutions in one single 

contract getting the City of Copenhagen closer to the 2025 goal. The case also contains a 

description on how the City of Copenhagen used a close R&D cooperation with private 

stakeholders prior to the tender to help defining the objects of the tender and the overall 

methodology of the tender documentation.  

 

 

 

 

  

Innovative Public Procurement of Intelligent Transport Solutions 
City of Copenhagen 

Title: Procurement of ITS 
Cluster Topic: Intelligent Transport Systems 
Country: Denmark 
Procuring Authority: City of Copenhagen 
Procedure: Restricted Procedure 
Directive: 2004/18/EC 
TED: 2015/S 022-035425 
 

https://www.energycommunity.org/documents/copenhagen.pdf
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Purchase of intelligent transport solutions for the City of 

Copenhagen 

The Procurement Objectives/Background  

Brief description 

Copenhagen is known for its high number of bicycle lanes, citizens using sustainable 
transport modes (walking, biking, public transport), lots of business, green space and 
therefore its high living quality. The City managed to reduce its CO2 emission by more than 
20% in the last 10 years, but they do not stop there. 
The vision of the City is to be the world’s first carbon neutral capital by 2025. To reach this 
goal Copenhagen started several specific initiatives, some of them requiring collaboration 
between the public and private sector. The initiatives all complement each other:  
 
“All initiatives complement each other synergistically.  Climate efforts must be seen in 
a broad perspective. It’s not just about reducing CO2 emissions. It’s also about 
improving air quality, giving the city’s inhabitants room to move, setting better 
standards for our homes, work place, and cultural life, entering partnerships with 
businesses. Engaging and inspiring Copenhageners so that we all take on 
responsibility.”17 
 
Included in these initiatives is the transport sector, selected to make up for 10% of planned 
CO2 reduction. Within the climate plan the transport sector is split up in 15 different sub-
initiatives reaching from supporting sustainable transport modes, effective car use, climate-
friendly taxis, rerouting traffic, congestion charges, intelligent street lightning to the Intelligent 
Transport Systems (ITS). These systems are becoming a more and more important tool for 
cities, regions and transport authorities to achieve their goals of a more sustainable, secure 

                                                           
17

 Copenhagen Climate Plan – The short version, p.3, URL: 
https://www.energycommunity.org/documents/copenhagen.pdf  

Key Points 
 Purchase of five intelligent traffic solutions that among others will allow better 

traffic management in order to optimise mobility, sustainability and flexibility of the 

City of Copenhagen.   

 This initiative is sponsored by Copenhagen Climate Plan. 

 A Public Private Innovation Partnership (PPI) was used prior the procurement to 

define and prepare the tender. The PPI was carried out as a multi stage R&D project 

with private stakeholders in order for city to highlight and evaluate the opportunities 

and to be able to narrow down the scopes and start preparing the tender 

specification. The PPI was not a part of the tender itself, but it paved the way for 

determining the tender.  

 

 

 

https://www.energycommunity.org/documents/copenhagen.pdf
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and efficient transport system for the citizens.  ITS will “optimise the city’s traffic signals to 
the benefit of bicyclist and busses, and GPS-transmitted parking opportunities reduce 
congestion from drivers on the hunt for a parking space”18.  
 
The ITS tender described in this best practice was supported by the Copenhagen Climate 
Plan. 
 
In general the City of Copenhagen wants to address the following points with the use 

of ITS19:  

i)  Mobility and green transport – Improved mobility and traffic flow for all types of 
road users 

ii)  Traffic safety – Use of ITS solutions to improve traffic safety  
iii)  The street adapts to the rhythm of usage – Flexible use of street space 
iv)  Data and traffic management –  

 Collection and processing of real-time data about traffic 

 Overview and strategic traffic management  

 Active management of traffic incidents 
v)   Information and Services – Better and more updated information through the 

appropriate channels 

Reasons for this procurement 

The tender described in this case should be a step stone to achieve the described climate 
goals. To reach the goals the City of Copenhagen wanted to implement new intelligent 
transportation solutions.  
 
When planning the forthcoming tender, the project management concluded that the 
specifications for a new Traffic management system (CTMS) and systems for signal 
optimization might be specified in detail due to accessible knowledge of solutions already 
existing on market, including some off-shelf solutions and known practices.  
 
However, the other objectives of the ITS solutions needed were more abstract as no plug 
and play solutions existed on the market. As it was very difficult or impossible to describe the 
technical requirements and innovative aspects of a solution that does not yet exist – you do 
not know what the marked could come up with or not – the city needed to clarify its needs 
and to gain insight into the market prior to drafting the tender documentation.  
 
To handle these obstacles the City of Copenhagen carried out a Public Private Innovation 
project (PPI20) prior to tender in a view to narrow down, define, and specify the scope and 
specifications for the final contract to be tendered. The PPI process narrowed down eight 
potential focus topics to five – being the five contract topics to be tendered:    
 
 
 

                                                           
18

 See above p.11 
19

 Better mobility in Copenhagen (2014), ITS Action Plan 2015-2016, URL: 
https://www.kk.dk/sites/default/files/uploaded-files/ITS%20-%20Action%20Plan%202015-2016.pdf  
20

 Although using the term “Public Private Innovation project (PPI)”, the collaboration is about research 
and development (R&D). In this connection, PPI must not be mixed up with the term “Public 
Procurement for Innovation” – also abbreviated PPI, a term used for the wide range of approaches to 
procurement of innovation.     

https://www.kk.dk/sites/default/files/uploaded-files/ITS%20-%20Action%20Plan%202015-2016.pdf
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The five contract topics: 

1. mobility and green transport; 

2.  traffic safety; 

3. data and traffic management; and 

4. traffic information and services. 

5. dynamic urban space; 
 

Re. 1 Mobility and green transport 

The project must ensure that the City of Copenhagen lives up to the political decided service 

goals for transport as described in the Traffic Management Plan. There is furthermore focus 

on two projects under this topic: traffic signal optimization and eco-driving.       

Re. 2 Traffic safety 
The contractor must develop, implement and evaluate a intelligent lighting in five 
intersections. The task includes the development of software for building an interface that 
enables the street lighting network can be operated from the city traffic management 
platform (see below). 
 
Re. 3 Data and traffic management  
Contractors shall implement a city transport management system (CTMS) that will enable 
the City of Copenhagen to monitor transport more effectively and intervene when events 
occur as well as planning and implementing scenarios for optimizing transport. The service 
includes a network of sensors that also shall ensure improved real-time data to help arrive at 
an overview of the transport situation and contribute to better transport information. 
 
Re. 4 Traffic information and services 
The contractor shall develop, implement and evaluate a variable message signs for 
bicyclists. The sign must provide cyclists with relevant real-time information. The service 
comprises: 

— developing and designing the bicycle sign so that the Police and the Danish Road 

Directorate can approve; 

— testing the product; and 

— implementing the displays on several routes. 

 

Re. 5 Dynamic urban space 

The contractor should develop ideas and technical concepts for how urban space can be 

used more dynamically. In developing the concept, users shall be invited to participate to 

ensure that the concept can be easily understood and meets local wishes. This task is an 

option in the tender. 

The following tasks are included in the contract: 

— consultancy; 
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— supplying hardware and software development; 

— small construction projects; and  

— operating and maintaining equipment and systems. 

Regarding operating and maintaining equipment and systems: 

The contract will include a contract on the operation and maintenance of the equipment and 

systems covered by the contract. There will be an option to extend the contract regarding 

operation and maintenance for 2 years beyond the fixed contract period of 24 months. 
 

Innovative Aspects 

What was procured is innovative: 

The sum of topics and initiatives contained in the tendered contract helps the City of 

Copenhagen to reach its climate goals – being CO2 neutral in 2025. The approach on 

creating a cleaner environment through technology, ITS initiatives, and behavioural changes 

of how to move in the traffic can be seen as a “state-of-the-art project - being an inspiration 

to and a pilot project for other European cities.       

The procurement process itself is innovative: 

Using a prior R&D-process (PPI) involving private potential suppliers, universities and service 

users to help defining the objectives of the contract and technical specifications instead of 

using a dialogue based procurement procedure, e.g. competitive dialogue, is a way of 

utilising the legal framework for R&D-procurement and market consultations as a pre-phase 

of the procurement phase. The results of the PPI are unique and the planning and process 

towards the final tender must be seen as innovative.  

The Procurement Process 

The PPI process (R&D-collaboration) 

To gain knowledge on the market, the potential suppliers, solutions available, market 

directions on innovation etc. the City of Copenhagen decided to initiate a research and 

development (R&D) project prior to the tender, involving private stakeholders and users. The 

form of R&D project is named Public Private Innovation Partnership (PPI) – established in 

compliance with the exemptions rules of R&D procurement in the 2004/20/EC procurement 

directive art. 16 (f).  

Thus, instead of initialising an unformal market consultation the city decided to enter into a 

formally cooperation with private stakeholders – having as it’s goal to gain results and 

benefits for all parties in the form of knowledge on innovation trends in the field of ITS for city 

environments. Furthermore, for the private suppliers participating in the PPI project the PPI 

provided valuable knowledge on where the City of Copenhagen were aiming in terms of the 

future tender – but also in terms of commercial potentials towards other customers.  
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The kick-off for the PPI in June 2013 was a public workshop with the participation of 40 

private suppliers and universities. In the kick-off workshop the participants were invited to 

participate in full PPI project, concentrated around 7 workshops on 8 different themes. 16 

private suppliers and universities accepted the invitation and joined up in 8 interdisciplinary 

teams with the goal of developing and testing ITS solutions on the 8 chosen themes: 

1. Extra lightning on bicycle lanes 

2. Street life in parking areas 

3. Better traffic flows in the streets 

4. Box senses the pulse of the street 

5. Busses on time 

6.  The park have to be emptied in 20 minutes 

7. Cyclist rides on the green wave  

The 7 workshops had the following themes: 

Workshop 1-2: Scoping & teams 

Workshop 3: Problems, needs and potentials 

Workshop 4: Inspiration and ideation 

Workshop 5: Ideation & business case 

Workshop 6: Prototyping and ideation 

Workshop 7: Pitch & next steps 

 

The different concepts created by the teams were tested in the spring 2014. The tests were 

carried out in different ways reflecting the different range of proposed solutions, e.g. physical 

proto typing and computer simulation of intelligent bus prioritisation. The tests and the final 

evaluation of the PPI, carried out by an external consultancy company, paved the way for the 

decisions on scopes and specifications in the forthcoming EU tender procedure.  

 

Between workshop no. 1 and no. 2 the participants all signed an R&D framework contract 

regulation i.a. remuneration for participation, IPR, state aid and precautions on how to avoid 

incapacity and lock-out in the forthcoming tender by making all information (foreground 

knowledge) public.  

The procurement procedure 

The procurement phase began in January 2015. 

Due to the detailed knowledge on the ITS solutions collected during the PPI, the restricted 

procedure was chosen. A restricted procedure includes a prior limitation on the number of 

tenderers (prequalification) who will be invited to participate in the tender. In this case the 

number of tenderers was limited to 5. The restricted procedure may be a good choice of 

procedure in relatively complex tenders, comprising full and complete described 

specifications, but where a reduction of participants is needed due to i.e. resources of both 

the procuring authority and the participants. The prequalification is based on objective pre-

qualification criteria for choosing the limited number of candidates. In this case to following 

criteria were used to limit the number of candidates:  
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“The selection process will emphasize the economic and financial capability and the technical and professional 

capability of the tender applicants. The applicants with the best and most relevant experience in relation to the 

tasks being tendered will be especially emphasized.” 

Only pre-qualified tenderers were invited to file a bid.   

The contract award criterion of the final tender was “the most economically advantageous 

tender” based on the following weighted sub-criteria: 

Sub-criterion Weighting 

Technical Solution  45% 

Economy 25% Range between 50.000.000 and 

70.000.000 DKK 

Process and organization 20 % 

Support and maintenance 10 % 

 

Key Reasons for using the Restricted Procedure in this Procurement  

See above.  

Pro and Cons of the used procedure 

Using the restricted procedure presupposes that the procuring authority is able to specify all 

its needs and is able to finalise the tender documentation to full extension as goes also for 

the open procedure. Thus, the restricted procedure is a relatively fast two stage procurement 

procedure, with only one bid phase. Contrary to open procedure the restricted procedure 

narrows down the number of tenderers – and thus reducing potential waste of resources at 

both supplier and procurer side by limiting the number of bids to be drafted and evaluated. 

Thus, the restricted procedure will – under normal conditions – be more attractive to potential 

suppliers as chances of winning are optimised.  

Like the open procedure, the restricted procedure does not open up for dialogue or 

negotiation – apart from the possibilities for the tenderers to ask questions in writing on the 

tender documentation. As a rule the restricted procedure is not an obvious procedure for 

innovation procurement although the procedure very well might support procurement of 

innovation if it includes sufficient open/functionally based specifications – and being 

supported by a throughout market investigation prior to the procurement.   

Key Results 

Contract tendered 
The city of Copenhagen received four bids. The contract was awarded in August 2015 to the 

Dutch main supplier Technolution BV with a number of sub-suppliers. The contract value was 

estimated to EUR 6.4 mio.  
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The contract included a phase divided delivery of solutions in each of the five contract topics, 

with the first phase being a clarification phase, including workshops and an innovation 

friendly project organisation, and the last phase being the phase’s operations and 

maintenance.   

The duration of the contract is 2 x 2 (option) years. 

Key Lessons Learnt 

Major Barriers 

 

1. At the time publishing the tender, it was not considered possible to use a dialogue 

based procurement procedure (negotiated procedure or competitive dialogue) due to 

very strict interpretation of the former procurement directive. As a consequence 

hereof, either open or restricted procedure had to be used.    

2. Notwithstanding the PPI carried out prior to the tender, it was a challenge to define in 

detail all aspects of the tender and contract. This takes up some time and resources 

from the technical and legal expertise in order to prepare the tender material.                                                                                     

3. Procuring innovation is always risky, as you are procuring a solution that does not 

exist. This will add significantly layers of risk. The PPI helped to investigate the 

market capabilities and ensure that the solutions are doable. This helped limiting the 

risk of the project. 

4. Finally it is worth mentioning that there is not much room for changes in this classical 

contract, and all the changes and adoptions are costly. 

Lessons learnt 

 

1. The City was very precise about what exactly is needed. However, this also limits the 

room for adjustment or changes in future. It was considered to have a clarification 

phase in order make room for some modifications after the contract was signed. 

2. Another challenge is the extent of the required solution. Although the solutions were 

presented as a package, there was no single supplier who can deliver it all. 

Therefore, there was a need to establish a consortium of suppliers in order to be 

able to deliver the whole solution. This will furthermore add to the risk of the project, 

and it requires the main supplier able to ensure the coordination across the topics 

and various suppliers.  

3. Generally this is a very complex IT project with a number of innovative projects 

which   also adds to the complexity with an inherent risk. 
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1. Tender documentation is available in English at: 

http://ted.europa.eu/udl?uri=TED:NOTICE:35425-2015:TEXT:EN:HTML  

2. Copenhagen Climate Plan 

https://www.energycommunity.org/documents/copenhagen.pdf 

2. Copenhagen ITS Action Plan 2015-2016, URL:   

https://www.kk.dk/sites/default/files/uploaded-files/ITS%20-%20Action%20Plan%202015-

2016.pdf 
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About this Best Practice Case 

Main learning aspect is how Rijkswaterstaat used a Design contest to create a Practical Trial 

in Amsterdam. A sub-goal was to learn as much as possible about the set-up of the tests, 

about the cooperation between market and government and about the behaviour of the users. 

  

In-car traffic management services  
Amsterdam Practical Trial (APT)  

Title: In-car traffic management services 
Cluster Topic: Intelligent Transport Systems 
Country: The Netherlands 
Procuring Authority: Rijkswaterstaat 
Procedure: Design Contest  
Directive used: 2004/18/EC 
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Procurement of in-car traffic management services – 

Netherlands 

The Procurement Objectives 

Brief description 

PPA In-car was a sub-project within the Amsterdam Practical Trial (APT) project. Requested 

were pre-commercial developments followed by several large-scale trials in the Amsterdam 

Region with the purpose to introduce in-car services on the market during the project that 

would remain operational after the project. As selection method, Rijkswaterstaat used a 

contest as a first step.  The 5 best scoring suppliers were then asked to compete in a 

competitive dialogue for a large scale practical trial. Aim of the trial was to influence public 

road users’ behaviour with in-car devices in order to reduce traffic congestion and to improve 

traffic safety. The large-scale trials aimed for daily users (at least 6,000 participants) and for 

event visitors (at least 1,000) in the Amsterdam area. Contractors had to find and 

accommodate road users and keep them as customers for at least six months. Parties were 

asked to offer solutions with regards to technical possibilities, effects on traffic management, 

behaviour, evaluation and management. The total budget available was about 12 million 

euros. There were in total four contracts: two contracts for tests in regular traffic and two 

contracts for tests in traffic around major events. Two consortia were contracted in parallel 

with identical contracts; each with a contract for regular traffic and one for event traffic. The 

supervision from Rijkswaterstaat was limited to mainly progress monitoring and risk 

management. This offered the consortia much freedom to develop their own solutions within 

     Key points 
 Aim of this project was to influence road users’ behaviour via in-car devices. This can 

reduce traffic congestion and increase traffic safety. 

 Aim was to developed and evaluated services that would be introduced on the 

market during the project and would continue operational after the project. 

 The private service providers provided via in-car devices individualized traffic 

information and traffic management services.  

 A sub-goal was to learn as much as possible about the set-up of the tests, about the 

cooperation between market and government and about the behaviour of the users. 

 From theory and design to an operational app for in-car solutions and traffic 

management. 

 Large scale tests were done; in regular commuter traffic and in traffic during major 

events. 

 Four contracts were signed with two consortia in parallel. 
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the boundaries of the contract. The consortia were also responsible to evaluate their own 

tests. 

Reasons for this to procurement 

In 2012 in-car traffic information services existed, but in-car traffic management services not 

(yet). With these contracts Rijkswaterstaat aimed to stimulate the development of in-car 

traffic management services, to evaluate them at large-scale and to stimulate a market 

introduction during or after the project.  

In-car traffic management services can contribute to reduce traffic congestion in the 

Amsterdam area (and other areas in the long term) and can give road users more accurate 

traffic information. The collected in-car Floating Car Data can improve the traffic 

management operation on the traffic centres. 

Innovative aspects 

What was procured is innovative: 

The main innovative aspects of this procurement were: several new in-car traffic 

management services; a new Traffic Management tool for the operators in the traffic centres; 

new algorithms to distribute traffic over the road network (load balancing);  new ways for 

traffic operators to communicate directly with road users; new in-car services dedicated to 

traffic around major events; improved open data of parking data; cooperation between road 

authorities, service providers and event organizers. 

The procurement process itself is innovative: 

The main innovative aspects of the procurement process were: parties were able to show 

unconventional solutions due to the use of a contest for selection potential suppliers; the 

contracts were very lean, which gave parties possibilities to invent; the contract was very 

much based on managing the risks; the contest also had a price reward for the winners, so 

small companies were stimulated to come up with ideas; the same contracts were awarded 

to two consortia in parallel; each consortium had to do its own evaluation;  

The Procurement Process 

Short description of the procedure used 

The procedure of the procurement went as follows: 

 Market consultation 

 Price contest 

 Selection 

 Competitive Dialogue over contract 

 Tender 

 Evaluation based on criteria (quality and price). 

The process started with a market consultation. Information was published and an open 

meeting was held, where all major stakeholders were present. The aim of the project was 

presented and the way to tender discussed. 
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A design contest was organised; suppliers were stimulated to come with innovative solutions. 

The top five of the proposals for regular traffic and the top five of the proposals for event 

traffic received a financial compensation. These top five organisations were then invited for 

the competitive dialogue and for the tender. Several bilateral meetings took place with these 

suppliers to discuss the terms in the contract and tender guideline. This resulted in a final 

contract and tender guideline that was equal for all parties. As a result, there was a good 

understanding about the project. 

No ceiling prices were used in the tender in order to stimulate competition in content and in 

price. The procurement was for a service contract of less than three years. Reason to use 

this small timeframe was to use the results within one year. It was a lean contract with 

Rijkswaterstaat as procurer mainly focussing on monitoring the progress and managing the 

risks. Most Economically Advantageous Tender (MEAT) became the sole award criterion to 

be assessed on the basis of the best price-quality ratio (BPQR). This was to be assessed on 

the basis of award criteria linked to the subject-matter of the contract.  

The procedure gave a lot of freedom for the contractors. Evaluation of the proposals took 

some more time and the comparison was more difficult as there was no ceiling price. After 

the contest there were a series of meetings with individual parties to discuss the terms in the 

contract and tender guideline. 

Reasons for this procurement process 

A contest was organised because Rijkswaterstaat did not know at that time what suppliers 

could deliver with respect to in-car traffic management services. This contest also served as 

a filtering; only the top five were invited for the competitive dialogue and tender phase. A 

financial reward was given for the top five of the contest to stimulate the participants to come 

with innovative solutions. 

In the tender and the contract Rijkswaterstaat role was as limited as possible, to give the 

suppliers maximum freedom and maximum flexibility, but also maximum responsibility. 

Key Results  
In the end, four contracts were signed, with two separate parties (Consortium ARS-TNO and 

consortium Arcardis – VID). Within a period of 9 months, one million trips were made by the 

participants in the trials (the users), in which the dedicated in-car devices were used. At that 

moment, the smartphone was a new commodity that was used. APT learnt that it was difficult 

to involve in-car users, and that devices were primarily used over a short period of time, and 

not for the whole trip. It was also difficult for the contracted parties to create a save app with 

an easy-to-use human interface, that fitted the requirements needed for evaluation. Users do 

not like to register for trials and they want a faultless app. As a result, one of the contractors 

was not able to fulfil the requirements of the contract (involving enough users), resulting in a 

penalty for that contractor. Nowadays there are more apps on the market that predict traffic 

jams and give good feedback on floating car data. At the moment of the trial there was no 

common use. APT also learnt that influencing the driver’s behaviour can lead to less traffic 

jams and congestions. The strong connection between traffic authority and commercial 

parties made it possible to influence trip choices, route choices and actual speeds.  



 
                                                                   
        

59 

 

Key Lessons Learnt 
 

  

1. It was demonstrated that it is possible to distribute traffic over a network by providing 

different routes to different users. 

2. Influencing the traffic can lead to less traffic jams and less congestions. The cooperation 

of traffic authorities and commercial parties makes it possible to influence planned routes  

and to give individual information and warnings. 

3. It was difficult to involve sufficient participants (in-car users) for the large-scale tests. 

4. Those users using the in-car device were prepared to use the in-car traffic management 

services even when that meant a slightly longer travel time. 

5. One contractor was not able to fulfil the contractual obligations, leading to discussions 

about the penalty. In new contracts a more sophisticated exit procedure would be 

recommended. 

6. Contractors had lots of freedom in their offer and there was no ceiling price. This made 

the evaluation of the offers difficult. A ceiling price is recommended when there is much 

freedom in the contents of the offer. 

7. Two contracts were awarded in parallel. Firstly as a risk measure. The risks of not 

achieving the results were high. Even if one consortium would fail, there would be results. In 

fact, this happened; one consortium was not able to fulfil its contract with respect to the 

regular traffic.  Secondly, different solutions were expected from the consortia, such that 

parallel contracts would lead to much more knowledge and experiences. 

8. Aim of the project was that it would lead to operational in-car service on the Dutch market. 

Although the plans for market introduction were one of the selection criteria, this was not 

achieved. Both consortia learned from the project that there was no room for their services 

on the market.  

9. An evaluation of the trials was part of the contract and the contractors had to evaluate 

their own solutions. There was doubt if this would lead to an independent evaluation. But 

this wants good and resulted in qualitative good reports. 

10. The contest phase led to many new ideas and possibilities (even more than tested in the 

trials). 

11. Most responsibilities were with the consortia themselves. The coordination of 

Rijkswaterstaat was limited to monitoring and risk management. This went well and gave the 

consortia the freedom to develop their innovative ideas.   
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This cluster covers all kind of mobility services which have potentials to reduce congestion 

and pollution and also improve social inclusion, including Mobility as a Service (MaaS) as 

well as conventional public transport services, ticketing and traveller information services;    

Mobility services which are based on ITS fit in both Cluster Topic 2 and 3.  

1.) Conventional mobility services are for example: 

 Public transport services 

 Bike sharing services 

 Ticketing services 

 Travel information services 

 And such like 

2.) Mobility as a Service (MaaS) is defined as: 

“Multimodal and sustainable mobility services addressing customers' transport needs by 

integrating planning and payment on a one-stop-shop principle” [3]. Characteristics of MaaS 

are: 

 Flexible, efficient, user-oriented and ecological mobility services 

 Utilizes technology  

o Exploitation of mobile devices (also for payment) 

 Uses one-stop-shop principle (MaaS operator) 

o Combines multiple modes of transport 

o Different services under one fare and on the same ticket 

o Integrated routing, booking and payment 

 Might combine passenger and freight transport operations 

o Especially urban delivery and distribution in rural areas 

 Could cover various rental and sharing services 

 Multimodal route planners 

[3] Definition provided by the MaaSifiE Project 

3 
Mobility Services 

Cluster 

Topic 
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About this Best Practice Case 

Providing Home School Transport in an efficient way proved to be more and more difficult in 

Northampton as the number of children requiring transportation increased. In particular, this 

case shows how they used the so-called reverse electronic auction tool, instead of 

conventional procurement methods, to reach a lower price with more flexibility within the 

contract framework, whilst retaining the quality of the transport services. They also managed 

to reduce the time needed for the procurement significantly.  

 

  

Procurement of Special-purpose road passenger-transport services 
A Home School Transport Service - Northamptonshire County Council 

Title: United Kingdom-Northampton: Special-purpose road passenger-transport services 
Cluster Topic: Mobility Services 
Procedure: Open Procedure via the tool of Electronic Reverse Auction 
Country: UK 
Procuring Authority: Northamptonshire County Council, department of highways,  
Contact Information: Ms. Esme Cushing, Principle Transport Planner    

TED: 2013/S 171-296504 
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Northampton: Procuring a Home School Transport Service 

Contract via the Reverse Auction Tool  

 

The Procurement Objectives  

Brief description 

The main goal of cities, regions (and also of the parents), when it comes to the transportation 
of the children to and from school, is the safety of the children, followed by the flexibility of 
the transport solution offered and by environmental goals. As an example, in some cities the 
majority of parents drive the kids to school with a private car. This leads to more safety 
issues, especially in front of the school where traffic is increased, to more congestion and it is 
a transport mode that causes a high level of CO2 emission. Therefore many public authorities 
invest in alternative transport modes (biking, walking to school) or a School-Bus Service.  
 
There are large differences in the use of School-Bus Services between the European 
Member States, which is caused by various factors. For example in the Netherlands about  
70% of the students from 12 to 17 years of age choose the bike for the journey to school. 
Reasons are the relative short distances to school, the save bike lanes and the flatness of 
the country. 
 
Also in the UK a high amount of students uses the bike to go to school, but the School Bus is 
also very important. Factors like educational policies and school location influences the 
transportation policies. In the UK the so-called integrated school system leads to schools 
offering a range of educational opportunities. To be efficient, high numbers of students are 
required and thus large school-building complexes. These complexes need much space and 

Key Points 
 Using the reverse electronic-auction proved efficient for tendering a service contract 

that gave Northamptonshire County Council the maximum value for money, whilst 

maintaining the quality via quality checks. 

 Significant cost savings were achieved through the use of a multiple operator 

framework contract and reverse e-auctions. The first revers auctions held in 2010 led 

to a saving of 30% compared to contracts tendered in previous years. 

 The procurement process tendered reverse auctions for 129 routes. Mini 

competitions were also carried out for other routes throughout the duration of the 

framework agreement. Over 150 operators were awarded a framework contract. 

 The revers electronic-auction is a quicker way to procure contracts which saves 

resources (time) of the public authority.  
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are therefore often built outside the city. This leads to larger transportation distances which 
makes a bike less attractive.21  
Northamptonshire County Council also faced other issues like the increasing costs for the 
existing service contracts they had, because the number of children requiring transportation 
was strongly increasing. This was triggered by a general increase in the school population in 
combination with the fact that available schools are often more distant.  In addition, there is a 
trend that more and more parents are choosing not the nearest school, but a preferred more 
distant school, which leads to longer travel distances for the students.    
 

Reasons for this procurement 

Faced with this situation Northamptonshire country Council was looking for a new way to 

procure a Home School Bus Services. It wanted a quicker way to procure contracts with 

more flexibility when the students travel needs change, whilst retaining the quality of the 

services.  

The new contracts should:  

i)  have a total value (budget) excluding VAT between 48,000,000 and  
88,000,000 GBP; 

ii)  keep the level of quality; 
iii)  lower the time needed for the procurement process itself. 
 

Innovative Aspects 

The procurement process itself was innovative. The tender process improved the ability to 

gain value for money through the reverse electronic auction. The costs for the council were 

reduced and the flexibility within the contracts was increased.  

In this best practice case the innovative aspects are in the innovative tender process, rather 

than in an innovative solution. There was an initial pilot phase to determine the feasibility to 

use reverse auctions in this case. E-auction training was carried out prior to the first real e-

auctions in 2010. Advertisements and articles were placed in local papers and newsletters 

were sent to all operators to achieve a maximum level of participation.   

 

The Procurement Process 

In preparation for the tender Northamptonshire County Council carried out an “e-auction 

training”. Advertisements and articles were placed in local papers and newsletters were sent 

to all operators to stimulate them to participate. 

To guarantee the quality of the services, at first all participating suppliers are put through the 

usual quality checks to ensure they are were capable of providing the service through the 

framework contract. Once they were through this stage they were qualified for bidding in the 

e-auction platform. This A can be described as kind of similar to Ebay only revers bidding 

was used: the lowest bit is winning.   

                                                           
21

 De Boer/ Van Goeverden 2008: School Travel as a product of school system, school location and 
transport strategies, Association for European Transport and contributors, p. 2.  
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A Multiple Operator Framework Contract was used, which means there is one overall 

contract, but multiple operators tendered for small parts of it (sets of individual routes). 

Operators bid for part of the Framework Contract, not to provide the full service for all routes. 

There was an extra tender for each of the routes delivered as “call-offs”, which was also part 

of the overall framework contract. This means that for each route there was a separate 

reverse e-auction, which also gives SME’s the opportunity to participate, as they do not have 

to deliver all routs.  All e-auctions were carried out within certain time limits.  

Procurement Procedure and the Reverse Auction as tool 

Key Reasons for using the revers electronic auction  

The Reverse Auction itself is just one tool within a normal open procurement procedure. The 

main reason for using this tool and the open procedure was that it looked like a very straight 

process of procuring that seemed to offer the flexibility needed.  

The revers auction in short 

The key element of the revers auction is that the role of the buyer (public procurer) and the 

seller (supplier) is reversed. In an ordinary auction, also called forward auctions, “buyers 

compete to obtain a good or service by offering increasingly higher prices”. In the revers 

auction the suppliers compete against each other and the one who offers the lowest price for 

the same service wins the tender. Within procurement this decreases the price of the service 

or product one wants to purchase.  

The contract award criterion of the tender was “the most economically advantageous 

tender”. The main criterion was achieving the lowest price (80 %), but there was also a 

criterion on quality (20 %) evaluating a few qualitative aspects of transport solution offered.   

Pro and Cons of the Reverse Electronic Auction 

There are several positive aspects, due to the reverse auction and the used procurement 

approach:  

 it enabled Northamptonshire County Council to advertise locally to achieve a high 

participation;  

 it enabled clear and very objective criteria that every supplier that participated had to 

meet;  

 especially the time savings of the procedure itself was great, because the electronic 

way reduced paper work and the awarding decision could be taken in weeks instead 

of months;  

 also the opportunity to award the lowest-cost provider while retaining a minimum of 

quality criteria for the suppliers is a positive aspect of the reverse auction.   

 

One other positive side of reverse auctions is that an e-auction might be an opportunity to 

break cartels, because it might open the market for smaller suppliers through braking down 
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the contract into small parts that also SMEs can fulfil as well as its down-pricing 

components.22  

On the negative side is the fact that the procurement process clearly suppressed innovation. 

There is no negotiation, not adoption of solutions and only already available options were 

considered. 

In the future this might be solved via the so-called “total transport pilot fund”, which is used to 

give local authorities in England the opportunity to try new and better ways of delivering joint-

up (more public authorities join each other to deliver a service together) local transport in 

rural an isolated areas.  

Key Results 

The procurement process put out to tender reverse auctions for 129 routes. Mini 

competitions were also carried out for other routes throughout the duration of the framework 

agreement. Over 150 operators were awarded the framework contract.  

Contract tendered  
As mentioned significant cost savings were achieved through the use of a multiple operator 

framework contract and reverse e-auctions. The first reverse auctions were held in 2010 and 

made a saving of 30% on contracts tendered in previous years. 

The contracts tendered were short term (less than 3 years) service-contracts, with the 

possibility of one year extension. The reason for the short term contracts is the noticed 

change in demand for journeys year by year. The revers auction proved to give this flexibility 

and possibility to re-tender on a regular basis, because it does not require a lot of resources 

to do a reverse auction. This maintains competitiveness and if there are issues with an 

operator, who is not delivering a good service these can be addressed, easier as the fear not 

to get extension, or the public authorities can simply contract another supplier after 3 years. 

The methodology was first piloted in 2010 by Northamptonshire County Council and has 

since also been used for procurement of telecommunication services by the County Council. 

The approach has also received interest nationally. Several councils came to inform about 

the auctions and to share good practice and experiences. 
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 Purchasing Auctions. 2017, What is a reverse auction? URL: 
http://www.purchasingauctions.com/what-is-a-reverse-auction/  

https://www.gov.uk/government/news/76-million-for-local-transport-in-rural-and-isolated-areas
http://www.purchasingauctions.com/what-is-a-reverse-auction/
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Key Lessons Learnt 
 

1. The reverse electronic auction can lead to more flexibility in terms of re-tendering after 3 

years, in case the supplier is not fulfilling its contract well or in case the demand is changing.  

2. The procurement tool used can lead to significant cost savings. 

3. A multiple supplier contract framework can help SMEs to participate. 

4. The reverse electronic auction as tool within the open procedure is not very open for 

innovation and only allows integrating quality requirements to a limited extent. 

5. Procuring, with the help of an electronic auction tool, can lead to a significant reduction of 

purchasing time.   

 

References and Further Information: 
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During the proposal stage SPICE planned to use this cluster for all “relevant topics that do not fall into 

the categories above”.  At this stage of the project the consortium and the SPICE stakeholders 

discussed what kind of cases will be clustered under this topic. During the interviews and the process 

of selecting interesting cases SPICE partners did find examples that do not fit into the field of 

transport, but are of great value for the later on analysis done in WP3.  

These include all kind of innovative public procurement where a special procedure likes competitive 

dialogue and similar has been used. The learnings from using different procedures and instruments 

can be adopted for the transport and mobility sector. If there are interesting cases from outside 

Europe they may also be grouped here. The SPICE Stakeholders will select good best practice 

examples of interest together with the SPICE consortium according to their needs.  

 

4 
Other Best Practice Cases 

Cluster 

Topic 
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About this Best Practice Case 

For the construction of the Rantaväylä tunnel in Tampere, the Finnish Transport Agency 

(FTA)  used a complete new procurement approach: the alliance model, this is a Competitive 

Procedure with negotiation. Due to the complexity of the project, negotiations with potential 

suppliers during the tendering phase were needed. But FTA also aimed with this approach to 

investigate the possibilities of a procurer / supplier cooperation in which risks and 

opportunities are shared. This led to significant savings in time and money. 

 

 

  

Construction of the Tampere Tunnel (Rantatunneli)  
The Alliance Project – Finnish Transport Agency (FTA)                                                           

Title: Construction of the Tampere Tunnel using the Alliance Model 
Cluster Topic: Other 
Procedure: Competitive Procedure with Negotiation 
Directive: 2004/18/EC 
Country: Finland 
Procuring Authority: Finnish Transport Agency, Design and project division 
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Finnish Road Authority: Construction of the Tampere 

Tunnel using the Alliance Model 

The Procurement Objectives  

Brief description 

Tampere is Finland’s second largest city and an important industrial centre. “The 
headquarters of crushing equipment firm Metso situated within the city while there are 
extensive production facilities for construction and mining equipment firm Sandvik located on 
the outskirts of Tampere” 23 . Therefore, like many Cities Tampere is also dealing with 
increasing traffic, congestions and bottle necks. A new tunnel should improve the 
connections in the city increase traffic safety and flow.  

Reasons for this project  

The aim of the City of Tampere to rerouting the tunnel was clear.  The construction of the 
Rantaväylä tunnel in Tampere should remove a bottleneck and therefore improve the flow 
and safety of traffic and contributes to the development of Tampere city centre. The 
additional benefits are, that the construction of this tunnel frees up plots by the lake Näsijarvi, 
a green zone that will be used to construct a new residential are for approximately 3,600 

                                                           
23

 Worldhighways 2012, A new road tunnel will improve connections in Finnish city Tampere, URL: 
http://www.worldhighways.com/sections/general/news/a-new-road-tunnel-will-improve-connections-in-
finnish-city-tampere/  

Key Points 
 The Rantaväylä tunnel project has been carried out through an alliance of private 

and public stakeholders. The alliance is a new and innovative implementation model 

in Finland: The Finnish Alliance Model. It did lead to major savings of resources. 

 The goal was to move the existing highway 12 into a tunnel for a length of 2.3 km on 

the Santalahti–Naistenlahti stretch in Tampere. 

 There was a four-phase procurement procedure December 2011 - June 2012. 

 At development workshops the procurer gained valuable information relevant for 

the contents of the call for tender. 

 Market collaboration continued intensively during the phased negotiation procedure 

and the information and experience gained during the whole process affected the 

definitions in the final tender.  

 

 

 

http://www.worldhighways.com/sections/general/news/a-new-road-tunnel-will-improve-connections-in-finnish-city-tampere/
http://www.worldhighways.com/sections/general/news/a-new-road-tunnel-will-improve-connections-in-finnish-city-tampere/
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residents.  
 
Aim of the Project:  

The objective was to select the best tendering consortium as the owner’s partner in 

implementing the Rantatunneli project. The implementation of the project includes moving 

highway 12 into a tunnel for a length of 2.3 km on the Santalahti–Naistenlahti stretch in 

Tampere. The required road and street arrangements, moving of lines and equipment, and 

interchange arrangements in Naistenlahti and Santalahti are also included in the project. As 

a whole, the changes will apply to a 4.2 km stretch of highway (Vt 12 Tampereen 

Rantaväylä).  

Innovative Aspects 

The procurement process itself is innovative: 

With the Alliance Model Finland invented a totally new procedure to procure. The main 

aspect was the ability to negotiate during the complex project. The Alliance was based on a 

common organisation with shared targets, as well as on sharing the risks. 

By using such an innovative model the Finnish Transport Authority (FTA) wanted to learn 

how to reach the following strategic targets through the ability to negotiate and cooperate: 

 To improve productivity of the entire industry 

 To change the culture into a more open and trusting way of working  

 To improve the customer satisfaction for end products – faster, better quality and 

cheaper 

 To develop innovativeness and knowledge 

The Procurement Process 
Finland tried a complete new approach: the alliance model. This is a Competitive Procedure 

with negotiation. The main reason for this approach was that it offered much more 

possibilities to negotiate with candidates than other options.  The complexity and novelty of 

the project required these possibilities. 

The cornerstones of an alliance are a common organisation and shared targets, as well as 

the division of risks and opportunities between the parties. The alliance model makes use of 

cooperation between the parties, promotes innovation and reduces needless waste and 

unnecessary work. The alliance model seeks to realise the project in a manner that, 

compared to more traditional forms of procurement, delivers more benefits and value to 

society for the money invested in the project. Another target of this specific alliance model is 

the improvement of construction productivity. 
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The clear positive side of this procedure is that it is possible to re-frame and negotiate with 

economic operators the scope of the procurement within the procedure. 

The objective of the current undertaking was to implement a solution, as it was specified in 

the 2011 road plan, in an innovative manner. It was also crucial to create the best conditions 

possible for cooperation between the various parties and stakeholders in the undertaking, in 

order to achieve the targets in the most efficient manner. 

The project owners made a joint decision to use the alliance model. The Finnish Transport 

Agency opted for the alliance model for the Rantatunneli project after discussing the matter 

with international alliance experts at the 2010 Lean in Public Sector seminar. After that 

seminar, the Agency contacted the City of Tampere’s to ask their opinion about this 

approach. On 19 January 2012, the City of Tampere announced that it will participate in the 

project’s preparation according to the alliance model. 

Procurement Procedure 

Key Reasons for implementing the Alliance model  

The FTA wanted to try a new approach to cooperate between buyer and supplier. An explicit 

goal was to stimulate innovation and to learn in this very complex project. Therefore all 

standard procurement projects for infrastructure construction work were excluded.  The 

contract entailed more than only build a simple tunnel. It also aimed to increase the 

productivity of the entire industry; to change the culture in a more open and trustful way of 

working and to stimulate innovation and create new knowledge. The goal was to achieve this 

via a customer / provider cooperation. 

In a traditional project model, risks are also shared. However with the alliance model this is 

lifted to a new level as the customer and provider are part of the same project organisation, 

project planning and project management. The savings generated via the process benefit all 

parties and therefor lead to high enthusiasm and identification with the project goal at both 

sides.  

Finland investigated several partnership projects and found that they have become of 

popular in Australia. FTA looked at these models and adopted it to European and Finnish 

procurement law. The project alliance in Finland was based on the idea that “the parties form 

a joint, integrated project organisation in which risks and liabilities as well as opportunities 

are shared by the parties”. The Tampere City Tunnel was financed via such a model.  

The Alliance model in short 

The principle of the alliance is changing the procurement world. Normally the supplier and 

the public procurer as customer are in a kind of opposition, which now is removed. They 
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work hand in hand to implement and plan the project. “In the end, either all parties win, or all 

loose”. 24 

The supplier still provides the service and the public procurer is still paying for the process 

and the result. What is new is that the parties do not agree on an exact price from the 

beginning. The parties agree on a cost budget, which they also plan together. All actually 

incurred costs that are generated during the process (plus a small percentage as premium) 

are paid to the supplier. This element (the percentage) constitutes the “price” element in the 

supplier’s bid. 

The idea behind the alliance model is that it assumes that both, supplier and public procurer 

have the same interest. This is achieved via a so called incentive system that is “granting 

bonuses for savings in cost or overachievement in terms of the work result”. Maluses or 

negative points may also occur, if cost are higher, or delays occur. 

Innovative to the approach is also that all parties are expected to contribute substantial 

resources to the common project management. The decisions are made unanimously. The 

common decision-making organs are deciding quickly on the questions. This way to organise 

the project management did lead to an “almost complete exclusion of any legal remedy for 

either side”.2 

What the alliance model means for bidders is that they have to invest more resources in the 

process earlier in the project phases. They need their own vision about the project and have 

to convince the public authority that they are able to cooperate so closely.  

Not all the parties that contribute to the tunnel have to be part in the alliance. There are some 

sub-contractors, which are linked via standard work contracts to one or more of the suppliers. 

This leads to smaller and efficient “alliance” team. 

Also the risks with respect to the subcontractors are shared. It does not matter which supplier 

is awarding the subcontracts, as they are chosen by the whole alliance with unanimity and 

their costs are considered as project-cost.  

The contract award criterion of the final tender was “the price-quality ratio (BPQR)” based 

on the following sub-criteria: 

Sub-Criteria Weighting 
A. Ability 75% 

A1. Project implementation plan and organisation 10% 

A2. Proof of profitable operations  
A2.1 Proof of profitable operations in the KRAs 
A2.2 Learning from mistakes 

10% 
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 Jaspers 2017, Bidding for Project Alliances in Finland, URL: 
http://www.bergmann.fi/e/article/alliance_bidding  

http://www.bergmann.fi/e/article/alliance_bidding
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A3. Value for money  
A3.1 Setting of the project TOC  
A3.2 Examination of the owner’s cost estimate 

30% 

A4. Alliance capability and management 
A4.1 The leadership ability of the alliance leaders and the project 
team, and alliance capability of the tenderer 

25% 

B. Price (fee offer) 25% 

Phases of the Procurement 

Alliance contracts are divided into three main phases: 

• The selection phase during which the owners select their alliance partners. 

• The project development phase, during which the alliance develops and implements 

solutions in cooperation under a common organisation, while simultaneously steering 

the TOC towards an appropriate level acceptable to all parties. At the end of the 

project development phase, the TOC, other contract targets and implementation 

plans are approved. 

• The project implementation phase, including construction and the warranty period. 

Procurement Process Overview 

Market dialogues held in the form of seminars fall 2011. 
A four-phase procurement procedure December 2011-June 2012.  
 

1. tendering period (Contract notice, Inspection of participation applications, Decision on 
the selection of candidate tenderers) 

2. Selection of the two best tenderers over several stages (including phases 2a and 2b) 

- 2a) 
o Preliminary invitation to tender 
o Beginning of tendering period 
o Opening and inspection of tenders 
o Beginning of the evaluation of tenders 

- 2b) 
o Dialogue with tenderers 
o Supplementation of tenders 
o Decision during the procurement process 

- => 2 best tenderers selected 

3. Selection of best tenderer 

- Development workshops and their evaluation 
- Financial negotiations 
- Final invitation to tender 
- Completion of qualitative tender evaluation 
- Fee offer 
- Selection of best tenderer 
- Contract award decision 

- Agreement review 

4. Signing of the development phase alliance agreement 
- Signing of the development phase alliance agreement 
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- Alliance formation 

- Beginning of project development phase 

At the end of the procurement phase, feedback on the procurement was requested from the 
tenderers. 

Key Results 

Achievements: Based on the tendering competition, the contract was awarded to the 

tendering consortium with the best tender in terms of overall economy and the best 

prerequisites (resources, expertise and experience), as defined in the contract award criteria, 

to implement the undertaking in cooperation with the City of Tampere and the Finnish 

Transport Agency.  
The contract was awarded to a consortium of, consisting of Lemminkäinen Infra Oy, A-

Insinöörit Suunnittelu Oy and Saanio & Riekkola Oy. 

Value: At the procurement phase the budget was 185M€. As a result of the Development 

phase, the Alliance set the target outturn cost at 180,3 M€.  

Due to the use of the alliance model, there was a significant success in timeline and total 

cost.  

"By working as a team comprised of the customer, designer and constructor, we were 

able to achieve substantial cost savings through the development of innovative 

design solutions and work plans. We see alliance-based co-operation models as an 

excellent opportunity to improve productivity in the construction industry. This project 

will also have a significant employment effect in the region," says Harri Kailasalo, 

Executive Vice President for Infrastructure Construction at Lemminkäinen.25 

Key Lessons Learnt  
 

Major Barriers 

1. Setting the evaluation criteria: there were no projects alike before in Finland - challenges 

in setting and fulfilling the experience criteria.  

2. Evaluating the tenders: these were challenging and work-intense phases with strict time-

schedules and risk of failure.  

                                                           
25

 Lemminkäinen 2013, Lemminkäinen signs agreement for alliance contract for the Rantayäylä tunnel 
in Tampere, URL: 
https://cns.omxgroup.com/cdsPublic/viewDisclosure.action?disclosureId=575503&messageId=711243  

https://cns.omxgroup.com/cdsPublic/viewDisclosure.action?disclosureId=575503&messageId=711243
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3. Decisions on the commercial model: which expenses were to be accepted as project 

costs and which expenses should be include in the fee offer (the tender price). 

Lessons Learnt  

1. The alliance contract model is new. However, the term is used in the US and also in 

Northern Europe, but for a different contract. International discussions about this model can 

easily lead to misunderstandings 

2. Close cooperation is needed, especially with respect to safety issues. Everyone worked 

together with jointly agreed goals and common rules. The common project management, 

paid and organised by both sides (suppliers, public authorities), led to an almost complete 

exclusion of any legal remedy from either side.  

3. The collaboration in work coordination and in innovative problem solving led to an efficient 

way of working. 

4. Training and guiding play a key role when using a new approach. Everybody needs the 

same level of understanding of the process. 

5. A new way of collaboration requires constant learning during the project. 

6. Negotiation and cooperation is key, but requires time. Planning these resources in 

advance is important, then the right things can be planned and prepared in the right time. 

However, the time table needs to be flexible due to the changes needed. For example, the 

alliance finalised the whole project faster than expected.   

7. “It is obvious that the model is capable of creating a cooperation environment in which all 

resources are focused on the success of the project (rather than securing one’s own rights). 

It is equally obvious that the desired effect will depend on many factors. Procurement 

agencies underline that the choice of the right alliance partners is key in this process.”1 

8. Through jointly created innovations, they were able to reduce the disruption caused by 

the construction site, to create cost savings and to accelerate the progress of the project. 

One of the innovations of the alliance was to change the planned location of the access of 

the tunnel. 

9. The Alliance Model is ideal for the implementation of larger and complex projects.  
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References and Further Information: 
 

1. Lemminkäinen 2013, Lemminkäinen signs agreement for alliance contract for the Rantayäylä tunnel 

in Tampere 

 

https://cns.omxgroup.com/cdsPublic/viewDisclosure.action?disclosureId=575503&messageId

=711243  

2.  More information on the project: 

http://www2.liikennevirasto.fi/rantatunneli/print/rantatunneli_print_en.pdf 

http://www.liikennevirasto.fi/documents/20473/23134/Arvoa_rahalle_en.pdf/f633ee61-dbfe-

45b9-a0f5-b283d0cce0ee 

3. Background information on the FTA alliance model and the targets: 

http://www.nvfnorden.org/library/Files/Utskott-och-tema/Organisation-och-

marknad/Seminarium/Vasa_Upphandling_20140603/4_NVF_Project%20Alliance_Nygard_Va

sa%20030614.pdf 

4. Short description of the key facts about the alliance model: 

http://www.bergmann.fi/e/article/alliance_bidding 
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https://cns.omxgroup.com/cdsPublic/viewDisclosure.action?disclosureId=575503&messageId=711243
http://www2.liikennevirasto.fi/rantatunneli/print/rantatunneli_print_en.pdf
http://www.liikennevirasto.fi/documents/20473/23134/Arvoa_rahalle_en.pdf/f633ee61-dbfe-45b9-a0f5-b283d0cce0ee
http://www.liikennevirasto.fi/documents/20473/23134/Arvoa_rahalle_en.pdf/f633ee61-dbfe-45b9-a0f5-b283d0cce0ee
http://www.nvfnorden.org/library/Files/Utskott-och-tema/Organisation-och-marknad/Seminarium/Vasa_Upphandling_20140603/4_NVF_Project%20Alliance_Nygard_Vasa%20030614.pdf
http://www.nvfnorden.org/library/Files/Utskott-och-tema/Organisation-och-marknad/Seminarium/Vasa_Upphandling_20140603/4_NVF_Project%20Alliance_Nygard_Vasa%20030614.pdf
http://www.nvfnorden.org/library/Files/Utskott-och-tema/Organisation-och-marknad/Seminarium/Vasa_Upphandling_20140603/4_NVF_Project%20Alliance_Nygard_Vasa%20030614.pdf
http://www.bergmann.fi/e/article/alliance_bidding
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About this Best Practice Case 

This case provides as main learnings how Northamptonshire Country Council (NCC) used 

the competitive dialogue procedure to procure a new, more flexible highway, while 

considering innovations and sustainability goals. NCC also aimed at a better value for money 

through suppliers that are collaborative and aiming for partnerships. A dialogue was needed 

to ensure that potential suppliers understood the needs of NCC; therefore this procedure was 

chosen. With this contract, NCC did achieve their major goals like the reduction of CO2, 

increased recycling, more efficient use of salt, fewer defects like potholes, etc.  

 

 

  

Procurement of a Highways Services Contract 2008-2020 
Northamptonshire County Council 

Title: Procurement of Highway Service Contract 
Cluster Topic: Other/Mobility Services 
Country: UK 
Procuring Authority: Northamptonshire Country Council 
Procedure: Competitive Dialogue 
Directive: 2004/18/EC 

TED:  2006/S 179-190393 
2006/S 46-048388 

             2006/S 46-048394 
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Northamptonshire Country Council: Procuring a long-term 

Highways Contract through the Competitive Dialogue 

Procedure 

The Procurement Objectives  

Brief description 

Northamptonshire County Council (NCC), as public authority, is amongst other responsible 
for education, fire services, highways and public transport, minerals, social services, waste 
management and strategic planning in the county. The region has a population of 700,000 
people.  
 
For the citizens using the highways, NCC has to make sure that they secure service 
contracts that guarantee maintenance, winter service (salt), improvement and management 
of the highway as well as flexibility to possible changing conditions and this within a limited 
budget.   
 
In 2006 NCC was faced with a lot of challenges. There were demographic changes coupled 
with “a change in the way people now expect to receive services and the most challenging 

Key Points 
 The competitive dialogue was chosen to discuss elements of the contract with 

bidders and build up a relationship between them and the council, which is 

particularly important for such a long-term contract. 

 NCC used the best price-quality ratio as award criteria, including integration of 

innovation and collaboration as sub-criteria. 

The highest proportion of the weighting of a sub-criterion was the collaborative 

approach of the bidder (45%). 

 Before the tender, there wasn’t a private sector solution available that provided the 

full mix NCC was looking for: consultancy, maintenance, scheme delivery required 

for the contract. 

 The result of the tender was a multi-award winning strategic partnership between 

KierWSP and NCC which has not only seen successful infrastructure provision and 

maintenance, but also a fundamental change in the approach to road maintenance 

which is now over 90% proactive. 
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financial climate for the public sector there has been for decades”. This lead them to a 
“radical transformation of public service provision” to “meet the increasing needs of the 
people” in the country. This required public-private cooperation in all sectors. One of them 
was the highway services cooperation contract. This experience also provided 
considerations for this transformation of public sector provision in later years. NCC set up a 
plan to transform the organisation of the Council in general (Council Plan 2016-2020) and to 
move to more cooperation and innovation. The organisation changed towards a so called 
“next generation council” model, with a far smaller retained organisation (the new NCC 
Group), which is “right-sourcing and commissioning services from a new set of accountable 
organisations and social enterprises which will be owned, managed and run by current 
council staff with partners”.26  

Reasons for this procurement 

At that time (2006) Northamptonshire County Council’s had an existing Highways contract 
with Atkins Global Ltd, which had run for a period of years and was due to terminate. It was 
necessary to go out to the market to gain best value for money for the next contract period. A 
short extension to the Atkins contract was given, to allow time for the procurement process. 
This opportunity was used by NCC to go for a competitive dialogue procedure, which was 
relatively new in the UK at that time. It gave NCC the possibility to rethink what they wanted 
to gain from a highway-service contract, also in terms of innovation and sustainability goals 
and in the context of its new organisation model. The dialogue allowed them to discuss 
contract aspects and the aim of the aim of the contract, the goals and other aspects with the 
bidders, which led to a better understanding on both sides.  
 
The main aim of the new contract was to tender an integrated highway service contract for 
the management, maintenance and the overall improvement of the Northamptonshire road 
network. This encompassed a wide range of technical and operational services including the 
design and delivery of major highway infrastructure projects, maintenance, management and 
improvement of the highway assets, delivery of home to school transport, professional 
services and management advice.  
 
The contract had to guarantee the flexibility to enable additional activities to be migrated in or 
out of NCC based on contractual terms, performance and future council strategy. The 
contract had to enable a new partnership working on trust and transparency. To monitor 
success, Northamptonshire County Council introduced key performance indicators (KPIs) in 
the contract. If KPIs are not met, financial penalties are incurred. 

Innovative Aspects 

What was procured is innovative: 

Procuring not just a simple service contract, but a complex public-private cooperation was 

quite innovative. Also, combining a tender of a service with a whole administrative reform a 

public authority was a major challenge. Furthermore, the limited budget, increasing traffic 

and new expectations in services by the society were quite remarkable aspects in this case.   

                                                           
26 Council Plan 2016-2020, Appendix A, p. 1-6. URL: https://www3.northamptonshire.gov.uk/councilservices/council-and-
democracy/performance-and-plans/Documents/Council%20Plan/Council%20plan%202016.pdf  

https://www3.northamptonshire.gov.uk/councilservices/council-and-democracy/performance-and-plans/Documents/Council%20Plan/Council%20plan%202016.pdf
https://www3.northamptonshire.gov.uk/councilservices/council-and-democracy/performance-and-plans/Documents/Council%20Plan/Council%20plan%202016.pdf
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“Thanks to the 

competitive dialogue 

allowed building up a 

relationship between the 

public authorities and the 

bidder at an early stage.” 

The procurement process itself was innovative: 

There was a need for dialogue to ensure the bidders understood what kind of cooperation 

NCC was aiming for and to make clear for the bidders what the goals were. Through the 

competitive dialogue, NCC changed the mind-set of the bidders enabling them to understand 

the contract and to draft compliant and competitive bids.     

The Procurement Process 
NCC decided to tender a long-term service contract (more than 5 years), because the 

contract was based on building a relationship (between public and private sector). Working in 

a partnership needs time to develop. Also the required efficiency, the innovative use of 

technology and the testing of new approaches needed time and evolve ‘bed-in’ before the 

saving and effectiveness  could be realised.  Furthermore the procurement process itself (the 

competitive dialogue) is very expensive and public authorities do not have the resources to 

do it again after a short period.     

NCC published a prior information notice in March 2006 and published the contract notice in 

September 2006. The tender was advertised and between October and November 2006 six 

bidders where shortlisted and from them four where later invited to participate in the 

competitive dialogue. 

As the competitive dialogue was quite new in the UK and just recently introduced, it is also 

important to note that it was also the first experience for the bidders with this approach to 

tendering, which is why more explanation was needed.  

Procurement Procedure 

Key Reasons for using the Competitive Dialogue in this Procurement  

At the beginning NCC did not know how this new contract should look like. Competitive 

dialogue was chosen because it was a way to discuss with the bidders elements of the 

contract and the procurement process and to start to 

build up a relationship between the bidders and the 

Council. This was particularly important due to the 

long contract period with such an integrated service 

plan. It also allowed Northamptonshire County 

Council sufficient time and possibilities to consider 

and discuss different approaches and to arrive at the 

best solution. Other procedures allow this much less 

or not at all.  

The Competitive Dialogue was chosen as the 

obvious procurement procedure for this 

organisational highly complex contract. However, 

3: Quote from Interview with Esme 
Cushing 
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also the aim to find the best supplier, while achieving best value for money, led to the 

decision to use the competitive dialogue.  

This also allowed Northamptonshire County Council to explore ideas with the bidders, this 

was particularly important to understand how the bidders understood and interpreted the 

challenges and proposals for innovation. 

The Competitive Dialogue in Short 

The competitive dialogue is a procedure that allows discussions with the potential bidders. 

This is often needed when tendering complex contracts, like it was the case here. More 

specific it is a two-stage process: 

In the first stage the public procurer (contracting authority) is advertising the contract 

opportunity. The potential suppliers are asked to submit a request to participate and 

afterwards to submit so called “pre-qualification and selection stage information”. This 

information is checked by the public procurer to evaluate if the supplier is qualified to perform 

the contract. The qualified suppliers are invited to participate in the tender; the public 

procurer is allowed to limit the number of participants, which is for example necessary if the 

public procurer pays the suppliers a budget already for participation in the competitive 

dialogue like in the current case. The contracting authority will draw up a short list of 

suppliers that will be invited to participate in the next stage, which is the Competitive 

Dialogue itself. 

The second stage is the competitive dialogue. The huge advantage of this procedure is that 

during this phase, all aspects of the project can be discussed with the selected suppliers and 

the number of possible solutions can be reduced as part of the process. Once the contracting 

authority (public procurer) is satisfied that it will receive proposals that will meet its 

requirements, it declares the competitive dialogue phase closed and invites tenders. Under 

this procedure,  tenders  can  only  be  evaluated  on  the  basis  of  the  most  economically  

advantageous tender.27  

The contract award criterion of the final tender was “the best price-quality ratio BPQR” 

based on the following sub-criteria: 

Sub-criterion Weighting 

Collaborative Approach 45 % 

Technical Criteria 15 % 

Price 10 % 

Legal and Commercial Criteria 35 % 

 

                                                           
27

 Procurement of Innovation Platform, Guidance for public authorities on Public procurement of 
Innovation, URL: https://www.innovation-procurement.org/fileadmin/editor-content/Guides/PPI-
Platform_Guide_new-final_download.pdf  

https://www.innovation-procurement.org/fileadmin/editor-content/Guides/PPI-Platform_Guide_new-final_download.pdf
https://www.innovation-procurement.org/fileadmin/editor-content/Guides/PPI-Platform_Guide_new-final_download.pdf
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The highest proportion of the weighting was given to a collaborative approach, on developing 

a partnership relationship and on using innovative procedures and approaches. This was a 

fundamental pre-condition to enter into the contract.    

Pro and Cons of the competitive dialogue 

Asked about the pro and cons of using the competitive dialogue for this particular 

procurement, Esme Cushing, a principal transport planner at NCC, stated in the interview, 

that the competitive dialogue made it possible for NCC to build a relationship with the bidders 

already early on.  

This was very important for NCC, since the tendered long-term contract required a huge 

effort of cooperation from the very beginning. Another positive aspect according to Esme 

Cushing is the fact that the competitive dialogue, being a dialogue based process, allows a 

mutual exchange of information and ideas in order to improve the contract, including 

economic aspects, as a whole.  

One example was that they changed the contract to encompass one integrated package 

instead of the planned three lots. On the down-side, the process itself is very time consuming 

and expensive. 

Key Results 
The contract was awarded in January 2008.  The Contract start date was 29th March 2008. 

The value of the contract was £ 320, 000, 000 over eight years with a possible extension of 

four years. The contract has since been extended, due to the positive experience, for the full 

four years up to March 2020. The extension has a value of £ 200, 000, 000 over four years. 

Contract tendered  
The contract has now been in operation for a number of years. The following key results 
have been identified: 
  

 fewer defects for potholes (mostly permanent repairs – policy of ‘right first time’); 

 reductions in CO2 and increased recycling, including re-using materials from 
carriageway resurfacing; 

 more efficient use of salt for gritting; 

 forward funding of schemes – better approach to working and improved public 
perception of improvements;  

 investment for mutual benefits, through the Control Hub set-up; 

 undertaking and selling services to third parties under the Northamptonshire 
Highways brand is possible; 

 early efficiency savings; 

 safeguarding people and front line services; 

 flexibility in the contract enabled in 2013 the full integration of the highways and 
transport service (with the transfer of staff to the private sector service provider) 
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which has created a lean client (around 20 individuals remain employed by the 
County Council); 

 mutual respect; 

 mutual trust; 

 transparency and openness; 

Key Lessons Learnt 
 

1. Using the procurement procedure competitive dialogue is very resource demanding 

and also needs much for explanation to the suppliers (bidders) as they also were not familiar 

with this procedure.  

2. A good relationship between private companies and public authorities can be 

achieved through the possibility to cooperate and exchange information within the 

procedure. 

3. There was only limited time in the sessions to talk to each supplier. Adequate time-

resources should be planned already from the beginning. 

4. The cooperation approach as highest weighted sub-criterion with 45% helped 

significantly to achieve the planned goals. 

5. The competitive dialogue allowed NCC to explore ideas with the bidders. This was 

particularly important to understand how the bidders understood and interpreted the 

challenges and proposals for innovation. 

6. NCC was firstly aiming for a then der divided into three lots, but the dialogue showed that 

this was not needed and that the suppliers can fulfil the goals within one large integrated 

service contract. Therefore the information, gained helped the procurers to optimise the 

tender documentation. 

References and Further Information: 
 

1. The main reverence for this best practice case is the interview with Esme Cushing, Principal 

Transport Planner, Northamptonshire Country Council 

2. Council Plan 2016-2020, Appendix A, 

https://www3.northamptonshire.gov.uk/councilservices/council-and-democracy/performance-

and-plans/Documents/Council%20Plan/Council%20plan%202016.pdf 

https://www3.northamptonshire.gov.uk/councilservices/council-and-democracy/performance-and-plans/Documents/Council%20Plan/Council%20plan%202016.pdf
https://www3.northamptonshire.gov.uk/councilservices/council-and-democracy/performance-and-plans/Documents/Council%20Plan/Council%20plan%202016.pdf
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3. Procurement of Innovation Platform, Guidance for public authorities on Public procurement of 

Innovation, URL:  

https://www.innovation-procurement.org/fileadmin/editor-content/Guides/PPI-

Platform_Guide_new-final_download.pdf 

4. Competitive Dialogue step by step:  

https://www.google.at/url?sa=t&rct=j&q=&esrc=s&source=web&cd=9&ved=0ahUKEwjEhrmIto

bUAhWLvRQKHSyDBsYQFghfMAg&url=http%3A%2F%2Fwww.apuc-

scot.ac.uk%2Fuploads%2Fdocs%2FSM%2520-

%2520Competitive%2520Dialogue%2520Procedure.doc&usg=AFQjCNGp2ZKwOPzBinp8RX

s4sgBN2QIj8Q&cad=rja 

  

https://www.innovation-procurement.org/fileadmin/editor-content/Guides/PPI-Platform_Guide_new-final_download.pdf
https://www.innovation-procurement.org/fileadmin/editor-content/Guides/PPI-Platform_Guide_new-final_download.pdf
https://www.google.at/url?sa=t&rct=j&q=&esrc=s&source=web&cd=9&ved=0ahUKEwjEhrmItobUAhWLvRQKHSyDBsYQFghfMAg&url=http%3A%2F%2Fwww.apuc-scot.ac.uk%2Fuploads%2Fdocs%2FSM%2520-%2520Competitive%2520Dialogue%2520Procedure.doc&usg=AFQjCNGp2ZKwOPzBinp8RXs4sgBN2QIj8Q&cad=rja
https://www.google.at/url?sa=t&rct=j&q=&esrc=s&source=web&cd=9&ved=0ahUKEwjEhrmItobUAhWLvRQKHSyDBsYQFghfMAg&url=http%3A%2F%2Fwww.apuc-scot.ac.uk%2Fuploads%2Fdocs%2FSM%2520-%2520Competitive%2520Dialogue%2520Procedure.doc&usg=AFQjCNGp2ZKwOPzBinp8RXs4sgBN2QIj8Q&cad=rja
https://www.google.at/url?sa=t&rct=j&q=&esrc=s&source=web&cd=9&ved=0ahUKEwjEhrmItobUAhWLvRQKHSyDBsYQFghfMAg&url=http%3A%2F%2Fwww.apuc-scot.ac.uk%2Fuploads%2Fdocs%2FSM%2520-%2520Competitive%2520Dialogue%2520Procedure.doc&usg=AFQjCNGp2ZKwOPzBinp8RXs4sgBN2QIj8Q&cad=rja
https://www.google.at/url?sa=t&rct=j&q=&esrc=s&source=web&cd=9&ved=0ahUKEwjEhrmItobUAhWLvRQKHSyDBsYQFghfMAg&url=http%3A%2F%2Fwww.apuc-scot.ac.uk%2Fuploads%2Fdocs%2FSM%2520-%2520Competitive%2520Dialogue%2520Procedure.doc&usg=AFQjCNGp2ZKwOPzBinp8RXs4sgBN2QIj8Q&cad=rja
https://www.google.at/url?sa=t&rct=j&q=&esrc=s&source=web&cd=9&ved=0ahUKEwjEhrmItobUAhWLvRQKHSyDBsYQFghfMAg&url=http%3A%2F%2Fwww.apuc-scot.ac.uk%2Fuploads%2Fdocs%2FSM%2520-%2520Competitive%2520Dialogue%2520Procedure.doc&usg=AFQjCNGp2ZKwOPzBinp8RXs4sgBN2QIj8Q&cad=rja
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About this Best Practice Case 

Main learning aspect is how the City of Copenhagen used the competitive dialogue 

procedure to procure Intelligent Street Lighting. This was very challenging, because the LED 

technology was a new and a fast developing technology. Therefore it was not clear from the 

beginning, how it could be ensured, that what was procured would be up to date for a long 

time-span. The description of the case provides a summary of the procurement background, 

process, key learnings and results. 

 

 

  

Procurement of Intelligent Street Lighting 
City of Copenhagen 

Title: Procurement of Intelligent Street Lighting 
Cluster Topic: Other  
Country: Denmark 
Procuring Authority: Danish Road Directorate 
Procedure: Competitive Dialogue 
Directive: 2004/18/EC 
TED: 2012/S 180-296469 
Contact Information: Louise Rathleff BJ38@tmf.kk.dk 
 

mailto:BJ38@tmf.kk.dk
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City of Copenhagen: Procurement of Intelligent Street 

Lighting Using the Competitive Dialogue  

The Procurement Objectives  

Brief description 

City of Copenhagen has the ambition to be the first carbon-neutral capital city in the world. 
To reach this ambitious goal, the city council has adopted a comprehensive and targeted 
carbon reduction plan. The intelligent street lighting project is a part of the carbon reduction 
plan to make street lights in Copenhagen more energy efficient, aiming at reducing the 
energy consumption by 50%. The project can be considered as a complex infrastructure 
investment. The city had a plan for renewing a large part of the lighting system across the 
city to optimizing the energy consumption and to renovate the infrastructure. An extra 
complexity was the fact that the LED world is a fast-developing technology, which required 
considerations on how to ensure that the solutions procured would be up to data for a long 
time span and not quickly out of date. 
 
The procurement was carried out using the procurement procedure competitive dialogue in 
order to ensure a full understanding of the cities needs and what the market could deliver, to 
ensure conforming requirements and legal/economic conditions, and to ensure appropriate 
products and system being purchased to safeguard a long term success of the project. A 250 
million Danish Kroner (about 33 million euro) contract was awarded for installing the new 
street lighting system in the city including a 12 year maintenance contract.  

Key Points 
 Renewal of the street lighting to a more energy efficient lighting, including a long-

term service and maintenance contract, with total budget of 250 Million DKK. 

 

 The goal was to reduce CO2 emission as part of City of Copenhagen’s climate-plan to 

become the first CO2-Neutral Capital City in the world.  

 

 Through a Competitive Dialog in 2013, the city and the suppliers manage to get a 

better understanding of each other’s needs and thereby create a good basis for a 

dialog, which in the end ensured that the solution fitted the needs of the city.   
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Reasons for this procurement 

The City of Copenhagen needed a grand renewal of the street lighting, and they wanted to 

take advantage of this opportunity to create an energy efficient smart street lighting system. 

However, they were faced with significant challenges related to the development and 

implementation of such an innovative system.  

First of all, there were no existing off-the shelf products that met the goals of the project. 

Some parts of the solutions were off-the shelf, however the technology in the fixture and the 

ICT-surveillance systems were still under development. Secondly, the LED technology is 

developing fast. It was important to keep the system advance and compatible with the future 

demands; the City of Copenhagen wanted to reduce the risk of buying a product which might 

already be out-dated at the moment of realisation. The City of Copenhagen did not have the 

required knowledge and in-house experiences for such a fast pace development. Finally, the 

city wanted to combine the renewal of the infrastructure with a long-term service and 

maintenance contract. 

 

Road lighting plays a central role in the City of Copenhagen, as lighting is important for road 

safety; for safety and a secure feeling for the citizens and for crime prevention.  

Another goal of the renewal and optimization of road lighting was that it should contribute to 

the municipality’s climate target of reducing CO2 emissions by 20% by 2015 and to making 

Copenhagen the world’s first CO2 neutral metropolis in 2025. Therefore the tenderers had to 

explain the planned new lighting solution and/or the design of new energy efficient plans 

(luminaires, masts and control methods), based on the state of the art and within the Danish 

road lighting rules.28 

As an extra feature the City of Copenhagen required that the lighting solutions are adapted to 

the modern Nordic lighting and design tradition for public urban spaces. 

Innovative Aspects 

What was procured is innovative: 

The LED technology itself is quite innovative and offers the city the possibility to save energy.  

Copenhagen also decided to combine the new intelligent street lighting with an innovative 

Nordic Design that fits to the historical city and is attractive for the citizens.  

The procurement process itself is innovative: 

As procuring innovative technologies is often not possible via standard contracts, that allow 

you to buy on-the-shelf solutions the competitive dialogue procedure was chosen. A dialogue 

with potential supplies was needed to discuss which functional and technological 

requirement are needed in the contract to fulfil the needs. The contract included among 

                                                           
28

 Copenhagen Climate Plan, URL: https://www.energycommunity.org/documents/copenhagen.pdf  

https://www.energycommunity.org/documents/copenhagen.pdf
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others the development of new lighting solutions; the establishment of new installations and 

the establishment of a security station.  

The Procurement Process 

Procurement Procedure 

Key Reasons for using the Competitive Dialogue in this Procurement  

The procurement procedure needed to be dialogue based as the contract included a very 

complex service in which the lighting, economic and energy conditions had to be determined 

and designed in a close dialogue with the suppliers. The technology also had to be adapted 

to the Cities needs and to the existing infrastructure. Therefor an easy procurement via a 

“from the shelf solution” was not possible. 

It was also one of the goals of the dialogue to discuss the contract length, the best 

cooperation model (private and public stakeholders) and financing forms. The Competitive 

Dialogue was chosen as the procurement procedure for this highly complex project.   

The Competitive Dialogue in short 

The competitive dialogue is a procedure that allows dialogue on all aspects of the contract, 

which is often needed when tendering complex innovative systems, like here in the LED 

technology sector. For Copenhagen it was also important to discuss, what the life circle cost 

of the solution is (including maintenance of the new system, installation costs, energy 

consumption, etc.). In the current case it was a three-stage process: 

In the first stage (selection stage) the public procurer (contracting authority) publishes the 

contract notice, asking potential suppliers to submit an application for pre-qualification. The 

pre-qualifications phase includes selection criteria evaluating whether the applicants are 

qualified to perform the contract. In this competitive dialogue, the City of Copenhagen 

decided to pre-qualify four suppliers for the second stage – the dialogue phases. The 

selection criterion for pre-qualification was “best and most relevant experiences in relation to 

the tasks”.  

The second stage (dialogue stage) of the competitive dialogue has the huge advantage that 

during this stage, all aspects of the project can be discussed with the suppliers and the 

number of solutions can be reduced as part of the process. Once the procuring authority has 

sufficient confidence that it will receive proposals meeting its requirements, it declares the 
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competitive dialogue phase closed and invites tenders to submit the final bids (the third stage 

award stage), based on the award criteria “the most economically advantageous tender”.29 

“Number of candidates to invite to tender 

The minimum number of tenderers and the objective and non-discriminatory criteria to be 

applied must be stated in the contract notice in the two-stage procedures, minimum numbers 

are as follows: 

    3 for the Competitive procedure with negotiation and Competitive dialogue procedure”30  

The contract award criterion of the final tender was “the most economically advantageous 

tender” based on the following sub-criteria: 

Sub-criterion 

Price 

The Business Case 

Innovation on Nordic-Design 

The planned Partnership 

Service-Level 

 

Pro and Cons of the competitive dialogue The main benefit of the procedure used in this 

procurement was the fact that a competitive dialogue gave the opportunity to discuss all 

possibilities, the needs of the City and technological requirement with the suppliers. The 

negative aspect was that the process was very time and resource consuming; it is costly for 

the procuring authority and the tenderers. 

Key Results 

Contract tendered  
The contract tendered was a long-term contract that started in mid-2013. The object of the 

contract was the renewal, optimization, operation and maintenance of all Copenhagen 

municipalities lighting systems (approx. 45,000 fixtures). The fixtures are located on streets, 

                                                           
29

 Procurement of Innovation Platform, Guidance for public authorities on Public Procurement of 
Innovation, p. 22-23. URL:   https://www.innovation-procurement.org/fileadmin/editor-
content/Guides/PPI-Platform_Guide_new-final_download.pdf  
30

 Crescent Purchasing Consortium 2017, Competitive Dialogue, URL: 
http://www.felp.ac.uk/taxonomy/term/265  

https://www.innovation-procurement.org/fileadmin/editor-content/Guides/PPI-Platform_Guide_new-final_download.pdf
https://www.innovation-procurement.org/fileadmin/editor-content/Guides/PPI-Platform_Guide_new-final_download.pdf
http://www.felp.ac.uk/taxonomy/term/265
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roads, trails and public places. The contract also includes the development of new lighting 

solutions and the installation of these new systems.  

Key achievements: 

• Custom designed urban lantern   

• Energy savings of up to 60%   

• Substantially reduced maintenance with a 90 000-hours lifetime  

• High quality of light for comfort and safety  

• Smart lighting controls   

Key Lessons Learnt 

1. Using the procurement procedure competitive dialogue is very resource 

demanding. It is more suitable for long-term contracts or contracts that have a high value.   

2. When procuring a new technology, which does not have a fitting of-the-shelf 

solution; a dialogue is needed.  

3. If the procedure is relatively new to the public procurer, as it was for the City of 

Copenhagen, it is recommended to hire external lawyers and add them to the tender 

preparation cost.  

4. Trying out a procedure that was new for the City of Copenhagen did lead to a significant 

positive outcome with regards to the knowledge that the city gained in how to deal with this 

kind of procurement. 

5. Through a good dialogue already from an early stage the city and the suppliers 

managed to end up with solutions that fit the needs of the city. 

6. Through the market dialogue the city and the suppliers got the chance to know each 

other’s need, requirements and limitations better.  

7. The exchange within the market dialogue provided a good understanding that 

enabled the city to modify some of the classical frameworks which was hindering the 

market interest and innovation.  

As an example: the city had a fixed framework agreement of the 4 years for service and 

maintenance; however, the market was interested to invest in a more long term solution, as 

it was needed to be innovative and the market needed some guarantee for the revenues for 

investing in such a development. After negotiations and discussions, the city revised their 

classical framework and designed a new framework which was extended to 12 years. This 

change not only gives a better flexibility for the city, but also for the suppliers to be able to 

secure their investment. 
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About this Best Practice Case 

The main learning aspects provided by this case, is how the City of Copenhagen used 

Public-Private Innovation cooperation (R&D-cooperation) to develop a Street Lab. Selected 

use cases (innovative solutions) can be tested in Copenhagen between 2016-2018. The 

development of new solutions during the project is one goal. These solutions are from a high 

variety of topics: smart parking, waste management, air quality and noise monitoring, mobility 

monitoring, data offloading etc. 

 

 

 

  

R&D Procurement of digital technologies, network and sensors in the urban space 

Copenhagen Solution Lab 

Title: Copenhagen Street Lab 
Cluster Topic: Other 
Procedure: Procurement of R&D services, exempted from the procurement directives 
Country: Denmark 
Procuring Authority: City of Copenhagen 
Information:  http://cphsolutionslab.dk/ 
 
Short explanation:  
The Smart City Street Lab is a R&D-collaboration entered into according to the exemption 
rules on R&D procurement in article 16f in the old procurement directive 2004/28/EC (now 
article 14 in the new directive 2014/24/EU). Thus, the contract is entered into without 
publication of a contract notice in TED.  
 

http://cphsolutionslab.dk/
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Copenhagen Street Lab: Public-Private Innovation 

cooperation (PPI) 

The Procurement Objectives  

Brief description 

With the creation of the Street Lab, Copenhagen wants to build a test area for smart city 
solutions in real urban space to foster the market to come up with innovations. This idea is 
based on the award-winning world best smart city concept Copenhagen Connecting. The 
idea is to create a showcase for the newest technologies within smart city and Internet of 
Things IoT. This shell “demonstrates the potential in these technologies to citizens, decision-
makers and companies, and provides a proof of concept for scaling the qualified solutions to 
larger parts of the city, as well as to other cities in the region, nationally and abroad”. 
 
“Street Lab is placed in the heart of Copenhagen, by the City Hall Square, H.C. Andersen 
Boulevard, the most congested inner city street and Vester Voldgade, a more quiet 
pedestrian street, and is just next door to CPH Solutions Lab”. This gives to opportunity to 
test in various conditions. 31 
 
To achieve a cross-sectoral approach Street Lab is developed in cooperation with both 
private and public actors and funded by both the public and the private partners.  
 
In terms of procurement, the project encompass procurement of research and development 
(R&D) services from the private partners, Cisco, TDC and Citelum. The procurement R&D 

                                                           
31 http://cphsolutionslab.dk/street-lab/  

Key Points 

 The City of Copenhagen wishes to conduct structured and open public-

private innovation cooperation (PPI) with Cisco, TDC and Citelum.  

 The partners have so far invested 15 million DKK in the project. 

 The goal is to develop a test- and demonstration area for the intelligent 

city of the future in an area in the inner city. 

 The main objective of the Copenhagen Street Lab is to create an 

umbrella partnership, which can support the city of Copenhagen to find 

the right solutions and partnerships to solve their problems. 

 

http://cc.cphsolutionslab.dk/
http://cphsolutionslab.dk/street-lab/
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services falls under the exemptions rules for R&D-services under the previous procurement 
directive 2004/18/EC article 16(f)32, requiring that i) the R&D-services are co-financed by the 
private partners and ii) that intellectual property rights (IPR) are shared between the public 
and the private partners. 
 
The Public-Private Innovation cooperation is abbreviated PPI (in Danish – OPI – Offentligt-
Private Innovationssamarbejde). In this context, the abbreviation PPI must however not be 
mixed up with the term “Public Procurement of Innovation”, also abbreviated PPI, which is an 
overall term for using different approaches for innovation procurement, e.g. the use of market 
consultation prior.  

Reasons for this procurement 

In 2015 the council of City of Copenhagen granted 460.000 EUR for the development of a 
test area for new technologies and smart city solutions for congested areas in Copenhagen.  
 
It was decided that the test area should be developed through a Public-Private Innovation 
cooperation (PPI), involving private actors to participate in creating new knowledge via their 
competences and equipment, hopefully including also new technologies. It was decided that 
Private co-financing was crucial for developing a test area on an international level, 
sufficiently scaled to test solutions in a realistic context.  

Innovative Aspects 

Within this Best Practice Case two kinds of very different innovative aspects can be identified 

by SPICE: 

What was procured is innovative: Procurement of R&D-services through a co-financed 

cooperation has per se as its goal to end up with viable solutions that – in a later fully 

developed and/or commercial viable end-user solution - fulfils the needs of the public 

authority.  

The procurement element in the case is however minimal compared to the co-financing 

element: The City of Copenhagen contributes with access to the area, knowledge on the 

challenges of the city and person-hours for project management, dialogue with private 

businesses and development of use-cases in a close cooperation with internal experts within 

the different technical fields. Cisco contributes with hardware and software and person-hours 

for qualifying solutions and knowhow. TDC A/S contributes with the digital infrastructure and 

service platforms, and with person-hours for project management, qualifying solutions etc. 

As motivation for participating, the private companies are expected to gain new knowledge 

and experience with solutions in urban space, and the possibilities of testing new business 

models and platforms.    

The procurement process itself is innovative: Using a Public-Private Innovation 

cooperation (PPI) for a Street Lab had not done before by Copenhagen. The cooperation 
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 Article 14 in the new procurement directive 2014/24/EU 
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with teach-leading companies provided a high level of knowledge and a perfect allocation of 

the risks and outputs of the project. This also did lead to a very committed partnership with a 

very innovative cooperation environment.  

The Procurement Process 
The purpose of the PPI project is for the City of Copenhagen together with the private 

partners to develop a test- and demonstration area for the intelligent city of the future in an 

area in the inner city. The test and demonstration area is intended to develop, implement and 

test new solutions within smart city and internet of things in partnership between municipality, 

private company, knowledge institutions and citizens.         

Often the solutions that cities need are not off the shelf. Putting so much investment in many 

smart city developments needs an initial market investigation in order to ensure the 

investment will not fail. The main objective of the Copenhagen Street Lab is to create an 

umbrella partnership, which can support the city of Copenhagen to find the right solutions 

and partnerships for their problems. The cooperation is strictly promoting innovation and 

getting good ideas to combat the challenges in the City. The solution lab works on the 

business cases, evaluate how ready the market is and what should the city focus on when 

we go for tendering a new topic.  

Key Reasons for using the Private-Public Innovation cooperation  

The City of Copenhagen wanted to build a strong partnership with technology leading private 

partners for creating and finance a “state-of-the-art” Steet Lab for the purpose of developing 

and gaining knowledge on innovative solutions within the use of digital technologies, network 

and sensors in the urban space. 

As the cooperation and the financed activities, i.e. activities co-financed by the City of 

Copenhagen, entirely relates to research and development services, the cooperation could 

be established subject to the exemption rules of R&D services in the procurement directive. 

In addition to the public funds of co-financing research and development services, the private 

partners have contributed with private funds for e.g. works and technology procurement.        

Pro and Cons of PPI 

It is expected, that the outcomes of the PPI project will provide valuable market knowledge in 

the technical fields of the Street Lab, and thus will help the city defining its needs and 

specifications in forthcoming procurement programmes following the PPI projects.  

One of the cons of developing new solutions via a R&D cooperation, established without a 

commercial tender procedure (e.g. open procedure, competitive dialogue etc.) is, that the 

solutions created during the R&D project cannot be procured in a commercial scale from the 

R&D-partners without carrying out a tender. Furthermore, the public authority has to ensure, 

that i) it will be able to carry out a tender after finalising the R&D-project, including rights to 
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disclose any IRP, and ii) that the private suppliers participating in the R&D-project are not 

disqualified in the later tender due to competitive advantages. 

When defraying costs in a R&D-project with private participation the public authority has to 

safeguard that no state aid is involved. This includes completing a state aid report stating the 

values of each partner’s contributions including expected values of the outcome of the R&D-

project.  

Expectations 

The private parties do not expect the benefit from the participation to exceed the 

contributions with which the parties contribute in the PPI Project. There is at the outset not 

any state aid involved. 

Neither is it expected that the private parties gain industrial project rights or other values 

which compared to the City of Copenhagen’s contributions exceed the value of such.  

The City of Copenhagen’s contributions are only intended for municipal handling of tasks and, 

accordingly, the City of Copenhagen also expects to gain a profit from the Parties’ 

contributions equivalent to at least the City of Copenhagen’s own contributions to the PPI 

Project. 

Key Results 
The City of Copenhagen conducted a structured public-private-innovation cooperation with 
Cisco, TDC and Citelum for the purpose of developing and gaining knowledge on innovative 
solutions within the use of digital technologies, network and sensors in the urban space (the 
PPI project). 
 
Street Lab was developed in 2016 with the first selected use cases and the network 
infrastructure, and will be open for testing new solutions over a three-year period until 2018. 
The use cases that have been selected for testing in the first phase of the project are: 
 
Smart parking, waste management, air quality and noise monitoring, water management, 
mobility monitoring, city wifi for tourists, data offloading, asset tracking, services for citizens 
and tourists.33 

Key Lessons Learnt 

                                                           
33 http://cphsolutionslab.dk/street-lab/  

1. The Copenhagen Street Lab got a framework for actually collaborating. Deliverables 
might not be something that insures scalability, but it ensures that open dialog with 
companies that actually gave some knowledge as well.  
 

http://cphsolutionslab.dk/street-lab/
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2. The best positive lesson from the PPI is that all parties want it to success as all parties 
have invested resources in the project. 
 
3. Legal experts are needed to draft provisions on IPR and to safeguard that the private 
participants will not be disqualified in a future commercial tender. 
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