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Background Information
Helsingin kaupungin liikennelaitos (HKL) is look-

ing into the future of public transportation and wants 

to move from providing only core transportation 

services that take people from A to B, towards also 

providing auxiliary services that are well integrated 

into people’s everyday lives and meet citizens’ 

needs. Therefore, HKL has created two new teams 

- a service development team and a customer experi-

ence development team - that will begin to work in 

January 2016. 

At this turning point in HKL’s history the company’s 

CEO, Ville Lehmuskoski, has initiated an extensive 

collaboration with the Design Department at Aalto 

University. Through this collaboration HKL aims 

to gain alternative perspectives and new knowl-

edge that are needed for successful work of the new 

teams. The collaboration is divided into two phases: 

(1) gaining understanding during the Strategic Co-

Design course which is taking place in November 

and December of 2015 and (2) creating and devel-

oping concrete services during the Designing for 

Services course which is taking place in January and 

February of 2016.

Brief
This report has been prepared by a group of 6 stu-

dents in the Strategic Co-Design course. We were 

asked to analyze the possibilities for cyclists at the 

Helsinki metro stations while focusing on how the 

metro stations can be turned into cyclist-friendly 

locations. The main target group of the brief were 

those cyclists who live, work or study within bik-

ing but not walking proximity to a metro stop. Our 

analysis is aimed towards increasing understanding 

of how to provide auxiliary services for cyclists at 

the metro and providing an outstanding customer 

experience. The strategic reasons for focusing on the 

cyclists is HKL’S commitment to increasing the use 

of sustainable transportation - walking, bicycling, 

and using public transportation. Moreover, Helsinki 
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city is striving to increase the share of cycling in 

the city to 15% by 2020, compared to 11% in 2013. 

Human oriented development of HKL’s transporta-

tion infrastructure and services will play a large role 

in increasing numbers of people using sustainable 

transportation. 

Research
During the project our group has used multiple 

modes of research. We have conducted primary 

research through ethnographic observations, un-

structured interviews with cyclists, and immersion 

as cyclists. Additionally, we conducted secondary 

research through analysis of the reports from HKL 

and HSL, reports by third parties, and benchmarking 

the links between cycling and public transportation 

around the world. We also interviewed eight repre-

sentatives from HKL and two representatives from 

HSL.

Our research uncovered the following key pain 

points related to the links between the metro and 

cycling:

Lack of safe and reliable bicycle parking;

Lack of clear, understandable and welcoming 

signage;

Complicated access to the platform: (1) eleva-

tors are slow, crammed and hard to find; (2) it is 

potentially dangerous to hold the bike on the es-

calator; (3) it is physically hard to carry bicycles 

down the stairs;

Complications of transporting the bike in the 

metro car;

Lack of awareness about the rules and regula-

tions regarding bicycles on the metro;

Importance of seamless integration of the new 

city bike system and the metro.

With the opening of the West Metro, the metro 

trains will become shorter and the density of the 

passengers will increase. Around the same time the 

city bike programme will be introduced. Therefore, 

we speculate that taking the bike into the metro 

will be prohibited at all times or at least during the 

rush hours -  bikes take a lot of space both on the 

platform and in the cars. At this point we find focus-

ing on projects that aim to improve experiences of 

transporting a bike in the metro carts as impractical. 

Therefore, we will not address pain points 3, 4, and 

5 in our project. However, we accentuate that all 

changes, rules and regulation that affect cyclists with 

the opening of the West metro must be clearly and 

extensively communicated to the passengers.

At the moment HSL is running a project to improve 

and unify the signage system throughout the metro 

and has already outsourced the design to a consul-

tancy. Therefore, we believe that it is irrational to 

propose new changes to the signage systems in the 

metro stations, and abstain from addressing the pain 

point 2. 
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The Helsinki City Bikes project has entered its last 

phase. The presented system seems to be well inte-

grated into the public transport system. Therefore, 

we believe that it is irrational to currently propose 

any changes to the project that has entered its last 

spurt. Our team will abstain from addressing the pain 

point 6. However, we accentuate the importance of 

evaluation of the system and level of its integration 

into the public transportation system once the City 

Bikes programme is in use.

Based on the point described above our team made a 

decision to focus our project on improving the safety 

and reliability of bicycle parking at the metro sta-

tions. Moreover, safety of the bicycle parking lots is 

a critical point for many cyclists, as it significantly 

affects their decisions of choosing the commute that 

combines cycling and metro over commute with a 

private car. Therefore, increased safety, reliability 

and usability of the parking lots is of key strategic 

importance for HKL.

Our target group’s primary need to leave their bicy-

cle in a safe and secure place for significant periods 

of time stays the same across the whole customer 

segment and throughout the year. Improved bicycle 

parking at the metro stations will boost the number 

of people who choose the cycling-metro combina-

tion thus increasing the share of sustainable transpor-

tation use in Helsinki.

Revising the Brief
Through our research we investigated the different 

pain points of bicycle parking at the metro stations 

and traced them to root causes within HKL. We 

approached it by (1) listing the needs of the cyclists 

and the current solutions, (2) analysing the pain 

points of current solutions and their causes, and (3) 

linking the causes to their plausible origins within 

HKL.  (In Appendix I we highlight each of the six 

main pain points and give an overview of each link.)

For example, we explored how the cyclists’ need 

for safe and well functioning parking spots is cur-

rently being addressed. At the moment, bike parking 

options include bicycle racks of various styles at 

different metro stations and bike boxes at the Vuo-

saari station. Our research indicates that the bike 

boxes are not sufficiently maintained, might not be 

resistant to Finnish weather conditions, and have 

extensive technical difficulties. These factors have 

lead to the boxes being taped over and not used. 

Additionally, we speculate that there might have not 

been a long term vision for the bike boxes, as there 

seem to be no traces of plans for further develop-

ment of this solution. It also appeared to us that the 

past misfortunes with identical bike boxes that were 

installed and shortly after removed from the Pasila 

train station in 1999 did not inform the current solu-

tion. More generally, we concluded that there might 

be an insufficient understanding of the context sur-

rounding cyclists behaviors and their needs related to 

bike parking.

Based on the root causes we uncovered, we can state 

that the main issues with the current solution that 

stem from the past projects do not lie in the solu-

tions themselves. Most of the root causes stem from 

extensive outsourcing of projects that design and 

develop the auxiliary services. Outsourcing can be 

an important tool when handing over a project to a 

third party that holds the needed expertise within 

the design or other fields. However, the risk of such 

approach is that the solutions that are handed over 

to HKL lack a plan for maintenance and further 

development. This gap is created when the external 

party is no longer responsible for the project and 
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HKL has not fully taken over the responsibilities. 

Some projects even get fully neglected if the HKL’s 

internal project owner and driver moves within the 

company structure. Moreover, the consultancy might 

not always sufficiently inform and educate HKL 

about further needs of the solution, and within HKL 

there can be more urgent matters to deal with. This 

ownership gap is reinforced by insufficient control 

that HKL has over development of the outsourced 

projects, and it can lead to waste of time, money 

and other resources. Additionally, a side effect of 

outsourcing is loss of information and knowledge 

gained by the consultancy. This loss occurs during 

the project transfer from the third party to HKL and 

results in insufficient and incomplete understanding 

within HKL about their customer base and the cus-

tomers’ needs. Outsourcing can also lead to repeti-

tion of same or similar usability flaws within differ-

ent project. Therefore, we speculate that extensive 

outsourcing of the projects prevents the developed 

solutions from reaching their full potential.

To understand how HKL’s structure, working style, 

and culture can be improved upon, our group ana-

lyzed the company’s strengths and weaknesses. 

HKL’s corporate culture is geared towards large 

infrastructural projects in which they have excellent 

track record, but they have limited experience with 

small, nimble and iterative customer oriented ways 

of working. However, there is a large enthusiasm 

within the company’s leadership and the new devel-

opment team can be used to create momentum for 

change. Therefore, our approach is aimed at develop-

ing HKL’s capacity of working with this new itera-

tive and nimble mindset while developing auxiliary 

services. The new target group of our work is the 

employees of HKL, especially the employees and the 

leaders of the new service development team. Our 

approach develops new competencies within HKL 

for Human Oriented design, and our solution takes 

HKL through a sample first project that, if carried 

out adequately, will build the missing competencies 

while also solving problems with bicycle parking.

Approach
In this chapter we will describe our three level 

strategy that takes HKL through human oriented de-

velopment to build competency for iterative design 

methods, and allow HKL to involve users in every 

step.

Level 1 - Designing for Users
The goal of the first level is to allow the service 

development team to address users needs directly 

and to accurately measure project success. Design 

and development of services is an ongoing, iterative 

process. When used repeatedly the methods of de-

signing for users are vital parts of the service devel-

opment toolkit. This level is a prerequisite building 

block towards fully engaging the users in collabora-

tive design and building relationships with the users. 

Graph 3: Process of the approach. 



7

Developer immersion in use
The goal of immersion is an approach that stimulates 

the designers to empathize with the user and take on 

the users’ perspective. This creates an implicit un-

derstanding of the user’s problems and needs while 

giving the designers a fresh perspective. Immersion 

methods improve when given time to develop, but 

there are limited gains when focusing on one subject. 

The challenge of this approach is that a designer is 

not able to successfully experience all instances of 

the users perspectives; however, it enable them to 

relate to the user group as a whole.

Human Centered Design
In Human Centered Design approach the users are 

involved in all stages of the design process. Initially, 

designers gather users’ behavior, needs, and desires 

as a source of guidelines for the design. Then design-

ers test their assumptions, ideas and initial concepts 

with the users. Finally, the development team tests 

usability and effectiveness of the prototypes with 

users. The challenge of this approach is to skillfully 

acquire and interpret specific user insights through 

indirect questions and observations.

Level 2: Working with the Users
The goal of this level is to learn the approaches, 

tools, and techniques to effectively involve users as 

design partners. User involvement will allow HKL to 

develop meaningful solutions, to gain new resources, 

to build user commitment, and to create positive 

resonance among the citizens of Helsinki. This level 

builds on the work done previously by utilizing 

skills and knowledge of gathering user insights, test-

ing with users, and analysing engagement outcomes.

Collaborative Design 
The goal of the Collaborative Design approach is to 

involve the users as design partners. Using different 

engagements with the users, such as group work-

shops and one-on-one co-creation sessions, etc, the 

designers and the users together find design oppor-

tunities, development possibilities and meaningful 

solutions. Some of the challenges of this approach 

are recruitments of users, equal representation of 

various use groups, and extensive scheduling and 

preparation of the sessions.

Level 3 - Building Long-Term Re-
lationships with Users
The goal of this level is to build two way commu-

nication with the users. This would give the users 

an ongoing voice in the design of new services and 

form a pool of users for HKL to draw from whenev-

er input from users is needed. Users needs and pref-

erences change and develop over time; by having 

one or several user communities HKL can be on top 

of these changes and provide solutions as problems 

emerge. This level builds onto the previous work 

developing design competencies in collaborative 

working with the users. Moreover, some of the users 

who have previously taken part in the design activi-

ties of HKL are involved deeper into the process.

HKL’s main role in this level is providing resources 

and structure for the engagements. They must also 

maintain interest by providing internal and external 

motivators. The key to creating a successful commu-

nity is working with the users to construct the com-

munities organization. HKL should start by engaging 

with an already existing communities of practice, 

such as Helsingin Polkupyöräilijät ry (HePo), active 

senior societies or family activity center, etc. A com-

munity must be flexible and respond to the changing 
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user group, which will evolve over time.

Hybrid User Innovation Communities
A hybrid user innovation community is an approach 

where both HKL and the user group have a say over 

the control of the community. Both groups can make 

decisions about the structure of the organization of 

the group, while HKL still retains the final say on 

whether the developed projects are implemented. 

One strength of such innovation communities is the 

ability to iteratively develop solutions and constantly 

improve services. This community is an opportunity 

for HKL to solve their issues around maintenance 

and further development of project outcomes. The 

community can also drive HKL to solve problems 

they otherwise would not know about.

Acquiring Necessary 
Design Competence
The goal of acquiring design competency is to do 

the service development work in-house. This enables 

HKL to develop a long-term strategic mindset and a 

team that is capable of completing different projects 

with nimble, iterative methods. It is important to 

develop a new mindset that involves the final users 

in the design process; as inspiration, as collabora-

tors or as part of a community, allowing a good fit 

between solutions and user needs. It is important for 

HKL to work nimbly and iteratively because their 

client segment is dynamic; the service offering needs 

to evolve as users’ needs, preferences, engagement 

levels as well as socio-economic situation and  soci-

etal norms evolve over time. When doing long and 

extensive planning, investing in implementation of 

untested solutions and only then discovering the pos-

sible shortcoming of solutions is an inefficient ap-

proach to development of auxiliary services. Work-

ing nimbly and iteratively, on the other hand, allows 

quick development and implementation, testing with 

the users and rapid re-adjustments when needed. 

Moreover, it makes the efforts of the user commu-

nity visible, thus maintaining and further stimulating 

engagement. We believe that there are four possibili-

ties to acquire the competency to work in this nimble 

and iterative way. Two involve hiring of designers; 

one involves education of the current employees; 

one involves no change within the organisation.

Possibility 1: Hire a senior level designer 
for an in-house User Experience (UX) lead 
position.
The UX lead is an advocate for human oriented 

design approaches on the management level. They 

are responsible for developing overarching design 

strategy and vision for HKL. They get the project 

approval, provide long term support, and allocate 

resources. The UX lead is capable of spreading 

awareness of benefits of design practices throughout 

HKL hierarchy which removes roadblocks for the 

development team. The UX lead candidate should 

have 10+ years experience that includes leadership 

positions.

Possibility 2: Hire a mid-level in-house ser-
vice designer into the development team.
A service designer is an advocate and a skilfull 

practitioner of human oriented design approaches on 

the team level. They take part in all service design 

and development projects and train the development 

team in human oriented design thinking. The service 

design candidate should have 5-7 years of experi-

ence in hands-on service design work.

Possibility 3:  Outsource employee 
education
Training of the service development team develops 

employees’ skills and mindset in human oriented de-



9

sign approaches. This training can happen in various 

ways, for example via classes, showcase projects, 

workshops, training courses, mandatory university 

classes, etc.

Possibility 4: Hire consultants to do the 
design work independently.
The team can continue their current practice of 

outsourcing the design and experience development 

projects to outside agencies and consultancies. In 

effect, this borrows design competency from the 

consultancy and hinders HKL from improving their 

capacity for Human Oriented design.

Recommendation
We recommend hiring both the senior level UX lead 

and the mid-level service designer. This is the only 

opportunity for HKL to develop into a company that 

delivers holistic, well-maintained and pleasant auxil-

iary services. This brings multi-level benefits.

1 - The change towards being a human oriented 

company happens both top-down and bottom-up, 

ensuring strong project ownership and long term 

perspective. The UX lead is the advocate for the ap-

proach at the top level, ensuring the service develop-

ment projects have long-term support from the CEO, 

the board of managers and the city board. We believe 

the design lead is crucial to organize the service de-

velopment team and their tasks, allocate budgets and 

lobby for human oriented design and development 

of HKL services. The mid-level service designer 

advocates for, educates about, and, most importantly, 

facilitates the processes of human oriented develop-

ment.

2 - The design competence becomes embedded into 

HKL. It reduces the necessity to outsource service 

design projects significantly increasing the qual-

ity and decreasing the costs of service development 

projects. The company gets a better return of work-

ing hours and project quality on their investment in 

designer salaries as the expertise of HKL’s develop-

ment department and its employees grows over time. 

Moreover significant time and money resources are 

saved as the necessity to plan, schedule, brief, sup-

port and monitor the outsourced projects decreases 

as well as the necessity for tendering of larger proj-

ects. The two designers can ensure that only fabrica-

tion work is contracted. 

3 - Doing all of the development and design projects 

in-house enables HKL and its team to have strong 

ownership over the projects and their outcomes. 

This system enables project management to be 

more efficient and enables work that aligns with the 

company’s visions and long-term perspective. The 

employees will start to feel that the projects are their 

Awareness of  
human oriented  
design

Awareness of  
human oriented  
design

The difference between spreading design competency botom up (left) and both top down and bottom up (right).
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collective creation and will be motivated to ensure 

the outcomes are maintained. Moreover, HKL will 

have full control over project outcomes, making sure 

that they are of highest quality.

4 - Doing all of the development and design projects 

in-house enables HKL to build internal knowledge 

of its customers’ needs and desires. When work is 

outsourced the knowledge and insights gained are 

not transferred to HKL. On contrary, in-house work 

builds a long-term learning process, where insights 

from all of the different projects accumulate within 

the company. This enables HKL to build a holistic 

and dynamic understanding about their users which 

leads to development of meaningful and targeted 

services.

As outlined above, the combination of hiring the UX 

lead and the mid-level service designer is the opti-

mum solution to acquire and foster design compe-

tency internally. The other two options - outsourcing 

of education and outsourcing of design and develop-

ment projects - have large downfalls. Outsourcing of 

employee education is likely to improve the culture 

of working with auxiliary services slowly; however, 

it most likely would have a shallow impact over the 

whole company. Since the current working practices 

are deeply embedded into the company culture the 

barrier for use of the new, nimble, iterative methods 

may still remain. Outsourcing of projects will not 

improve HKL’s design competencies or create a hu-

man oriented focus at all.

Solution
Here we ground our strategy with a concrete ex-

ample of a project that is focused on developing 

the bicycle parking at metro stations. Our example 

provides a mix of methods for Levels 1, 2 and 3 of 

our approach. These methods are used by the devel-

opment team and are planned and lead by the service 

designer who was hired when Acquiring Design 

Competency. We want to accentuate that involve-

ment of the service designer is the only way to en-

sure that the methods are used correctly and provide 

reliable and exceptional outcomes. Moreover, com-

petency must be built at each stage by repeating each 

method until all of the methods are perfected. Each 

repetition of the method should result in tangible 

results. Only once full competency has been estab-

lished should the design team move onto methods 

Acquiring design  
competence

Designing for users

Working with users

Building a long-term 
relationship/community

human orie
nted 

desig
n co

mpetence

tim
e

Graph 1: Ladder of Innovation - each step must build on the previous steps.



11

from the next level. Therefore, we do not give an ex-

act length for each level of the approach or solution.

The goal of this example project is to develop com-

petency in the Human Oriented design methods. This 

is achieved, by first building an empathic under-

standing of cyclists’ needs for metro bicycle parking, 

then developing solutions for these needs and testing 

them with the cyclists. Secondly, by involving the 

cyclists as collaborators in envisioning, prototyping 

and testing of the new parking solutions. Finally this 

is achieved by developing a community for continu-

ous collaboration.

The outcome of this project is threefold, (1) the ser-

vice for bicycle parking will meet the user needs, (2) 

HKL will have developed design competencies on 

three levels, and (3) the community will be actively 

engaged in current design projects and developing 

new projects.

Level 1 - Designing for Users
In the first level the employees of the service de-

velopment team, instructed by the service designer, 

build an empathic understanding of the cyclists’ 

needs at the metro bicycle parking. They will de-

velop solutions for these needs and test the solution 

prototypes with cyclists. For these purposes they use 

four methods: bicycle outings, feedback sessions, 

“How Might We?”, and rapid prototyping.

Bicycle Outing
The goals of the Bicycle Outing are to (1) gain 

personal, empathic understanding of different as-

pects and pain points related to bicycle parking at the 

metro stations and (2) learn about different tools and 

methods that are used to gather design and develop-

ment inspiration. The development team experiences 

bicycle parking first hand, observes what happens at 

the lots and learns how to effectively document and 

analyze their experiences. The outings take place 

multiple times, 2-3 hours at a time, and happen at 

different times of the day - morning, daytime, eve-

ning, weekends.

Before the outing the service designer teaches the 

participants all the necessary skills, shares valu-

able insights and introduces the procedures. During 

the outing the team members take their bicycles 

and visit different metro stations. They individually 

experience the different functions of the parking 

lots - bicycle racks and ways of locking the bicycle 

to it, locations, times, weather conditions, signage, 

etc. Moreover, they observe other cyclists at the lots 

and ask a few questions for clarification. Then the 

participants write down their experiences and gained 

insights on a notepad and document the instances 

with a mobile phone camera. After the outing, the 

team shares experiences and analyzes the outcomes. 

Bicycle Parking Feedback Sessions 
The goals of the Bicycle Parking Feedback session 

are to (1) interact with the cyclists and gather direct 

comments on the current state of bicycle parking at 

metro stations and to (2) learn about principles, tools 

and methods of user research. The outcome of the 

session is a concrete understanding of how to recruit 

users, familiarity with asking indirect questions, and 

An example of tape feedback on a ‘good’ parking solution.
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qualitative assessment of the bicycle parking lots. 

The feedback sessions take place multiple times and 

at different metro stations for 2-3 hours at a time. 

Before these sessions HKL can establish a relation-

ship with HePo ry to ensure that there are coopera-

tive cyclists present for each of the sessions. More-

over, to develop a holistic view of the lots, the team 

involves a few employees of HKL who work with 

the bicycle parking lots and are asked to share their 

perspectives.

Before the feedback session the service designer 

teaches the development team the necessary skills 

in indirect interviewing, open-minded engagement 

with the cyclists, and photo documenting. During 

the session team members invite cyclists passing 

through the parking lot, the HePo representatives 

and the invited HKL employees to write the positive 

and negative aspects of the lot on pieces of tape and 

to attach the tapes directly onto the infrastructure. 

While the cyclists mark the spots, they are asked to 

comment on why this aspect of the lot is, in their 

opinion, good or bad. These comments are written 

down by the development team, and the notes are 

document with photographs. After each session the 

team shares experiences, impression and insights.

“How Might We” Session
After initial analysis of the outcomes from the 

Bicycle Outings and the Feedback sessions the 

design and development team run a “How Might 

We” session. The goal of the session is to (1) create 

multiple solution concepts from the key pain points 

uncovered in the previous steps and to (2) develop a 

design mindset of addressing challenges and pursu-

ing development opportunities. The outcome of the 

session is a concrete understanding of how to come 

up with a set of possible solutions for each of the 

key opportunities. Each session takes 3-4 hours with 

multiple breaks.

Before the “How Might We” Session the whole 

design and development team, guided by the service 

designer, sorts insights from the research into sepa-

rate categories and themes, uncovering the key pain 

points and design opportunities. During the session 

team members ask themselves “How Might We 

solve this particular challenge”, for example, “How 

can we make it easier to orientate yourself around 

bicycle parking?”. By answering the team comes up 

with multiple solutions, from obvious and mundane 

ones to outrageous and silly ones. All of the solu-

tion ideas are noted down and developed further into 

initial concepts. 

Rapid Prototyping
After the development team has generated dozens 

of initial solution concepts, they test these concepts 

with Rapid Prototyping. The goal is this method is 

to (1) swiftly test if the solutions would be effective 

and to (2) develop an iterative, prototyping, and test-

ing driven mindset for challenging assumptions and 

concepts. As part of prototyping the team can build 

physical prototypes or do service mapping, sketch-

ing, storytelling and role play among other methods. 

The outcome of this session is an understanding of 

which initial concepts are effective in addressing the 

design challenges. These prototypes can be taken 

further through full scale prototyping and implemen-

tation. Each session takes 3-4 hours with multiple 

breaks.

Before the Rapid Prototyping session the service de-

signer teaches the development team core principles 

of rapid prototyping and different tools that can be 

used to test possibilities. During the session the team 

develops the prototypes, spending maximum 15 min-

utes per prototype. Once the prototype is created the 
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team discusses if this concept solves the design chal-

lenge. At the end of the session, when the team has 

built and tested many solutions, the team analyzes 

which of the initial concepts should be taken further. 

After the session the design team develops full scale 

prototypes of the solutions and tests them with users. 

Level 2: Working with the Users
After mastering the approaches, methods and tools 

used in the Level 1, the team can take the next step 

up the ladder. In the second level the employees of 

the service development team directly involve the 

cyclists in envisioning, prototyping and testing of the 

new bicycle parking solutions and services. For these 

purposes we propose using the methods: LEGO Seri-

ous Play and Focus Group with Prototypes. 

LEGO Serious Play focuses on iterating many 

small-scale solutions; Focus Group With Prototypes 

focuses on iterating upon few full-scale solutions. In 

most projects, it is possible to use only one method 

for testing and iterating the service; however, in this 

example we suggest doing them both sequentially. 

In some projects use of both methods may generate 

similar results, but within projects working with bike 

parking we anticipate LEGO play to result in varied 

and creative ideas, while the full scale workshop will 

result in incremental improvements to the previously 

developed designs.

LEGO Serious Play Workshop
The goals of the LEGO Serious Play workshop are 

to (1) collaboratively envision possible solutions 

with a group of cyclists and to (2) build the develop-

ment team’s competency in designing with the users, 

facilitating workshops, and generating new concepts. 

LEGO Serious Play is a hands-on and mind-on 

methods in which the LEGO building blocks and 

figures are used to stimulate an effective dialogue 

among the participants and to envision future scenar-

ios. The outcomes of this workshop are (1) a set of 

concepts that solve particular issues and (2) satisfy 

the users’ needs and an understanding of how solu-

tions can be envisioned together with the users. Each 

workshop takes 3-4 hours and can accommodate up 

to 15 participants, who are divided into group of 3-5, 

and is facilitated by 3 facilitators.

Before the workshop the team develops a recruit-

ment strategy, based on what kinds of cyclists they 

want to have in the workshop. The participants need 

to represent different types of cyclists - commuter 

cyclists, leisure cyclists, city-bike cyclists -, and a 

few of the participants can come from HKL’s teams 

that work with bicycle lots and one from the man-

agement. They can recruit the participants by con-

tacting HePo, other cyclist organizations or contacts 

from previous design projects and workshops. In 

parallel, the service designers teaches the mindset, 

principles, methods and tools of collaborative design 

and co-creation to the development teams. More-

over, two of the development team members are 

trained in workshop facilitation. During the training 

the team creates and plans-out different scenarios, 

trigger topics, and questions for the workshop and 

prepares all needed materials.

During the workshop, the facilitators welcome the 

participants and divide them into groups. In these 

groups the cyclists explore different problems situ-

ations, for example ‘all the bicycle racks are full, 

what could you do?’. Using LEGOs and post-it 

notes the participants build and enact different solu-

tions to this problem situation. While doing so the 
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participants are asked if there is anything that they 

could do but cannot enact on the board. Moreover, 

the facilitators motivate the participants to envision 

ideal situations. The workshop and each workstation 

is documented by the facilitator by placing notes on 

a large drawing board; additionally, video is taken of 

the whole process. 

After the workshop all of the documented outcomes 

of the workshop are combined and analyzed. In-

sights, ideas, and initial concept are categorized and 

summarized, creating a list of design opportunities. 

The facilitators, the service designer and the service 

development team all participate in the analysis 

workshop to create a shared understanding of the 

outcomes. At the end of the analysis the team creates 

a list of discovered opportunities and a list of initial 

solution concepts. For further development of these 

concepts the team uses methods from the level 1 - 

such as “How Might We” sessions and Rapid Proto-

typing.

Focus Group with Prototypes
The goals of the Focus Group with Prototypes work-

shop are to (1) collaboratively test and validate three 

full-scale, working prototypes in order to select the 

ones with the most potential for further development 

and actual implementation and to (2) build the devel-

opment team’s competency in working with users to 

iterate on solutions. The prototypes can be physical 

objects and environments or intangible roleplays for 

services that are placed in context. The outcomes of 

this workshop are (1) a clear understanding of which 

concept has the most potential and how that concept 

can be developed further and (2) an understanding of 

how solutions can be tested together with the users. 

The focus group takes 2-4 hours, accommodates up 

to 15 participants, who are divided into 3 groups, 

and is facilitated by 3 facilitators. The workshop 

could be carried out outside at the stations or at a 

suitable space indoors.

Before the session the service designer teaches the 

methods and tools used in full-scale prototyping 

to the team. The designer involves the whole team 

in development of the prototypes - either through 

construction of a physical object or through script-

ing and rehearsing of a service. Moreover, the team 

develops scenarios through which the focus group 

participants will explore and test the prototypes. In 

parallel, the team develops a recruitment strategy, 

and invites the participants. The participants need to 

represent the end users and along with some employ-

ees of HKL. The team can involve participants from 

the LEGO Serious Play Workshop, from previous 

design projects or workshops, and cyclists who are 

completely new to HKL’s design process. 

During the focus group participants are asked to do 

two things ;(1) they are invited to freely explore the 

prototype and experience the object of the service 

play and (2), they are asked to complete scenarios 

that the design team has developed. Pre-planned 

scenarios enable the development team to explore 

and test the prototypes while covering most of 

the plausible use cases. While interacting with the 

prototypes the team observes the participants, asks 

clarifying questions and documents the findings. The 

key findings are written down on post-it notes that 

are directly placed onto the prototypes. The session, 

interactions and participant feedback are also docu-

mented on video.

After the session the development team analyzes the 

outcomes of the session. Throughout the analysis 

they focus on how the prototyped concepts can be 

improved. The improved prototypes are tested again 

through another Focus Group With Prototypes ses-

sion, at which some of the participants are different 
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to those in previous sessions. This iterative concept 

development is carried out until the concepts meet 

users needs. 

Level 3 - Building Long-Term Re-
lationships with Users
After mastering the approaches, methods and tools 

used in the Level 2, the team can take the next step 

up the ladder. In the third level the employees of the 

service development team create and foster a HKL 

community to ensure continuous and effective col-

laboration with the users.

This community is based on a partnership commu-

nity model and builds a deeper relationship between 

HKL and its users. During this process key attention 

is paid to recruitment of the correct participants, the 

structure of the initial meeting, and guidelines for 

the evolving community. The following description 

is not an exact guidebook for community building. It 

should be viewed as a starting point that allows HKL 

to develop their competencies in this area of design. 

Transit Partners
Through levels 1 and 2 HKL has utilized and be-

come familiar with some Human Centered and 

Collaborative Design methods. The team has com-

petencies in recruiting and working with users on 

a short-term basis. The point of Transit Partners is 

to advance these skills and knowledge, and form a 

group that can be called on for feedback over many 

projects and used as a source for new service devel-

opment ideas. The partnership model is a two way 

street and it is important to motivate and reward, not 

just harvest solutions. 

The first step in forming a community is asking 

participants to join. The participants for the Transit 

Partners should be selectively chosen for their spe-

cific insights in their respective user segment. The 

prospective participants should already be motivated 

to change the transit system, and be enthusiastic 

about HKLs new projects. Participants can be drawn 

from users in areas including, but not limited to, 

cyclists, park-and-riders, parents, along with a few 
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employees from different departments and hierarchi-

cal structures of HKL.

Once HKL has identified the participant segments to 

recruit, they should then define what they are look-

ing for in a participant. The requirements should 

include participant availability and communication 

skills, participant interests and hobbies, and partici-

pants experience with HKL transit systems.

After identifying the groups and requirements, HKL 

should design an application process that is attrac-

tive to those users. It is important to spend resources 

on crafting the application to high standards, be-

cause the participants will be viewed as equals in the 

design process. It should also be clear in the applica-

tion that the users would be entering in a partnership 

with HKL and taking on responsibilities. Once the 

application is put out, HKL can then be selective 

about who to invite to the next stage of forming a 

community. 

After the selection process, the chosen participants 

would be notified and invited to the first meeting of 

the Transit Partners. This meeting would be planned 

by the HKL design team, and the agenda laid out for 

the new partners to give input on. From this point 

on, the exact form of the Transit Partnership is up 

to HKL and the Partners to decide upon. Of course, 

neither party can do this without first some education 

and information. HKL has been informing them-

selves up to this point, and it is their responsibility 

to pass this education on to the users. Thus, the first 

meeting of the community would be an introduction 

to get to know each other and formulate exactly how 

the partnership will carry on.

Over time the partners will be involved in many dif-

ferent service development projects with HKL, and 

it’s important not to let the Transit Partners group 

stagnate. The team should start with the familiar 

methods used they have mastered in the previous 

projects. However, it is advised that the service 

Graph 5: User structure of the Transit Partners.
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development team also tests out new methods, and 

expand their toolkit. If HKL wants to relinquish 

more control and get more democratic results, they 

could also try methods like participatory budgeting 

or planning. 

The key concerns for the partnership as it progresses 

are (1) to maintain interest in the partners, (2) to 

maintain traction within HKL, (3) to incorporate 

partners suggestions into HKL service develop-

ment plan, and (4) to produce tangible results. Each 

of these concerns rest on the others - if there isn’t 

tangible results, then there is also a lack of interest, 

traction, and incorporation - and vice-versa. Each of 

the phases leading up to building the Transit Partners 

has been preparing the Service Development team to 

address these concerns;

To maintain interest you must provide constant chal-

lenges and rewards to the participants. To maintain 

traction within HKL, it must become a key part of 

every service project. To incorporate partners sug-

gestions, HKL management must be open to using 

the input from the community and more nimble 

ways of working. To produce tangible results, HKL 

must commit to the change and invest employees 

and monetary resources to the projects.

The service development team needs to be actively 

engaged in running the community, while also 

developing their own service projects. This should 

only take maximum one Full Time Equivalent (FTE) 

per week, spread out over multiple people. They 

will also be including the Transit Partners in other 

collaborative design projects of HKL. This can be 

taxing, and the community may eventually need a 

dedicated community manager that is responsible for 

major interactions with the user group but should be 

hesitant to create a barrier between the development 

team and the community.

Benefits & Risks
The benefits to our approach are multi-layered, and 

our approach address the core issues of auxiliary 

services.

1 - In the long run it saves money compared to 

continuous outsourcing. The total cost of the two 

designers for the month are 8000 - 10000 euros 

per month, and for this price the designers bring in 

40-44 FTEs (days of full time work) every month. 

In comparison, when outsourcing the same amount 

of FTEs (usually 1000-1200 euros/FTE) it will cost 

40000 - 52500 euros.

2 - It allows most of the service design and develop-

ment projects to be done in-house. This enables HKL 

to: (a) keep the knowledge and know-hows gained 

from research and design processes; (b) create a 

ownership over development projects ensuring a 

long term perspective; (c) increase the quality of the 

management of the design and development proj-

ects; and (d) fully control design and development 

projects.

3 - It stimulates an internal exchange of information 

about HKL’s customers enabling the company to: 

(a) thorough understanding of who, when, where, 

and why uses the services; (b) holistic and dynamic 

understanding of different customer segments and 

their needs; (c) delivery of services that provide an 

excellent customer experience while satisfy custom-

ers’ direct and indirect needs.

4 - It boost cooperation between the HKL’s internal 

departments and increases cooperation with HSL 

thus enabling to: (1) retain and internalise all project 

information and customer data; (b) run design and 

development project regardless of internal changes 

within the company; (c) create a holistic understand-

ing of how HKL auxiliary services affect the com-
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pany’s business on all levels.

5 - It builds cooperation and relationships with the 

users. This enables HKL to (a) improve services ef-

ficiently, (b) operate in an iterative and nimble man-

ner, and (c) respond quickly to changing user needs.

However, we do anticipate some challenges on the 

road:

1 - It can be hard to get approval for hiring the de-

signers - solve it by: finding advocates and support-

ers of design among city officials, e.g. consult with 

the Design Driven City reps; lobby the need for hires 

at high levels.

2 - No support from HKL management for changes 

to the design process, especially Human Oriented de-

sign methods - solve it by: getting all of the manage-

ment on board of why this is important. If not, then 

make them go outside and experience the metro, and 

interview users leaving the metro about their experi-

ences.

3 - No internal support from employees for changes 

to the design process, especially Human Oriented 

design methods - solve it by: Involving the employ-

ees in the research and design projects to give a first 

hand experience. If further measures are required, 

either reassign employees that are disruptive, reduce 

their responsibility level, or remove employees that 

are detrimental to the improvement of HKL services.

4 - Working too rapidly and skipping key steps- 

solve it by: ensuring that the service development 

team is fully competent with the methods at each 

level before moving to the next level. It is necessary 

to run each set of methods many times before com-

petency is fully formed.

5 - No external support from users of the transit 

services - solve it by: rethinking motivations and 

rewards for users, listen to their needs, and show re-

sults. If the users do not see results from their work, 

then the reward of helping improve services is not 

provided.

Conclusion
During this project our team has developed a struc-

Graph 2: Monthly cost  and length of impact of the different options to acquire design competencies.
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tured approach for HKL that builds their service 

development team into a group that can effectively 

and efficiently carry out service design projects. Our 

research led us to conclude that HKL has a deficit in 

design competency that stems from outsourcing of 

all their projects. Our four level approach develops 

new competencies and capacities within HKL for 

Human Oriented Design. 

After HKL have carried out all four levels of our 

approach, they have internalized a long-term stra-

tegic mindset and have built a team that completes 

projects efficiently and iteratively. In doing so, HKL 

has developed into a company that delivers holistic, 

well-maintained and pleasant auxiliary services.

They are now familiar with a variety of methods for 

working for the users and with the users, and for 

building rapports with various user groups that they 

can work with. The service development team has 

learn to address user needs directly and to accurately 

measure project success through Developer Immer-

sion in Use and Human Centered Design. Then the 

team has learnt the approaches, tools and techniques 

to effectively involve users into the design process. 

Lastly, the team has built a long term, two-way rela-

tionship with users in the Transit Partners.

By applying the approach described above HKL can 

excel at providing both primary and auxiliary ser-

vices. Improvements of the services and increase in 

the customer satisfaction will allow the company to 

reach its long term strategic goal of increasing the 

use of sustainable transportation - walking, bicy-

cling, and using public transportation.
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Appendixes
Appendix I -  Linking Root Causes to Pain Points
Cyclist’s Need Current Solution Problems with the Solution General Root Causes

Safe and well 

functioning 

parking spots. 

Varied bicycle racks across the 

metro stations.

Bike Boxes at the Vuosaari metro 

station do not function due to 

technical difficulties.

Bicycle parking lots are poorly main-

tained.

Installed Bicycle Boxes do not fit the 

Finnish weather conditions.

No one addresses technical difficulties 

of the boxes.

Boxes are taped over and not being 

used.

Lack of long-term perspective on the project.

No maintenance or further development procedures.

Lack of company learning from past failures; the problems 

with Bike Boxes at Pasila station in 1999 are the same as in 

Vuosaari in 2015.

Lack of understanding of context surrounding cyclists be-

haviors and needs.

Possibility to 

lock bike to a 

fixed object.

There are some bike racks in-

stalled in all metro stations, but 

they are not of uniform design.

Some racks do not provide any possibil-

ity to lock the bike to the rail

Some racks are too high or low, too 

thick or too complicated for efficient or 

pleasant use.

No follow up on which types of racks 

are more usable for the cyclists and 

should be installed in other stations.

This service differs in safety, usability 

and user experience in all stations.

Outsourcing and/or tendering of the projects leads to the 

cheapest not the best bike racks

Lack of a unified long-term vision for bike parking

No further development of solutions to improve solutions

Lack of understanding of context and cyclists behaviors 

and needs.

No unity between projects carried out at different stations.

Lack of learning from previous projects.

Insufficient understanding of parking options and their pros 

and cons.



Protection from 

vandalism and 

theft.

At every bike parking in the 

metro stations there are instances 

of vandalized bikes, bent bikes, 

bikes with some parts missing or 

cut bicycle locks.

There is no sense of security at the bike 

parking.

Vandals and thieves are not afraid of 

prosecution. 

No one is watching and no one cares.

There is removal of broken or damaged 

bikes.

Cost-efficiency highly infringes on cyclist experiences with 

the bike parking.

Lack of long-term perspective on the project. 

No maintenance or further development procedures. 

Lack of understanding of context and cyclists behaviors 

and needs.

Protection 

from seasonal 

weather condi-

tions.

Some of the parking does not pro-

vide shelter over bikes to protect 

from rain or snow.

Some parking lots are full of old, 

autumn leaves.

There seems to be a lack of mainte-

nance.

This service differs significantly be-

tween the stations.

It is not communicated when snow/

leaves will be removed.

Lack of long-term perspective on the project. 

No maintenance or further development procedures.

Lack of understanding of context and cyclists behaviors 

and needs.

Lack of company learning from past failures.

Sufficient 

space for park-

ing.

At some stations there is not 

enough parking spots.

Especially in the summertime it is 

hard to find a parking space at the 

stations.

There is not enough racks.

Seemingly the racks are placed without 

observing the needs of the cyclists.

There is no information about other bike 

parking spaces nearby.

Lack of long-term perspective on the project. 

No maintenance or further development procedures.

Lack of understanding of context and cyclists behaviors 

and needs.

Lack of holistic understanding of dynamic situations.

Clear informa-

tion and sig-

nage.

At Vuosaari station one of the 

parking lots has full racks and 

extra bikes standing around, while 

another lot 30 meters away stands 

completely empty.

There is no information about availabil-

ity of the other rack.

There is no signage around the station 

that would guide people to the bike 

parking.

Lack of understanding of context and cyclists behaviors 

and needs.

Lack of holistic understanding of the dynamic situation. 

Lack of communication between the different departments 

of HKL. 



Appendix II - Team Diary
During the project our team has conducted primary 

research through ethnographic observations, unstruc-

tured interviews with cyclists, and immersion as 

cyclists; secondary research through analysis of the 

reports from HKL and HSL, reports by third parties, 

and benchmarking the links between cycling and 

public transportation around the world. Moreover, 

we directly engaged with eight representatives from 

HKL and two representatives from HSL. This Ap-

pendix shortly summarizes our steps. 

Week 1 : 29-10-2015 till 01-11-2015

Secondary research through analysis of:

- Pyöräkeskus 1.0 Helsinki report;

- Helsingin seudun liikennejärjestelmäsuunni-

telma HLJ 2015 report;

- Pyöräily-palveluiden brändäys Helsingissä 

report;

- Pyöräilykatsaus report;

- Regulations on cycling in Helsinki, the Neth-

erlands and Denmark;

- SPICE project materials; 

- Report on the Last Mile problem.  

Week 2: 2-11-2015 till 8-11-2015 

Secondary research through analysis of:

- Helsinki City Bikes, Information Day presen-

tation;

- Examples of Bicycle sharing in other cities; 

Observations at the Metro stations

Development of Personas

Project Planning

Week 3: 09-11-2015 till 15-11-2015

Observations of the metro stations

First interview session with representatives from 

HKL and HSL

Week 4:  16-11-2015 till 22-11-2015

Observations of the metro stations

Development of the Initial Strategy Plan

Week 5: 23-11-2015 till 29-11-2015

Second interview session with representatives from 

HKL and HSL

Further development of the Initial strategy plan

Week 6: 30-11-2015 till 11-12-2015

Development of the Strategy, the Approach and 

Solution

Getting feedback on the Strategy from the professors 

and fellow students

Week 7: 07-12-2015 till 11-12-2015

Finalisation of the Strategy, the Approach and Solu-

tion

Report writing

Final presentation
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