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The Icelandic model for hobbies has attracted wide interest: 

in the model, children and youth are offered leisure activity 

vouchers and transported from school to sports or leisure 

facilities as part of the school day. In Finland, many cities 

are now looking into offering children more leisure activities 

after school. Helsinki and Tampere have already launched 

projects to determine whether the level of children’s phys-

ical activity could be increased by enabling them to attend 

sports practice in the afternoon. The Finnish government is 

also looking into the possibility of offering all children the 

chance to pursue a free hobby as part of their school day.

 

Many sports clubs and leisure centres would like to make 

more efficient use of afternoon downtime and better spread 

the use of their facilities throughout the day. Incorporating 

children’s leisure activities into the school day would also 

lighten parental duties: when children pursue hobbies in the 

afternoon instead of the evening, families can spend more 

time together, children can spend more time with friends 

from their neighbourhood, and both adults and children are 

in a less of a hurry to rush from one place to another.

Pallo-Pojat Juniorit (PPJ) is the third-largest football club 

in Finland and growing rapidly. The club wanted to make 

more efficient use of its football hall and create new service  

models to better meet the needs of its junior players and 

their families. Two PPJ teams tested a ride service in the 

2018–2019 season, and, in this project, the model was 

scaled up in the 2019–2020 season. In the ride service 

model, football practice was moved from the evenings to 

the afternoons and the children were transported from their 

school to the sports hall and back. The project’s early testing 

stage was carried out in collaboration with Forum Virium 

Helsinki’s ‘Last Mile’ project. 

These guidelines offer practical advice on what to consider 

when designing a ride service for kids. We hope that this 

advice will benefit other sports and hobby clubs. We are also 

happy to discuss how this model could be scaled to vari-

ous sports clubs and how municipalities could benefit from  

similar undertakings. If you would like to exchange ideas, 

please do not hesitate to contact us. Our contact informa-

tion is on the back cover of this publication. 
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The challenge: PPJ’s main training venue in the winter season 

is its air-supported hall in the Hernesaari area of Helsinki. 

With the club growing rapidly, PPJ was struggling to fit all its 

training in on weekday evenings. In the 2018–2019 winter sea-

son, two of PPJ’s teams, both led by team manager Pasi Riiko-

nen, tested chartering a bus to drive the team members straight 

from their schools to the sports hall for afternoon practice.  

The club now wanted to expand this trial to other teams with 

children in Grades 1–4 (aged roughly 7–11). As an incentive, the 

club offered all teams that took up afternoon practice a generous  

discount on hall fees for all practice times before 5 pm. 

The goal: The project had several goals: to make better use of 

PPJ’s hall, to find children more meaningful things to do after 

school than play screen-based games and to free parents from 

having to shuttle their kids to and from practice in the evenings. 

The project would also allow parents to work normal hours and 

families to spend more time together in the evenings as well as 

reduce private car use and traffic in the busy city centre area. By 

giving kids easier access to sports practice, children would also 

be more active physically, and they would learn to navigate the 

city more independently. In addition, moving children’s training 

sessions away from the evening hours would allow teenagers to 

practice earlier and thus get to bed earlier.

Facilitator: PPJ was accepted into ‘Last Mile’, a project of City 

of Helsinki innovation company Forum Virium Helsinki. Funded 

as part of the Six City Strategy, Last Mile sought smart mobility 

solutions for tourists, residents and commuters in the Jätkäsaari 

area of Helsinki. Forum Virium Helsinki acquired €17,500 worth 

of sports experiments from PPJ. Due to PPJ’s limited resources, 

this sum was used to hire service designer Annika Järvelin to 

run the project. 

 

Service providers: After a call for tenders, the company Cabing 

was chosen as the transport operator, above all due to the suit-

ability of its vehicles and its experience in school transport. The 

Kyyti Group was involved in the design of the digital platform, 

but the ride service was eventually launched using the Movit 

application for drivers. The Kyyti Group is continuing its efforts  

to develop a solution that meets the needs for a shuttle service 

between schools and sports venues. We hope that parents will 

eventually gain access to an app that allows them to manage 

their children’s rides and track them in real time. 

 

Related: As part of the Forum Virium Helsinki trial, PPJ also ex-

perimented with offering a ride service to official matches in 

different parts of Helsinki. In this trial, 160 players were shuttled 

from various districts to matches played in other parts of Hel-

sinki. This trial was discontinued because the degree to which it 

was used did not justify the cost of the match transport. 
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1. Ensure coach availability
Make sure that you have enough coaches for all teams who are going 
to have afternoon practice. Many junior team coaches have a day job 
and may not be available in the afternoon. 
Can the team get a coach who is available during the daytime? 

2. Find out which teams are willing to use the service  
It would be best if clubs decided what the ages of children entitled to 
the service should be. Once you’ve secured coaches, inform both team 
managers and coaches about the ride service. Remember that at this 
point you are only looking for preliminary interest because the cost of 
the service will still be unknown. In the PPJ project, it was decided that, 
in order to participate, the whole team had to commit to the service. 
We recommend that you do not inform the families before you know 
which coaches are on board. This helps avoid unnecessary disappoint-
ment in case training cannot be moved to the afternoon after all.  
How many teams are willing to take part in the project? 
 
3. Inform the parents  
Once you know which teams are willing to commit to the project, 
inform the parents. Find out which schools the players are from and 
check their timetables (bear in mind that you may not be able to get 
the upcoming school year’s timetables until just before the school year 
starts). Planning the practice schedule is easiest if schools can outline 
that, for example, all Grade 3 pupils end school at 1 pm every Wednes-
day. If this is the case, training sessions for all children from the same 
year can easily be scheduled on the same day. For this reason, we  
recommend contacting the schools well before the project is launched. 
What limitations do the timetables of the schools pose? 

4. Plan the practice schedule around school timetables
To keep transport costs in check, practice should start as early as pos-
sible to allow as many teams as possible to be shuttled to and from 
practice on the same day. The training sessions for teams using the 
ride service should ideally fall on the same weekdays; transport costs 
remain reasonable only if the buses can drive non-stop between the 
schools and sports venues. Remember that, in many sports halls, fees 
are significantly lower in the afternoons than in the evening, which is 
prime training time. These lower fees can compensate for the transport 
costs. 
How many teams using the ride service can practice in one afternoon? 

5. Plan the pick-up points
Children in Grades 1–2 should be picked up from their after-school 
activities, where teachers can take the children safely to the bus. (In 
Finland, first- and second-graders attend group-based activities in the 
afternoon.) Children aged about ten are old enough to walk short dis-
tances independently, so the pick-up point can be arranged at a school, 
youth club, library, football pitch or some other place in the area. We 
recommend choosing a place where the children could be spending 
time after school anyway. The fewer pick-up points there are, the 
smoother the transports will run. With several children getting on at 
the same pick-up point, the kids can also look after one another and 
let the driver know if one of the them is still in the toilet, for example.
Where will the children be picked up from? 

6. Make a preliminary schedule 
Journey planners and other applications that optimise routes and  
driving times can help in planning the schedule. Don’t forget to account 
for rush hours, major roadworks and the fact that getting the children 
on the bus may take some time. The most cost-effective solution is to 
have the buses drive non-stop. When planning the schedule, take into 
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account the drivers’ statutory breaks. In Finland, for example, bus drivers 
are required to take a longer break every 4.5 hours. Check the break 
requirements from your transport operator. 
How many times can a bus drive back and forth in an hour? 
How many hours a day are the buses needed? 

7. Calculate the required bus capacity 
In the PPJ project, the more than 200 players who used the service in 
the 2019–2020 season were shuttled in two 16-seat minibuses and one 
30-seat bus. Not all vehicles ran on all days. As most of the transport 
cost is driver pay, it is better to employ one large vehicle than two small. 
The vehicle capacity should not be excessive, either, so you do not end 
up paying for empty seats. A full-size bus can also be awkward in a fast-
paced city environment where children must often be picked up from 
cramped schoolyards. 
How many buses do you need? How many seats would be optimal? 

8. Invite transport operators to tender 
The hourly rates of transport operators may not be that different; in 
this project, the deciding factor was finding the right-sized vehicles and 
optimising the routes so that drivers could take as many children as 
possible to the destination in one hour. Be sure to check that the drivers 
are licensed to transport children. We recommend choosing an opera-
tor that has experience in school transport and, especially in the begin-
ning, asking the operator to use dedicated drivers on the ride service, if 
possible. This will make learning the concept easier for everyone and 
help make the children feel safe. Once the drivers know the children by 
name, they will also have an easier time getting the children to settle 
and will know which children should sit in the front. 
What is the total cost? 

9. Invite digital service providers to tender 

A digital platform is needed to guarantee drivers up-to-date informa-
tion about the schedule, routes and children getting on (for exam-
ple, individual cancellations are hard to keep track of using an Excel  
table). It would be good if, in addition to being able to see the schedule,  
parents could manage their children’s rides, i.e. make cancellations, 
check that their child got on the bus, track rides in real time and, if  
necessary, contact the driver. Most apps for managing rides are  
designed for private ridesharing (e.g. carpooling). Make sure that the 
platform selected is suited for managing group bookings and that it  
enables individual changes on a day-to-day basis. (For example, if only 
one child gets on from a certain school, what happens if that child is 
ill? Does the app change everyone’s pick-up times?) Based on our ex-
perience in the PPJ project, the price of the digital platform should not 
exceed 10% of the total ride service costs.
How much does the solution cost? 

10. Calculate the cost per person per trip   
With PPJ, if a team wanted to sign up for the ride service, the whole 
team had to commit to it and the parents had to cover the service’s 
costs from the very beginning. The parents were charged the ride  
service as part of the club fee, but the reduced hall fees partly com-
pensated for the transport costs. The ride service costs consisted of the 
transport operator’s fee and, if included, the cost of the digital platform. 
It is worth considering whether the total cost should also include the 
salary of the person designing and organising the service. In the PPJ 
project, the transport cost per child per training session was approx-
imately €6.50, i.e. €3.25 per one-way trip, before compensation. The  
design and organisation work was not included in this price. This price 
was considered reasonable compared to bus fares on public transport. It 
is also worth considering what it would cost for the families to take their 
children to the sports venues themselves. 
How much are the parents willing to pay? 



1 Open the registration

Find out from the digital service provider what information 

they need to register the children in the system. Then ask 

the parents or team managers to provide this information. 

We recommend opening the registration for a full season 

at a time and not offering a refund for absences so that 

the club will not have to pay for the absentees. In the PPJ 

project, the ride service applied to whole teams only and 

was charged as part of a higher club fee. As the hall fees 

were lower in the afternoon, the final cost was much less 

than €6.50. The club wanted to offer the service at the price 

that was given when making a binding registration and thus 

compensated for the difference between the service’s esti-

mated cost and its actual cost. 

 

2. Plan the exact pick-up points 

In the preparation stage, you listed the schools that children 

would be picked up from. Now it is time to choose the exact 

pick-up points together with the transport operator and  

parents to ensure that everyone is on the same page and 

that the bus and the children will be in the same place. Will 

the children be picked up in front of the school or behind 

it? The pick-up points for first-graders in particular should be 

designed so that the children will not have to cross any (busy) 

roads and that they can wait under a shelter in case of rain. 

3. Confirm the schedule and add the children’s details in 

the application

Once you have the binding registrations and have deter-

mined the pick-up points, you can make a list of the children 

and finalise the schedule. Using a digital MaaS application 

helps (in Finland e.g. Kyyti.com, Movit or Whim). Once 

again: remember to take into account boarding times, rush 

hours and major roadworks. Let the children know that in 

order to keep to the schedule, the driver has to leave when 

scheduled and it is the child’s responsibility to be at the pick-

up point on time. The schedule should remain unchanged 

even if someone is absent because children quickly to learn 

F R O M  D E S I G N  TO  I M P LE M E N TAT I O N 



the times and can be confused if they change. 

4. Confirm the service providers and draw up agreements 

Draw up agreements with your service providers. In addition 

to the price and services offered, the agreements should de-

tail cancellation terms (how long before departure must a 

cancellation be for there to be no cost) and responsibilities 

(who covers what). What happens if a service provider can-

not perform its duties (for example, a digital application is not 

ready on time, the drivers are ill or a bus breaks down)?

5. Contact after-school activities providers  

Inform those providing after-school activities about the ride 

service and ask whether the teachers can walk the children 

to the bus. First-graders are too little to go to the bus alone 

and second-graders still need an adult to tell them when 

they should go the toilet and start putting on their outdoor 

clothes. Find out whether the children will have time to eat a 

snack before they leave for practice. If not, find out whether 

they can have their snack to go. 

6. Agree with the transport operator on practices  

Check what rules the transport operator has for passengers. 

These rules should be taken into consideration when instruct-

ing the children and their families. Are children allowed to eat 

on the bus? If yes, are there any foods that are not allowed? 

What happens to items left in the bus? Are children allowed 

to play screen-based games? (Many kids feel nauseous if they 

stare at the screen while riding on a bus.) What happens if a 

driver notices that a child is not wearing a seatbelt or is being 

messy with food? Aim to negotiate with the company: for 

example, while eating on the bus may be forbidden in prin-

ciple, many children get on the bus straight from school and 

will not have had time to eat a snack before the bus leaves. 

Also discuss what should be done if something unexpected 

happens. What if a child whose name is not on the list tries to 

get on the bus? What if a child wants to get off at some other 

school than the one he or she should be returning to? How 

long will the bus wait if someone is late? 

7. Recruit volunteers to help get started 

Finnish third-graders no longer attend after-school activities. 

They are quick to learn to use the transport service, but they 

will need an adult to help them get to the right place at the 

right time in the beginning. Try to find a few adults from each 

team to help if necessary. Also designate a ‘buddy’ for each 

child so that the children can check that the buddy they are 

paired with is on the bus. In case of last-minute cancella-

tions, children can also let the driver know if their buddy or 

friend is not coming.





Instruct the drivers  

Include at least the following information: 

 • The exact pick-up points: even if they are shown in  
    the app, go over them one more time with the drivers. 
 • How will the children be boarded on the bus? Will the  
    driver call the kids one by one and use the app to mark  
    them present? If several buses are picking children up from  
    the sports hall at the same time, put the bus number where 
    the children can easily see it. When the children know  
    which bus they are getting on, the boarding will be quicker.
 • What happens if a child who is on the list is not at the pick- 
    up point? 
 • What happens if a child who is not on the list is trying to  
    get on? 
 • When should the driver call a parent? 
 • How do children get off the bus? How does the driver mark  
    this on the app? 
 • When should the driver step in? For example, if a child is  
    not wearing a seatbelt, following the rules about eating on  
    the bus or sitting still, what can the driver do? 
 • What happens to items that are left on the bus? (Instruct  
    the drivers to remind children to check that they’re taking all 
    their belongings. Children tend to leave a lot of things on  
    the bus.)

Also tell the drivers who they should contact if there are 

problems.

Instruct the children and the parents 

Include at least the following information: 

 
 • Team-specific departure times for each school 
 • Exact pick-up points 
 • How to use the app, if parents have access to it
 • How to make cancellations if a child will be absent from  
    practice or will not be taking the bus there 
 • Bus etiquette: how children should get on board, what they  
    can eat, where they should put their rubbish, whether they  
    are allowed to play screen-based games and when they  
    should wear a seatbelt 
 • What to do if something does not go according to plan, 
    for example if a child misses the bus or the bus is not at 
    the pick-up point when it should be 
 • Other matters: should children take their backpacks on  
    the bus or leave them at school; where they should change  
    into their sports gear; and who parents should contact in  
    case of lost property 
 • How the transport service fee is charged 

Digital application

Ask the service provider to supply as clear and simple in-

structions as possible. Agree on when parents should contact 

technical support, the person organising the transports, the 

digital service provider or the transport operator. To ensure 

that the app’s instructions work, try using it yourself, follow-

ing the instructions provided before you send them to the 

parents. Only send the instructions to parents when you are 

sure that the app works. 

G I V E  I N S T R U C T I O N S

 



Make time in your schedule to ride along on the first couple 

of runs to make sure everything goes smoothly. The drivers 

or the children might not be where they should be when 

they should be. The drivers might not go looking for the  

children on the other side of the school if they are not where 

they should be. By being there yourself, you can make sure 

that the drivers’ app is working, that all children are listed for 

the right pick-up point and that the driver knows how to 

mark the children present. When you have met the drivers, 

both you and the drivers will also find it easier to contact 

each other if there is a problem. 

In the PPJ project, children quickly learned how to use the 

ride service, but we found that first-graders (and sometimes 

also second-graders) benefitted from having another adult 

on the bus (in addition to the driver). The smaller children 

occasionally became so excited about riding with their 

friends that they sometimes forgot to wear their seatbelts, to 

pick up food that fell on the floor or to remain in their seats. 

It may be a good idea to create a WhatsApp group or some-

thing similar for each team. This group can be used for real- 

time information about the rides, for example, if a bus is run-

ning late, a child has trouble finding the bus or a parent can-

not find the bus schedule. Instant messaging also makes it 

easier for parents to exchange thoughts about the transport 

service. Make it absolutely clear, however, that the transport 

service cannot be tailored to each child’s individual needs.

In general, the children really liked the transport service be-

cause the rides allowed them to hang out with their team-

mates, something there isn’t generally time for during the 

training sessions, which are all about playing the sport. Es-

pecially with the younger children, however, hanging out in 

a group of friends may lead to groupthink and the children 

provoking each other to do or say something stupid. En-

courage parents to regularly talk to their children not only 

about the practice, but also about the bus rides: What kinds 

of things do they talk about with their friends? Is everyone 

being treated nicely? Are the drivers nice to the children? 

What is their driving style and how do they react to traffic? 

T I M E  TO  H O P  O N  B O A R D ! 



A project like this cannot be organised on the side.
Please plan for plenty of person-hours. 

Start preparations a few months before you plan to
launch the service. 

Do not expect the transport operator or the digital 
service provider to do the innovation work for you – 
your project may not be their priority.
 
Communicate openly and regularly with all stake-
holders. Remember that new projects always face some 
resistance. By communicating openly and engaging all 
relevant parties, you can avoid bad surprises and over-
lapping. By involving club members, you can make
them more committed to the new concept. 

In the beginning, highlight that this is a trial and that the 
service is constantly being improved. This way users will 
be more tolerant if something does not go according to 
plan at first.
 
There is no reason to reinvent the wheel. Learn from
similar projects, both past and current ones. 

R E M E M B E R . . .



More than 200 children from 11 schools  

In October 2019, more than two hundred PPJ juniors from 

six different teams started training between 2 pm and 5 pm 

in the afternoon. Most of them also started using the ride 

service to get to practice. All teams with players in Grades 

1–4 could not take part in the project because of the coach-

es’ schedules: some coaches were not available in the after-

noon. The youngest children taking part in afternoon prac-

tice and the associated ride service were in the first grade, 

i.e. seven years old, and the oldest were ten years old. Also, 

a representative team with children aged about 12 took part 

in the project. This team’s players were old enough to go to 

practice on their own, but they could not have made after-

noon practice in time without the transport service.

 

The project had children from eleven comprehensive 

schools in South Helsinki. 

Parents and children happy with afternoon practice  

All parents who responded to PPJ’s survey thought that 

moving practice to the afternoons was either a good thing or 

a very good thing. Nine out of ten children also reported this. 

T H E  R E S U LT S



All parents also thought that the ride service made family life 

easier, and two-thirds of parents were satisfied with the cost 

of the service.

Children value community spirit, 

parents a less hectic schedule 

Children especially liked that they could ride to practice to-

gether with their friends. This strengthened team spirit as 

well. Children also said they liked being able to go to practice 

independently, ‘without Mum or Dad’.

 

Parents valued the ease of the arrangement: they no longer 

had to rush home from work to take the children to prac-

tice, and this left them with more free time and family time. 

Almost 70% of the parents reported that the project made 

them feel less like they needed to own a car. Jätkäsaari was 

originally designed to be a car-free district, which may partly 

explain this result. 

A permanent part of PPJ’s activities 

The project has attracted attention in other PPJ teams as 

well. There has been a demand for expanding the service, 

and some young people have reported they now consider 

their club as a forerunner for offering such services to the 

younger players. PPJ is going to continue the project and 

expand it to the extent possible. The digital application used 

for the service will also be improved. 

Scaling to other clubs 

The concept created in this project has every possibility of 

being used by other sports clubs. When considering adopt-

ing a similar model, the main thing is to ensure that the ser-

vice will have a high enough utilisation rate and that the dis-

tances will be fairly short so that buses can pick up as many 

children as possible for hourly training sessions. Then again, 

if the training times could be optimised according to the 

rides and not vice versa, the service might be more flexible. 

In early 2020, a similar project called NääsMaaS was launched 

in Tampere. Turku has also experimented with transporting 

children to sports practice. In the future, lessons from simi-

lar undertakings will be best passed between clubs through 

the consultants designing the projects or through national 

sports associations. Collaboration between different parties 

is needed, and new possibilities will be opening up thanks to 

developments in digital applications and the transport indus-

try. In addition to benefitting children and their families, the 

concept also has commercial potential. 
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