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26 January 2023 OC230012 

Hon Michael Wood Action required by: 

Minister of Transport  Tuesday, 31 January 2023 

SOCIAL LEASING TRIAL - PROGRESSING AN APRIL 2023 START 

Purpose 

To provide the recommended approach for an April 2023 commencement of a social leasing 
trial and note the associated impacts on the launch of the remaining trials. 

Key points 

• In December 2022, officials advised you of unanticipated complexities in developing a
financially sustainable and scalable operating model. You have since made clear your
continued expectation to establish a Social Leasing Scheme trial by April 2023.

• To launch a trial in April 2023, Waka Kotahi will need to design an initial trial that can
be fast-tracked for delivery; this will likely impact the development of the remaining
trials.

• The fast-tracked trial could be based on the Waka Aronui scheme with some
modifications, and delivered in either South Auckland or Invercargill. This fast-tracked
trial would only be able to supply approximately 10 vehicles due to procurement
constraints. The trial is unlikely to be financially sustainable or scalable to the
remaining locations but could be stood up relatively quickly and may provide some
learnings for the wider scheme. There is a risk that a fast-tracked trial may receive
limited community support due to it being designed and delivered with limited
consultation.

• Development of the fast-tracked trial would delay work on the trial designed to test all
elements of the scheme, including an operating model with the most effective and
efficient commercial and financial structures (referred to here as “the most effective
and efficient operating model”). The most effective and efficient operating model is
intended to be rolled out across all locations, evaluated carefully, and scaled up if
trials are successful. Waka Kotahi will need to divert resources from the development
of the most effective and efficient operating model to establish the fast-tracked trial.

• Waka Kotahi advises that a launch of the fast-tracked trial will mean having the
scheme in place ready to start working with potential participants (e.g. community
partners and budgeting services in place, and vehicle supply ready to go). However, it
does not anticipate vehicles could be provided to participants for several weeks as
people will need time to learn about, then apply to enter the scheme. There will also
be time taken to advise, assess and approve participants for eligibility.
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• The September 2022 Cabinet paper required Cabinet agreement to the trial’s design
detail, locations, and delivery model for draw down of the remaining contingency. At
this stage, we propose that you seek to draw down funding for the fast-tracked trial
only.

• We will draft a paper to take advice on the proposed fast-tracked trial to Cabinet and
request funding to be drawn down to purchase vehicles and establish contracts with
community and/or commercial partners.

o This paper can be taken to Cabinet in March 2023 with the proposed
objectives, timeline, budget and location for the fast-tracked trial. The paper
would propose decisions on the design detail and delivery model of the fast-
tracked trial be delegated to you. This is our preferred approach as
delegation of decisions recognises the agility needed in progressing an
innovative trial quickly.

o Alternatively, the paper can be taken to Cabinet in April 2023 and include
proposed objectives, timeline, budget, location and design detail of the fast-
tracked trial. An April Cabinet paper will allow Cabinet to be across the fast-
tracked operating model design detail, but removes flexibility in trial design.
This approach also risks delaying the scheme launch date if issues are
raised during the Cabinet process.

• Further Cabinet approval will be required to progress the remaining trials. Due to the
delay to this work to allow delivery of the fast-tracked trial, we do not know when this
advice will be ready. However, Waka Kotahi will continue to progress this work as
much as possible. Further advice will be provided to you in July 2023 on progress.

• Te Manatū Waka notes that progressing with a fast-tracked trial option may not
provide good value for money as the trial is anticipated to be smaller scale and is
likely to have higher costs associated with initial set up at pace. This will also reduce
the funding available and delay the remaining trials. This approach could limit the
positive impact of the scheme.

Recommendations 

We recommend you:  

1 note that Waka Kotahi is working to develop the most effective and efficient 
operating model for the social leasing scheme trials and has identified some 
unanticipated complexities resulting in delays to the design of that operating model 

2 note that Waka Kotahi is progressing work on a fast-tracked trial following your 
direction for an April 2023 launch for the first social leasing trial 

3 note that to deliver a fast-tracked trial the delivery of the remaining social leasing 
trials will be further delayed    

4 note that the trial established in April 2023 may not be financially sustainable, may 
not be scalable to other trial locations, and may not be supported by the community 
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SOCIAL LEASING TRIAL - PROGRESSING AN APRIL 2023 START 

You have directed officials to establish a Social Leasing Scheme in April 2023 

1 In December 2022, advice was provided to your office which outlined the challenges 
and risks around delivery of the Social Leasing scheme trial. These were identified 
through: 

1.1 initial engagement with communities conducted by Waka Kotahi – these were 
positive but raised significant issues with previous assumptions, such as the 
affordability of the proposed $95 per week leasing fee for households  

1.2 
 

1.3 initial advice Waka Kotahi has received on its legal, privacy, tax and financial 
obligations in delivering the scheme – this is ongoing and will vary depending 
on the preferred operating model.  

2 The December 2022 advice has been appended to this briefing as Annexes 1 and 2. 

3 In January 2023, your office advised that you had set the continued expectation that a 
scheme be established in early 2023. 

Initial engagement on the scheme has been positive but some fundamental 
issues have been identified 

4 Potential community partners and key stakeholders in Northland, Porirua and 
Southland are strongly supportive of the intent of the Social Leasing scheme. 

5 Feedback received from communities has made it clear that we need to change our 
approach to designing this scheme if it is going to be effective for these communities. 
One example of this is the cost of the leases, which were initially proposed to be 
around $100 per week, are unlikely to be affordable for the households or individuals 
in our target locations. Lowering or subsidising the leasing fee may in turn impact the 
financial sustainability of the scheme.  

6 More engagement is needed with communities to understand limitations and options 
to address these better. However, this engagement has been delayed by community 
and stakeholder availability over the holiday period.  

Waka Kotahi is seeking advice on their obligations that may affect the viability 
of operating models 

7 Waka Kotahi is seeking advice on the legal, privacy, tax and financial obligations in 
relation to the various operating model options.  For example, Waka Kotahi needs to 
understand if it, as the delivery agency for the Social Leasing Scheme: 

s 9(2)(b)(ii)
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7.1 is captured by the definition of a ‘reporting entity’ as a ‘financial institution’, and 
therefore subject to the Anti-Money Laundering and Countering Financing of 
Terrorism Act 2009  

7.2 is subject to obligations under the Credit Contracts and Consumer Finance Act 
2003  

7.3 can ensure the information it collects, as part of onboarding participants or the 
evaluation process, does not impact privacy issues 

7.4 has tax liabilities regarding the buying or leasing of vehicles to sublet to 
participants 

8 Waka Kotahi has received some feedback from its external legal advisors on 7.1 and 
7.2 above in relation to the operating model options it is considering and is currently 
working through the implications of the advice.   

9 Waka Kotahi does not expect to receive final legal advice on all the options until early 
February 2023. Advice on any privacy, tax or financial impediments for all three 
operating model options is expected around the same time.  

An April 2023 trial would be designed to launch quickly and may not meet all 
the intended objectives of the scheme  

10 To be able to launch a trial in April 2023, Waka Kotahi will need to design an initial 
fast-tracked trial that is likely to have a different operating model to the remaining 
trials.  

11 Waka Kotahi have advised that a launch of the fast-tracked trial will mean having the 
scheme in place ready to start working with potential participants (e.g. community 
partners and budgeting services in place, and vehicle supply ready to go). However, 
Waka Kotahi does not anticipate vehicles will be provided to participants for several 
weeks after the launch as it will take time for people to learn about, then apply to 
enter the scheme, and then be advised, assessed and approved for eligibility. 

12 The fast-tracked trial could be based on the Waka Aronui scheme with some 
modifications, and delivered in either South Auckland or Invercargill.  

13 Modifications to the Waka Aronui operating model would be required regardless of 
location chosen for the fast-tracked trial, to ensure we address, reduce or remove the 
impediments to wider roll-out or scaling of the scheme as it is currently designed, 
including: 

13.1 the cost of $95 per week is unaffordable for many households 

13.2 the scheme relies on , which are unlikely to be 
available on a larger scale 

s 9(2)(j)
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delegated to you. This is our preferred approach as delegation of decisions 
recognises the agility needed in progressing an innovative trial. 

21 There is an advantage to requesting most decisions be delegated to you as this is a 
small, innovative programme of work that would benefit from a flexible and agile 
decision-making structure. This would allow decisions to be made faster and changed 
if new information suggested a change in approach was needed. This is our preferred 
option.  

22 Alternatively, the paper can be taken to Cabinet in April 2023 and include the 
proposed objectives, timeline, budget, location and design detail of the fast-tracked 
trial. An April Cabinet paper will allow Cabinet to be across the fast-tracked operating 
model design detail, but removes flexibility in trial design. This approach also risks 
delaying the scheme launch date if issues are raised during the Cabinet process.   

23 A second Cabinet paper will be required to draw down the remaining contingency for 
commencement of the full scheme. We do not know when the advice will be ready 
due to delays to this work to allow delivery of the fast-tracked trial. An update will be 
provided to you in July 2023 on progress towards designing the most effective and 
efficient operating model for the Social Leasing Scheme, with regular updates via 
Weekly Report items as this work progresses.  

A March 2023 Cabinet paper would delegate decisions of design detail, recognising the 
agility needed in progressing an innovative trial 

24 We anticipate a March 2023 Cabinet paper could request Cabinet decisions on:  

24.1 objectives and principles of the social leasing scheme 

24.2 proposed budget for the fast-tracked trial to launch in April 2023 

24.3 draw down of funds for the fast-tracked trial and the evaluation regime for the 
scheme 

24.4 proposed duration of the fast-tracked trial  

24.5 proposed location of the fast-tracked trial 

24.6 whether grants acquired from participating in the for Clean Car Upgrade 
scheme can be used to participate in the Social Leasing Scheme, if a co-
location trial is designed (further information on this will be provided to you in 
the February 2023 briefing for the Clean Car Upgrade).  

25 Delegation of decisions to you would be requested for the detail of the scheme, 
including: 

25.1 eligibility criteria for the scheme, such as: 

25.1.1 individual and household income thresholds for the fast-tracked trial  

25.1.2 proposed limits on applications per household 

25.1.3 proposed verification of eligibility  

PROACTIVELY
 R

ELE
ASED BY  

TE M
ANATU W

AKA M
IN

ISTRY O
F TRANSPORT



25.2 number and type of vehicles to be made available for the fast-tracked trial 

25.3 weekly fee proposed for the leasing of vehicles in the fast-tracked trial 

25.4 any additional services to be provided as part of the trial, such as support to 
install home charging facilities  

25.5 any extension to trial or scheme duration 

25.6 exit options and arrangements for the fast-tracked trial and the wider scheme 

25.7 evaluation framework for the fast-tracked trial. 

An April 2023 Cabinet paper would include design detail decisions for Cabinet, but remove 
flexibility to meet community needs 

26 An April 2023 Cabinet paper could request Cabinet decisions on:  

26.1 objectives and principles of the social leasing scheme 

26.2 proposed budget for the fast-tracked trial to launch in April 2023 

26.3 draw down of funds for the fast-tracked trial and the evaluation regime for the 
scheme 

26.4 proposed duration of the fast-tracked trial 

26.5 proposed location of the fast-tracked trial 

26.6 whether grants acquired from participating in the for Clean Car Upgrade 
scheme can be used to participate in the Social Leasing Scheme, if a co-
location trial is designed.  

26.7 eligibility criteria for the scheme, such as: 

26.7.1 individual and household income thresholds for the fast-tracked trial  

26.7.2 proposed limits on applications per household 

26.7.3 proposed verification of eligibility  

26.8 number and type of vehicles to be made available for the fast-tracked trial 

26.9 weekly fee proposed for the leasing of vehicles in the fast-tracked trial. 

27 Delegation of decisions to you would be requested for: 

27.1 any additional services to be provided as part of the trial, such as support to 
install home charging facilities 

27.2 any extension to trial or scheme duration 

27.3 exit options and arrangements for the fast-tracked trial and the wider scheme 

27.4 evaluation framework for the fast-tracked trial. 
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Wider context would also be provided in the proposed March or April 2023 Cabinet paper  

28 The Cabinet paper will also include details of: 

28.1 design details and operating model of the scheme for the fast-tracked trial, 
including ownership of the vehicles to be leased and charging arrangements for 
electric vehicles (if included) 

28.2 role of participant advisors and community partners in the scheme 

28.3 an update on the work to identify the most effective and efficient operating 
model for the scheme 

28.4 a summary of the Waka Kotahi legal, privacy, tax and financial obligations that 
inform operating model options 

28.5 any financial implications if draw down of funds is agreed to.  

Te Manatū Waka advice: Progressing a fast-tracked trial could impact our 
ability to achieve the objectives of the scheme  

29 The objective of the Social Leasing scheme is to provide access to safe, zero- and 
low-emissions vehicles to people in Aotearoa on low-incomes, to reduce social and 
economic disparities that decarbonisation polices would otherwise exacerbate. The 
best way to achieve this outcome would be to develop the most effective and efficient 
operating model that can be sustained over time.  

30 Setting up a fast-tracked trial could limit the positive impact of the Social Leasing 
scheme as it is able to support fewer people for a shorter period of time. As a result, 
the scheme’s administration costs will likely be a greater proportion of total spend. 

31 Te Manatū Waka notes that progressing with a fast-tracked trial option is unlikely to 
provide good value for money as the trial will be smaller scale (10 vehicles) and is 
likely to have higher costs associated with initial set up at pace (such as the diversion 
of Waka Kotahi resources to this trial design). This will also reduce the funding 
available for the remaining trials.  

32 Additionally, the benefit to individuals will be limited if the initial trial cannot be 
transitioned to a more sustainable trial when the car lease period ends. Anticipation of 
the lease period ending and the lack of certainty about the longer-term solution may 
result in community partners and potential participants being hesitant to take part in 
the scheme.  

33 In the September 2022 Cabinet paper, it was outlined that the trial aimed to assess 
whether a targeted social leasing scheme is generally an effective way to support 
households on low incomes to shift to cleaner transport, including through the 
consideration of: 

33.1 the extent to which participants are likely to opt for social leasing over vehicle 
ownership 

PROACTIVELY
 R

ELE
ASED BY  

TE M
ANATU W

AKA M
IN

ISTRY O
F TRANSPORT



PROACTIVELY
 R

ELE
ASED BY  

TE M
ANATU W

AKA M
IN

ISTRY O
F TRANSPORT



PROACTIVELY
 R

ELE
ASED BY  

TE M
ANATU W

AKA M
IN

ISTRY O
F TRANSPORT



PROACTIVELY
 R

ELE
ASED BY  

TE M
ANATU W

AKA M
IN

ISTRY O
F TRANSPORT



Kotahi will not be ready to commence the trial in April as Cabinet intended [ENV-22-
MIN-0036 refers].   

• To deliver a scheme with an April start date, Waka Kotahi would make decisions 
based on what can be achieved the fastest. This will risk compromising the 
objectives of the trial as the need to deliver quickly overtakes the need to deliver a 
scheme that is designed in partnership with community delivery agencies and meets 
the needs of the communities and is viable to be scaled up and rolled out. If 
decisions are made quickly, we also risk unintended consequences of design 
decisions where Waka Kotahi were not able to fully consider these ahead of making 
decisions. A poorly designed scheme could risk damaging relationships with 
communities for both Waka Kotahi and the Government.  

• The benefits of taking time to work with the communities, industry and other 
government agencies to deliver a trial and possible national rollout outweigh the 
negative aspects of delivering to meet a timeframe and risking lack of community 
buy-in for the scheme.  

• Waka Kotahi advise that an updated timeline cannot be provided until due diligence 
of the possible operating models is completed. There is a risk that the Waka Kotahi 
investigation results in no operating models being considered viable, which would 
further delay timeframes significantly. 

• The Ministry has not had time to fully consider advice on the operating model. Given 
the complexity of what is being considered, it will also be important to engage with 
other agencies such as Treasury, MBIE and possibly the Public Service Commission.   

• Further detail on work Waka Kotahi has underway is provided in more detail below.  

QUESTION: Does the Minister have any views on the level of content required for 
the Cabinet report-back and what decisions may be delegated to him by Cabinet?  
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Strong community and industry support for social leasing 

Engagement to date with community entities in Northland, Porirua and Southland has 
indicated strong support for the intent of the Social Leasing scheme. These communities see 
the scheme unlocking multiple benefits for their people, such as greater access to work, 
education and health care. 

Community engagement has been undertaken in Murihiku (Southland) and in Te Taitokerau 
(Northland) over the last couple of weeks. Waka Kotahi has engaged in initial conversations 
with  in Porirua and in-depth engagement is planned for January 2023. 
While pre-Christmas engagement has been constrained, progress has been made across 
the three locations.  Across several workshops the following themes emerged: 

• concerns were raised that the level of weekly payments required by end users may be 
too much for those we are trying to target (based on the Waka Aronui $95/week 
requirement) 

• that it is important to have budgeting advice attached to the service to ensure whanau are 
not taking on too much debt, and  

• that prohibiting commercial use of the leased vehicles under the scheme may limit those 
looking to train and upskill.  

• Māori community organisations: 
o want to be involved in the development of the scheme and how it is operated. 

They state that as the delivery partner in the community for the programme they 
must have confidence in what is being offered and how it is delivered 

o want to know where and how the knowledge and insights gathered will be used 
before consenting to its use. In their words “nothing about us, without us” 

o are conscious that government has a history of going into communities with 
promises and then leaving. 

If one aspect has not been delivered/completed other aspects cannot be initiated 
Waka Kotahi is currently receiving advice on options for the social leasing operating model.  
There are due diligence considerations that need to be undertaken to understand if these 
options are legal,, adhere to accounting principles for public entities and appropriately 
mitigate any risks to the parties involved.   
Advice is being sought in relation to tax obligations and constraints, privacy issues and the 
legality of these options in relation to the Land Transport Management Act 2003, Crown 
Entities Act 2004 and other statutes that may impact the ability of Waka Kotahi to 
operationalise these options.   
Detailed operational design for the social leasing trials will begin once the due diligence 
process has been completed and the Minister and Cabinet have agreed to a preferred viable 
option.   
While any required procurement process is likely to change depending on the operating 
model selected, all the options being considered will require procurement of vehicles and/or 
services.  Procurement advice from Waka Kotahi is that government procurement process 
takes up to 12 weeks which would take place after due diligence was completed. If Waka 
Kotahi was able to put the RFP in place immediately following Cabinet decision, the delivery 
date for the vehicles would be likely late May or early June at the earliest (assuming vehicle 
supply is not delayed). 
This means that to meet the April start date, Waka Kotahi would have to initiate an RFP 
process prior to Cabinet making decisions on the preferred operating model.  
However, release of funds to enable Waka Kotahi to procure vehicles and/or services is 
contingent on Cabinet agreeing to the design, locations and delivery model of the trials. If 
procurement began before the design detail was agreed by Cabinet, there would be a risk 
that Cabinet did not agree to the trial design the procurement was based on.  

s 9(2)(ba)(i)

PROACTIVELY
 R

ELE
ASED BY  

TE M
ANATU W

AKA M
IN

ISTRY O
F TRANSPORT



PROACTIVELY
 R

ELE
ASED BY  

TE M
ANATU W

AKA M
IN

ISTRY O
F TRANSPORT



PROACTIVELY
 R

ELE
ASED BY  

TE M
ANATU W

AKA M
IN

ISTRY O
F TRANSPORT



ANNEX 2 

Further views from Te Manatū Waka as requested by your office, provided on 
21 December 2022 

1. We agree with all the key points that were expressed in the last document. This email 
provides additional comments from us. 

2. If we step back from the exploration of the three alternative options, we have the 
following views: 

a. Waka Kotahi may spend additional time and resource on exploring the options 
and at the end of this exploration, the assessment might conclude that none of 
the options are viable.  

b. Waka Kotahi doing significant development work to design the scheme may 
result in Waka Kotahi running out of their initial funding and needing to 
request more funds to continue the work. This would reduce the funds 
available for the implementation of the scheme.  

3. We have the following additional concerns in relation to the three alternative options. 
We believe these issues have arisen as Waka Kotahi has never established a 
scheme like this before. Neither Waka Kotahi nor Te Manatū Waka have the 
expertise in-house to assess the operating model options appropriately and are 
relying heavily on external advice contracted by Waka Kotahi.  
a. Te Manatū Waka have concerns that, for the alternative options Waka Kotahi is 

currently considering, the following needs might not be met: 
Needs for the trial Possible risks 
Minimise cost of overheads, so that 
more funding goes towards supporting 
the community with vehicles 

This is at risk with the additional 
exploration required to understand the 
viability of options as well as the work 
required for detailed scheme design 
following the selection of a preferred 
option.  

Ensure Waka Kotahi is able to do what 
they need to within their legal 
constraints 

We currently have no advice on this but 
know Waka Kotahi legal constraints are 
being explored by Waka Kotahi for all of 
the options.  

Meet the needs of the community and 
the community partners looking to 
deliver the scheme 
 

The selected option could place 
constraints on the flexibility of the 
scheme and its ability to meet 
community needs. We need more 
information to understand this.  

Create a scheme that is sustainable in 
the long term 

Currently, it is expected that Waka 
Kotahi owning vehicles or leasing 
vehicles will make it more difficult to roll 
out if decisions are made to continue 
the scheme following the trial period. 
This makes the long-term sustainability 
of these trials uncertain.  
  

b. As we do not yet have enough detail on any of the options, we are not able to 
provide a strong view on the options being considered. We will work further with 
Waka Kotahi as they explore options, which may mitigate some of the risks noted 
below. 
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