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Key action update

Sleepers, rail and ballast are KiwiRail’s most 
significant track materials

•	 Different sleeper types present several opportunities 
for re-use and recycling. We have established 
an FY26 baseline for the percentage of sleepers 
issued for re-use within our network and will set 
improvement targets in FY27. In addition to re-using 
sleepers within our own network, KiwiRail diverts 
sleepers from landfill, for example recycling concrete 
sleepers or on-selling sleepers. In FY26, 43,000 
sleepers were sold for uses such as heritage railways 
and landscaping. 

•	 Rail is recovered from the network and graded for 
re-use, re-sale and recycling. In FY26, KiwiRail re-
used 9,000m of rail internally, on-sold 15,500m and 
recycled 73,000m.

•	 In FY26, using available data, we estimated ballast 
volume for planned works at 146,000t. Work to 
improve how ballast is managed within KiwiRail is on 
track. The key focus in FY27 is on engagement with 
suppliers and end users to increase opportunities for 
re-use and reduction of waste.

•	 Our intended waste standard for contractors was 
superseded by the review of the organisational 
waste standard. Work on this will resume in FY27.

TPR  2400 100%

Concrete 15300 22%

Composite 85 2%

Hardwood 4 NA

Total 18000 22%

Sleeper 
type

Second hand 
sleepers issued 
to work orders (#)

Percentage of issued 
sleepers that were 
second hand (%)

Percentage of sleepers issued for re-use within our network

80.5%

22%78%

(Treated 
Pinus radiata)

18000
Second-hand 
sleepers issued 
to work orders

22% of all sleepers 
issued across the 
network were 
second-hand 

Minimising Waste  

Sleeper re-use across the network
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Reducing single-serve packaging on 
the Interislander
The Interislander team implemented a waste 
minimisation initiative to, where possible, replace 
single-use condiment packets with re-usable 
dispensers and bulk-sized products across the fleet. 
For example, single-serve packets of tomato sauce, 
salt and pepper. 

This change has resulted in the avoidance of 
hundreds of thousands of single-use packets going 
to landfill each year including 120,000 packets of 
tomato sauce alone. This also avoids the waste of 
the food they contain, as sachets like sugar are 
often only partially used.  

This initiative kick-started a programme of reviewing 
and, where possible, replacing single-use and 
grocery sized condiments and serveware.

Switching to re-usable wine glasses 
on our Great Journeys 
In 2026, Great Journeys New Zealand (GJNZ) 
replaced single-use plastic wine glasses with 
glassware across its services. This initiative was 
designed to reduce environmental impact while 
enhancing the overall customer experience.

Previously, single-use plastic glasses contributed 
to unnecessary waste and costs. By transitioning 
to reusable glassware, GJNZ has eliminated 
approximately 5500 single-use cups per year. The 
shift also delivers long-term cost savings through 
reduced purchasing and waste management 
expenses.

Beyond environmental and financial benefits, the 
project has improved the quality of the onboard 
service. Guests now enjoy wine in proper wine 
glasses, in line with the premium experience we offer 
to customers on our scenic rail journeys. 

In FY27, we will work with our GJNZ team to identify 
more opportunities to embed sustainability and 
environmental education into these services. 

Second-hand materials dashboard 
KiwiRail is strengthening circular economy 
practices across its infrastructure network through 
improved asset management process. In 2025, 
the Infrastructure team introduced a centralised 
Recovered Materials Dashboard, providing network-
wide visibility of reusable rail components (e.g. 
sleepers, rail fasteners and turnout components) 
and enabling materials from decommissioned assets 
to be efficiently located, graded and able to be 
requested for planned works. 

The initiative has already helped unlock the value of 
more than 33,000 recovered materials. By improving 
visibility, inspection, storage and allocation 
processes, KiwiRail can reduce demand for new 
materials, extend asset life, and improve project 
delivery through easier access to available stock.

Beyond reducing waste, the programme delivers 
cost savings and supports more efficient use 
of resources. Building on its success, KiwiRail is 
expanding the approach to include signals and 
traction materials, creating a broader recovered 
materials ecosystem that embeds resource 
efficiency across infrastructure operations.

Great Journeys New Zealand (GJNZ) has replaced single-use plastic wine glasses with glassware.

Case Studies
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Performance commentary

The safety, health and wellbeing of our 
employees, contractors, customers and the 
public remain paramount for KiwiRail. Our work 
directly affects the people who use, operate 
and work around the rail network every day, 
and operating a safe and reliable network 
remains central to how we lead, plan and 
deliver our services. During FY26, KiwiRail was 
prosecuted in relation to three safety incidents. 
We take these events extremely seriously and 
acknowledge the impact they had on those 
involved. The findings and recommendations 

arising from these incidents have informed 
improvements across our safety systems, 
training programmes, and critical risk controls. 
Continuous learning and improvement remain 
central to our commitment to keeping our 
people, contractors, and communities safe.

Across FY26, we achieved a significant year on 
year reduction in high potential (HiPo) events, 
reducing these by 51.7 per cent from 89 events 
to 43 events. These events are those aligned 
to our critical risks which have the potential to 
cause fatality, serious harm, or a significant 

operational impact if not effectively controlled.  
We also reduced our lost time injuries by 4.9 per 
cent, reducing from 142 injuries in FY25 to 135 
in FY26. 

These improvements were achieved through a 
stronger focus on leadership accountability, 
critical risk management and frontline 
engagement. See key action update for more 
details. 

Safety, Health and Wellbeing

FY28 TARGET FY26 PLAN FY26 ACTUAL FY26 STATUS

High Potential Incident Reduction (Total 12-month 
rolling average) by 20% (FY27) & 15% (FY28)* 
(baseline FY25 89)

*new measure 43 NA

Lost Time Injury Reduction (Total 12-month rolling 
average) by 20% (FY27) & 20% (FY28)* (baseline 
FY25 142)

*new measure 135 NA

70% employee engagement score 65% 76%

*Target updated. In FY26, our Safety, Health and Wellbeing measures moved away from using frequency rates in line with guidance from the NZ Business Leaders Forum.  
We have adopted Lost Time Injury rather than Total Recordable Injuries to focus on end-to-end case management and help people return to work sooner.

KiwiRail team members at a toolbox talk to support safe work practices.

Interislander crew taking part in an emergency response training exercise.
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Key action update

Delivery of Toitū Te Mauri

Through Toitū Te Mauri, KiwiRail’s 
organisation-wide safety culture 
programme, we strengthened safety 
leadership, improved critical risk 
management, and are building a 
culture where everyone plays a role in 
preventing harm. In FY26, this included:

•	 Safety leadership training for 60 
people leaders (70 per cent of people 
leaders, an increase from 48 per 
cent in FY25)

•	 Shifting Mindsets training for 397 
frontline leaders (56 per cent of 
frontline leaders, an increase from 8 
per cent in FY25)

•	 Critical risk training for 142 
employees (80 per cent of required 
employees, an increase from 66 per 
cent in FY25)

Together, these training programmes 
have increased field-visible leadership, 
strengthened critical control 
assurance, and better equipped line 
leaders to engage with their teams 
and contractors to drive positive safety 
change.

This work was supported by practical 
safety improvements, including 
engineering controls and equipment 
upgrades, allowing for safer work 
practices, with investment through the 
Health and Safety Action Team Critical 
Risk Fund. We strengthened safety 
capability through upgrades to the 

Locomotive Engineer School curriculum 
and built a more safety-conscious 
culture through the annual Health and 
Safety Action Team Forum, Rail Safety 
Week, and rail safety initiatives with 
major customers, including Fonterra 
(see case study).

Employee engagement survey 

In FY26, 72 per cent of our people 
participated in KiwiRail’s refreshed 
employee engagement survey, with an 
overall engagement score of 76%. This 
is ahead of plan, achieving the FY28 
target of 70 per cent, and as such the 
target will be increased in FY27. Safety 
leadership achieved a score of 82% 
indicating that our people see safety 
as a genuine organisational priority.

Other feedback highlighted strengths 
in teamwork, and meaningful work, 
while identifying opportunities to 
strengthen leadership communication, 
career development, and workplace 
inclusion. These insights are informing 
our people and culture priorities, 
helping us create a safe, supportive, 
and high-performing workplace.

Safety, Health and Wellbeing

Case Study 
Award-winning rail 
safety partnership
Keeping communities safe 
near KiwiRail’s corridor is a 
key focus. In 2026, KiwiRail 
and Fonterra received the 
Collaboration Award at the 
Safeguard New Zealand 
Workplace Health & Safety 
Awards for a joint rail safety 
initiative at Fonterra’s Te 
Awamutu site. Delivered in 
partnership with Te Awamutu 
College, Students Against 
Dangerous Driving (SADD), and 
local stakeholders, the initiative 
aimed to reduce unsafe access 
to the rail corridor and improve 
safety outcomes for young 
people in the community.

The programme combined 
infrastructure improvements, 
including upgraded 
fencing, with community 
engagement and rail safety 
education. The project is 
already demonstrating 
positive behaviour change 
and highlights the value of 
collaboration in reducing 
risk and keeping people safe 
around the rail network.

A critical risk walk helping identify and manage safety risks across operations.

KiwiRail is focused on keeping communities safe near the rail corridor.
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Performance commentary

KiwiRail employs more than 4,600 staff and we know our people are the 
key to our future success. In FY26, women in the workforce increased 
to 20.7 per cent, achieving the FY26 target of 20 per cent. Growth was 
supported by increasing female representation among new starters, 
alongside progress in operational workforce diversity.

Representation of young people (under-35s) declined to 28.6 per cent, 
down 1.6 per cent compared to FY25, finishing below the FY26 target 
of 31%; reasons include an ageing workforce and reduced early career 
intake. However, 183 people were still involved in opportunities such as 
apprenticeships, trainee roles and our graduate programme, exceeding 

our target of maintaining at least 150 employees in our early careers 
programmes. More information on this programme is detailed in the case 
study.

At the end of FY26, 97.8 per cent of KiwiRail staff were paid at least a 
living wage. As the living wage is reviewed and updated annually, this will 
need to be monitored closely by the business to ensure the 100 per cent 
target is met.

Sustainable workforce

FY28 TARGET FY26 PLAN FY26 ACTUAL FY26 STATUS

21% women in workforce (baseline FY25 18.9%)* 20% 20.70%

33% young people (under 35 years) in workforce 
(baseline FY25 30.2)*

31% 28.60%

100% of KiwiRail staff paid at least Living Wage NA 97.80%

Maintain at least 150 employees in early careers 
programme (e.g. graduates, apprenticeships or 
trainee roles)

150 183

*Will be updated in FY27 to remain aligned with the plan in the Statement of Corporate Intent
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Key action update

Women in leadership

KiwiRail is seeing a positive shift in gender representation at 
senior levels. The KiwiRail Board was made up of 50 per cent 
women in FY26, with women also making up 33 per cent of 
the Executive Leadership Team and around 30 per cent of 
the Senior Leadership Team. This progress reflects a stronger 
focus on talent and succession planning and building more 
diverse pipelines into senior roles. 

Women in operational roles

While progress has been more evident at senior levels and 
in corporate roles, female representation across operational 
areas remains significantly lower. Through our Inclusion, 
Diversity and Belonging Plan, we remain focused on growing 
representation in operational and frontline roles.

In FY26, KiwiRail supported several industry engagements 
and student outreach initiatives to help promote female 
careers in infrastructure and operations. For example, 
we participated in Infrastructure New Zealand’s Girls in 
Infrastructure event, where staff from our Train Control, 
Projects and People & Culture teams highlighted pathways 
into the rail industry with secondary school students. 

KiwiRail also hosted a group of Year 11-13 students from three 
Wellington schools as part of the ‘Girls in Hi-Vis’ programme 
at our Toop Street Training Centre, in partnership with 
industry training organisation Connexis. Students gained 
hands-on experience with rail training technologies, 
including virtual reality and tunnel training equipment, and 
learned about the diverse career opportunities available. 
Women from KiwiRail shared insights from their career 
journeys, inspiring the next generation of rail professionals. 

Through Women in Trades, KiwiRail is encouraging more young people to consider rewarding careers in rail and engineering. 

KiwiRail’s Women in Business event supported leadership development, connection and a more inclusive workplace culture.

Sustainable workforce
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Early Careers programme

During FY26, KiwiRail’s Early Careers programme 
supported the development of a younger 
skilled workforce while retaining talent beyond 
programme completion. A total of 69 apprentices 
and trainees completed their NZQA qualifications, 
with a further 21 graduates participating in 
our two-year development programme. Fifteen 
interns joined the business from November 2025 
to February 2026, during their summer break.

A further nine Māori and Pasifika employees 
completed Project Ikuna, a six-week series of 
short courses on conflict resolution, leadership, 
confidence and assertiveness. Three secondary 
school students completed work experience 
placements through KiwiRail’s Gateway 
programme.

These programmes play a part in our retention 
for young and early career professionals. Since 
2022, 98 apprentices have completed their 
qualifications, with 90 still employed by KiwiRail, 
a retention rate of 92 per cent. Since 2018, 69 
graduates have completed the programme, of 
which 50 have chosen to stay with KiwiRail, a 
retention rate of 72 per cent. 

These results highlight the role Early Careers 
programmes play in building our future 
workforce, developing critical skills and creating 
long-term career opportunities.

Connecting our people – Employee networks

Creating a more sustainable business relies on 
the contribution of our people. KiwiRail’s internal 
networks connect communities of employees 
across our sites and operations. Throughout the 
year, our networks came together for multiple 
events. Here are some of the highlights:

Te Kupenga 
Mahi (Māori 
network)

Matariki celebrations took place across 
KiwiRail sites in June. Staff learned 
about the meaning of Matariki while 
enjoying kai and waiata.

Kapa Kotahi 
(under 35s)

Our youth network connected through 
networking events, webinars and social 
activities, including a run club.

Rainbow 
Network

In June, the Rainbow Network members 
and allies became Sweaty Bettys for 
Sweat with Pride to raise money for 
LGBTQ+ charities.

Team Kākāriki 
(Sustainability 
& Environment 
champions)

In October, Recycling Week brought 
focus to construction waste streams and 
we partnered with Echo Tech to deliver 
staff e-waste collections at six sites.

Mana Wāhine 
(Women’s 
network)

Our Mana Wāhine network organised 
a panel for International Women’s Day 
providing insights and lessons with the 
theme of ‘Give to Gain’.

Pasifika 
Network

Our Pasifika Network held its annual 
fono gatherings in Wellington and 
Auckland, celebrated Pacific Language 
Weeks, and had an impactful event with 
Pasifika board member Sina Cotter-Tait.

Asian Network Lunar New Year and Diwali were 
celebrated across KiwiRail this year, 
bringing people together to learn about 
different cultures, share traditions, and 
celebrate the diversity of our workforce.

KiwiRail’s Graduate Programme helps develop emerging talent.

Celebrating Diwali through KiwiRail’s Asian Network.

Case Studies
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Performance commentary 

11 Māori welcoming ceremony performed on a marae.

KiwiRail is committed to enhancing our relationships 
with iwi and fulfilling our responsibilities under Te 
Tiriti o Waitangi. Our Māori Relations Plan guides our 
work, ensuring that Māori values and aspirations are 
recognised in our capital works delivery and operations, 
and our tourism services integrate Te Ao Māori (the 
Māori world).

In FY26 we achieved our target to increase the number 
of formal partnerships underway with Māori. KiwiRail 
signed one formal agreement with Ngāti Haua of 
Taumarunui (Central North Island) and is developing 
two further relationships in the Central North Island. 

This year, we had over 100 applicants for our Toi Toi 
leadership programme of which 24 were chosen to take 

part, meeting our annual target. The programme is 
delivered over an eight-month period and built around 
the three pou (pillars) of awareness, adaptability and 
humility. It is focused on learning the pōwhiri11 process, 
building connections and developing self-confidence. 
Now in its 10th year, we have commenced discussions 
with industry and iwi to build the programme’s impact 
and longevity for future cohorts. 

We acknowledge that our iwi partnerships and 
mana whenua engagement also influences climate 
adaptation, biodiversity, procurement, infrastructure 
delivery and other outcomes as well.  

Iwi Partnerships

FY28 TARGET FY26 PLAN FY26 ACTUAL FY26 STATUS

Increase in number of formal partnerships 
underway with mana whenua13 1+ 1

20-plus staff participating in Toi Toi Māori 
leadership programme per year

20+ 24
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Key action update

Partnering with Iwi on environmental stewardship 

•	 We worked closely with Te Rūnanga o Kaikōura 
(TROK, tribal council), through Ngāti Kurī, to 
develop and approve coastal protection solutions 
that deliver improved biodiversity outcomes 
compared with traditional approaches. At the 
Claverley coastal protection works south of 
Kaikōura, Bluemont Rock bags were used as part 
of the embankment protection system to provide 
erosion and scour protection while reducing 
reliance on more carbon-intensive construction 
materials. TROK played an active role in shaping 
the design and project delivery. KiwiRail also 
engaged TROK to provide cultural monitoring and 
advisory services for works undertaken within 
their takiwā (area). We worked with a TROK-
approved contractor and hapū members to 
carry out most excavator and heavy machinery 
operations in the area. This approach supports 
meaningful iwi participation and helps ensure 
work is delivered in a way that respects local 
cultural values and aspirations.

•	 We worked in partnership with Ngāti Tamaoho 
and contractors on the Drury and Paerātā rail 
stations planting project in south Auckland, 
supporting a nature-based solution for 
stormwater management. This partnership 
included the development of a native wetland 
that will improve water quality and enhance local 
biodiversity. In total, more than 60,000 native 
plants will be planted across three stations. Ngāti 
Tamaoho were key drivers of the initiative, helping 
shape the planting programme, including the 
selection of native species. 

•	 The KiwiRail Marsden Rail Link Project team 
has worked alongside local hapū throughout 
the design phase of the Marsden Point Rail Link 
project. Hapū contributed to site investigations, 
including wildlife and ecological surveys, 
and participated in workshops to identify 
opportunities for environmental stewardship and 
shared sustainability outcomes. Engagement 
remains ongoing as the project moves through the 
procurement phase.

Iwi Partnerships

Planting initiatives across the Auckland Metro Programme contributed to improved environmental outcomes.

Bluemont Rock bags formed part of a more sustainable coastal protection solution.
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Ngāti Maniapoto whakapiringa pono (formal relationship agreement)

12 Te Ōhākī Tapu: “The Formal Pact” was made between 1882 and 1885 by five tribes of the Rohe Potae (King Country) led by Ngāti 
Maniapoto, with the colonial government which needed land for the main trunk railway line.

The North Island Main Trunk (NIMT) railway was 
constructed through Ngāti Maniapoto lands in the 
1880s under conditions known as Te Ōhākī Tapu12, 
which sought to protect iwi authority, limit land 
acquisition, and ensure shared economic benefit. 
However, these commitments were not upheld, 
resulting in significant and enduring impacts 
for Maniapoto and shaping a complex historical 
relationship – one which has recently been revisited 
and rebuilt through partnership.

In June 2024, Ngāti Maniapoto and KiwiRail 
signed a whakapiringa pono (formal relationship 
agreement). This agreement provides a framework 
for ongoing collaboration that supports the 
aspirations and priorities of both Ngāti Maniapoto 
and KiwiRail. 

The agreement reflects a shared commitment 
to acknowledging the past, strengthening 
relationships, and building a more sustainable 
future.

The Maniapoto Settlement Act formally 
acknowledges the historical breaches and provides 
redress, including the transfer of railway land to 
Te Nehenehenui, the post-settlement governance 
entity for Ngāti Maniapoto. In FY26, KiwiRail and 
Te Nehenehenui agreed to a sale and purchase 
agreement to transfer surplus rail land adjoining 
their current land holdings at Te Kūiti in accordance 
with statutory and legislative requirements. 

Case Studies
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Sustainable Development Goals: how we contribute
The United Nations Sustainable Development Goals (UN SDGs) are a shared global framework for addressing the world’s most significant economic, social, and environmental challenges by 2030.  
The 17 goals provide a common language for organisations to demonstrate how their activities contribute to sustainable development and long-term value creation. 

Our Rautaki Whakauka Sustainability Strategy identifies three SDGs that KiwiRail can play a meaningful role in contributing to. Our FY26 actions have supported these goals as set out below:

SDG SDG target How we contribute Further information
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8.5 Provide employment and decent work for all women and men, 
including for young people and persons with disabilities, and equal 
pay for work of equal value.

•	 Launched our Inclusion Diversity and Belonging Strategy. 
•	 Support seven staff-led employee networks so everyone can feel welcome and supported at work. 
•	 Major partners of the Global Women’s Partnership.

See Sustainable workforce section.

8.6 Reduce the proportion of youth not in employment, education or 
training.

•	 Early Careers programme supports development of a younger workforce in the early stages of their career.
•	 Target set to increase proportion of young people (under 35) to 33% of the workforce against a 2025 baseline. 

See Sustainable workforce section.

8.7 Take measures to eradicate forced labour, end modern slavery 
and human trafficking and secure the prohibition and elimination of 
the worst forms of child labour.

•	 Conducted first modern slavery risk assessment to identify potential risk hotspots within our supply chain.
•	 Surveyed high value suppliers to understand more about their approach to modern slavery and human rights. 

See Sustainable procurement section.

8.9 Implement policies to promote sustainable tourism that creates 
jobs and promotes local culture and products.

•	 Enable sustainable transport decisions through our Carbon Calculator – allowing customers to estimate and compare 
emissions from different transport modes. 

•	 Retained our Qualmark gold certification for Interislander and Great Journeys New Zealand tourism services.
•	 Promoted sustainable tourism in our role as the official partner for the Cook Strait leg of the Te Araroa Trail.
•	 Continued support of communities in which we operate through sponsorship of charitable groups such as the 

Marlborough Sounds Restoration Trust and Arapaoa Kiwi Trust.

See Customer led & Emissions reduction 
section.

Great Journeys New Zealand - Website

Carbon Calculator

Sponsorships - Interislander - Cook Strait 
Ferries
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9.1 Develop quality, reliable, sustainable and resilient infrastructure, 
including regional and transborder infrastructure, to support 
economic development and human well-being, with a focus on 
affordable and equitable access for all.

•	 Supported South Auckland's growth through construction of three new rail stations at Drury, Ngākōroa and Paerātā.  
•	 New stations will improve public transport connectivity, support future growth, and help reduce road congestion and 

carbon emissions. 
•	 Drury and Paerātā opened in July 2026, with construction on Ngākōroa station expected to be completed in 2027.

See Emissions reduction section.

Drury Rail Stations | KiwiRail

9.4 Upgrade infrastructure to make it sustainable, with increased 
resource-use efficiency and greater adoption of clean and 
environmentally sound technologies.

•	 Constructed a third platform and additional tracks at Henderson Station enabling more frequent and reliable train 
services as part of City Rail Link (CRL). 

Henderson Station | KiwiRail
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13.1 Strengthen resilience and adaptive capacity to climate-related 
hazards and natural disasters.

•	 Published first Climate Adaptation Plan which sets out how we plan to address climate-related hazards.

See Climate adaptation & resilience 
section.

Climate Adaptation Plan

13.2 Integrate climate change measures into policies, strategies and 
planning.

•	 Published first Carbon Reduction Plan which details key initiatives to reduce our emissions on our pathway to 2035, 
including improving the carbon intensity of our rail freight operations. 

See Emissions reduction section.

Carbon Reduction Plan 

13.3 Improve education, awareness-raising and human and 
institutional capacity on climate change.

•	 Two key cross-functional workstreams (Carbon Zero Programme and Climate Resilience Advocacy Group) support 
delivery of our climate actions plans, improving awareness about climate change and its impacts on the business. 

•	 Team Kākāriki, one of our employee networks, offers webinars and learning opportunities for staff on topics relating to 
sustainability and environmental impacts. 

•	 Developing a training module on sustainability, including climate change risks and mitigations, to ensure staff have a 
baseline understanding of the key issues facing our organisation. This will be rolled out in FY27. 

See Emissions reduction section.

Carbon Calculator




