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performance (each in the long and short term) while seeking to ensure that Committed Capacity or 
Deliverable Network Capacity can be achieved. Part B is structured as follows: 

• Guiding principles and applications of the asset management strategies used in the CQCN 

• Legislative and regulatory obligations 

• Strategies applied to each asset class for both maintenance and renewals 

• Key aspects for each program including a description, maintenance, and renewal options as well as 
typical scope requirements 

• Works End to End application to detail the process and other relevant information in the development of 
the MRSB from scope identification, access and works planning, budget setting and procurement, 
execution or delivery of the asset activity, reporting and engagement and key process improvements in 
these areas 

• Environmental, social and governance considerations and the impact on Aurizon Network’s asset 
management approach 

• Options considered in relation to Maintenance and Renewals.  Where specific options were considered 
for strategic scope items, or where asset renewal will be different to the typical renewal option, these are 
identified within each system scope discussion. 

The Detailed Scope Report, provided as a BI report and PDF, includes detail on the specific scope 
proposed to be completed at specific locations. This information helps highlight the location and necessity of 
the proposed scope.  

In this FY26 Final Draft Proposal, except to the extent a term is expressed to the contrary, capitalised terms 
have the meaning given in UT5. 

1.4 Assumptions 
To prepare the FY26 Final Draft Proposal, Aurizon Network has relied on the following assumptions. 

• High impact Ballast undercutting activity has been prioritised within Integrated Closures with residual 
scope being executed in single line closures. 

• Maintenance costs outlined within the FY26 Final Draft Proposal reflect the Direct Maintenance Costs 
only. 

• The Direct Maintenance cost schedules presented in this FY26 Final Draft Proposal provide for a 
reduction in costs to reflect an allocation to non-coal services. This adjustment for each Coal System 
has been calculated using actual historical (FY24) non-coal railings and the QCA-approved AT1 
Reference Tariff that will be applicable in FY26. 

• The value of asset renewal activities represented within the FY26 Final Draft Proposal reflects the 
capital expenditure Aurizon Network forecast to incur while delivering these works in FY26. These 
values may differ from the values that Aurizon Network will seek to include in the Regulated Asset Base 
(RAB) via the Annual Capital Expenditure Claim (UT5, Schedule E), which reflects the cost of assets 
that have been commissioned during the financial year.  

• Aurizon Network develops costs based on the scope of work required to be delivered, guided by 
historical costs, and where known, site-specific requirements and scheduling constraints. While average 
costs per scope unit may be used as a guide to performance for some activities, they can be subject to 
limitations. For example, they may not adequately explain the impact of site-specific conditions (such as 
site access, ground conditions and the effect of recent weather) on cost or scope performance. Average 
unit costs may also be impacted where internal and external resources deliver asset activity in between 
trains and in integrated system closures. This can create inefficiencies that would not otherwise occur if 
asset activity was smoothly phased over the period. 

• Clause 7A.11.3(q) of UT5 identifies circumstances where execution of work may be inconsistent with 
approved maintenance and renewals strategies and budgets.  
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• For the purposes of Clause 7A.11.5(f)(ii)(B)(2) of UT5 and the consideration of whether material 
variations in the actual cost of delivering an “item” contained within the Approved Strategy and Budget 
are prudent and efficient: 

- for Moura, Newlands and GAPE systems, the maintenance budget in its entirety is considered 
an ‘item’. 

- for Blackwater and Goonyella, the product areas of resurfacing, rail grinding, general track 
maintenance, ‘Signalling and Telecoms’ and Electrical are considered as items.  

- product areas are considered a single item (Structures and Facilities, Trackside Systems, Other 
Civil Maintenance, Other General Maintenance). 

• Interaction with the Annual Capacity Assessment Report (ACAR) for each Coal System discussed in 
Section 1.5. 

• Figures displayed in various tables, charts and graphs throughout the document may not add due to 
rounding. 

Given the uncertainty surrounding the occurrence of prolonged or extreme weather events, Aurizon Network 
has not included in its FY26 Final Draft Proposal any provision for costs associated with Rail Infrastructure 
repair or rectification following a Force Majeure Event. Where a Force Majeure Event and associated cost of 
rectification constitutes a Review Event under UT5, Aurizon Network will seek QCA approval to recover any 
incremental costs (which may include ordinary labour costs where they are not already recoverable) through 
the UT5 process (Schedule F, Clause 5.3) for infrastructure utilised by Coal Carrying services. 
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1.5 Interaction between the FY26 Final Draft Proposal and the 
ACAR 

In July 2024, the Coal Network Capacity Company (CNCC) in its role as the Independent Expert, published 
the 2024 Annual Capacity Assessment Report (2024 ACAR). The 2024 ACAR assessed the Deliverable 
Network Capacity (DNC) of each coal system in the CQCN for the period FY25 - FY29 and noted that in all 
systems except Newlands/GAPE, capacity was above the Committed Capacity. For clarity, this FY26 Final 
Draft Proposal does not include any maintenance or capital expenditure relating to proposed Transitional 
Arrangements.  

In developing this FY26 Final Draft Proposal, and as part of seeking to ensure that Committed Capacity or 
DNC can be achieved, Aurizon Network assessed the proposed FY26 access requirements against 
Committed Capacity or DNC for all systems.  

This involves an assessment of the Usable Capacity of each system, taking into consideration non-coal 
traffic and other projects to deliver Transitional Arrangements or Customer requested works. Usable 
Capacity is a function of Network’s Advanced Planning & Scheduling system (APS) which mathematically 
models the capacity of network infrastructure considering known and planned outages or restrictions such 
as: 

• supply chain outages including mine and port maintenance outside of integrated closures 

• integrated closures and single line possessions; and 

• other planned asset activity such as inspections required under the Civil Engineering Track Standard 
(CETS). 

The Usable Capacity calculation assesses contracted mine and port combinations and represents the 
maximum number of theoretical trains able to run in each area of the network, considering the capacity of 
areas up and down stream that may interact with it. Interconnected ‘traffic pathways’ that span the CQCN 
Network join load and unload site pathways modelled in APS. Each traffic pathway has a maximum capacity 
that is used in subsequent capacity calculations. Based on the modelled outages (Network, Mine and Port) 
the results are returned for each traffic pathway, (main line, branch line, mines, ports) and provides 
capability to report on usable capacity to a daily level. 

In setting the usable capacity target, below rail cancellations and other planned corrective and reactive 
maintenance activities are also taken into consideration. 

It should be noted however, that Usable Capacity is not a dynamic simulation model, and doesn't consider 
supply chain capability constraints such as above rail consist type/volume/availability, network and 3rd party 
unplanned outages/breakdowns or variation in customer demand. Once approved, the access footprint 
resulting from this FY26 Final Draft Proposal will be an input to the assessment of the 2025 ACAR which will 
assess through simulation modelling the impact of the Approved Maintenance and Renewal Strategy and 
Budget, together with other changes to system operating parameters that are relevant to the 2026 to 2030 
financial years.  

For completeness, the closure hours included in the system summaries of this FY26 Final Draft Proposal 
represent the integrated closures and single line possessions. It does not include activities completed in the 
shadow of other activities or in-between trains, CETS related access or planned or unplanned corrective or 
reactive maintenance. The Critical Asset Activity Calendar Power BI report that provides the detailed access 
information relating to this FY26 Final Draft Proposal will be published on 30 November 2024. 

Importantly, Aurizon Network’s assessment of Usable Capacity for the FY26 Final Draft Proposal indicates it 
can deliver DNC in Newlands/GAPE and Committed Capacity in the Blackwater and Moura Systems.  There 
is an elevated risk that Aurizon Network may not be able to achieve DNC and Committed Capacity in the 
Goonyella System.  Aurizon Network is considering a range of additional options and initiatives aimed at 
increasing the likelihood of delivering Committed Capacity.  It is Aurizon Network’s intention to present the 
outcomes of this additional analysis to Goonyella Customers ahead of the FY26 Final Draft proposal in 
January 2025. 

When developing the FY26 Draft Proposal, Aurizon Network has had regard to the latest QCA-approved 
volume forecast for FY25. On 23 May 2024, following consultation with End Users as part of the FY25 
review of Reference Tariff process, the QCA approved a CQCN volume forecast of 216.7mt for FY25. The 
current forecast for FY26 is assumed to be equivalent to the FY25 forecast. As outlined in Table 4, the 
current forecast volumes in each system are lower than the FY26 DNC set out in the 2024 ACAR. 
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Works End to End processes and whether the improvement will refine scope identification, access and 
works planning, budget setting and procurement, execution and close or engagement and reporting.  

Part B includes each of the continuous improvement initiatives related to specific elements of the Works End 
to End process.  

Asset Maintenance and Renewal scope identification includes 19 improvement initiatives in Section 10.1.3 
Maintenance and Renewal Scope Improvements, focussed on improving asset reliability, performance and 
safety including key improvements to: 

• extend the life of assets 

• improve monitoring and inspections 

• improve remote monitoring to reduce physical responses to site. 

Access and Works Planning includes 5 initiatives contained in Section 10.2.5 Access Planning and Works 
Planning Improvements, focussed on planning and performance outcomes including: 

• increased scope (Civil and Power Systems) integrated into OHLE windows: 

• improved assessment and inclusion of growth and Transitional Arrangement scope in the planning 
process 

• earlier involvement of key operational staff and leaders 

• improved accuracy of RM902 planning and scheduling tool utilising pre-dig return rate data 

• detailed planning processes at Goonyella Ports and Callemondah Yard. 

Works Execution and Close includes 6 improvement initiatives contained in Section 10.4.7 Works Execution 
and Close Improvements, focussing on cost out, reliability and improved access benefits including: 

• vendor reviews - packaging of labour, materials and services as well as the strategic location of vendors 
to minimise mobilisation & demobilisation costs. 

• implementing cyclical access windows based on work demand, reliability risks, defect profiles etc to 
enable work to be integrated, packaged and aligned. 

• trialling alternative vegetation management methods. 

• internalising the telecommunications maintenance previously outsourced. 

• extending the western depot allowances and western depot accommodation strategy. 

• maintenance and capital internal labour efficiency and effectiveness review. 

1.6.3 Internal Labour Efficiency and Effectiveness Review 
Aurizon Network has worked with the RIG Producer Group members to undertake a review of internal 
labour efficiency and effectiveness with an external consultant.  A decision was made by the RIG Producer 
Group and Aurizon Network to review the approach following an RFP process that was initiated in March 
2024 after initial proposals were found (by Aurizon and RIG) to be unsuitable. In August and September, 
Aurizon Network presented labour data, metrics and cost drivers to assist with refining and reducing the 
review required by an external consultant.  In response to a request by the RIG Producer Group, Aurizon 
Network proposed a scope of works for an external consultant that looks at the benchmark data for the 
Electrical team and undertakes a qualitative investigation with subject matter experts. 

A second RFP process based on the reviewed scope of works was completed in November to progress the 
review and identification of opportunities with a consultant now engaged to start work in January 2025.  The 
review is expected to be completed by April 2025.  
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interlockings in Callemondah yard were installed in the 1970’s and train detection track circuits were 
installed in the 1980’s. These assets are nearing end of life. 

The radio system across Blackwater was upgraded in recent years to a digital based Terrestrial Trunked 
Radio (TETRA) system. Trains are detected through a mix of track circuits and axle counter track 
sections with ongoing renewals programmed for life expired track circuit assets. A program to 
modernise the optic fibre in Blackwater commenced in FY22 and continues in FY26. 

• Electrical Assets – the Electrical assets were largely installed during the mid-1980’s mainline 
electrification project and, while four new feeder stations were installed in 2012, a significant proportion 
of the substation assets are approaching the end of their 30–40-year design life. A focus of FY26 is the 
feasibility phase of the Substation Renewals Program. Aurizon Network is also considering options for 
the OHLE corrosion remediation in the Blackwater System. 

• Callemondah Yard – the yard at Callemondah has grown over the last 30 years along with the 
expansion of the Blackwater System. The yard has a constrained footprint with Gladstone airport to the 
south. As such, the roads in this yard are close together. In addition, the electrical sectioning and signal 
interlocking arrangement result in outages affecting significant areas within the yard reducing 
throughput capacity during faults. Several assets require renewal across the yard infrastructure 
continuing through FY26, including turnouts and signal interlocking from the original 1970’s 
construction. Given the system disruption of renewals in this area, Aurizon Network has developed a 
Callemondah Yard renewals strategy spanning multiple years to minimise access and operational 
impacts. 
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Figure 3 Trend of Integrated System Closure Hours from FY23 to FY26 - Blackwater System  

2.3 Blackwater System – FY26 Maintenance Strategy and Budget 
Aurizon Network has developed its Draft Maintenance Strategy and Budget for the Blackwater System 
having regard to all relevant matters outlined in clause 7A.11 of UT5, including the Maintenance Objectives. 
Aurizon Network considers its FY26 Final Draft Proposal provides an appropriate level of asset activity that 
will promote the safety, reliability and performance of the Blackwater System rail Infrastructure and seeking 
to deliver Committed Capacity.  

2.3.1 Summary of Historic, Forecast and FY26 Maintenance Strategy and Budget 
Aurizon Network’s FY26 Final Draft Proposal for the Blackwater System provides for a Direct Maintenance 
Cost Allowance of $88.8m (excluding ballast undercutting plant depreciation) which is: 

• $11.4m higher than the approved FY25 Maintenance Strategy and Budget 

• $6.9m higher than Aurizon Network’s current FY25 full-year forecast.  

Figure 4 provides a summary of historic direct maintenance costs as well as the proposed direct 
maintenance cost allowance in respect of FY26. 

To ensure comparability with prior periods, the direct maintenance costs shown in Figure 4 and Figure 5 
exclude depreciation on ballast plant. 

 

Figure 4 Direct Maintenance Costs - Blackwater System 
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Figure 5 Direct Maintenance Cost Movement - Blackwater System 

FY26 Draft Maintenance costs (excluding ballast undercutting plant depreciation) are budgeted at $88.8m.  
The increase in spend of $11.4m against the approved FY25 Maintenance Strategy and Budget is primarily 
driven by: 

• Non labour cost escalation (+$1.2m) – annual cost escalation on contractors, materials, plant and 
other consumables. 

• Internal labour costs (+$6.2m) – additional internal labour costs driven by: 

- annual increase required under the Infrastructure Enterprise Agreement and other Staff Agreements 
(~$1.6m) 

- correction of labour cost error identified in the FY25 approved budget which had the effect of 
understating labour costs by $1.2m 

- additional internal labour resource support for Civil Infrastructure to deliver uplift in corrective 
maintenance levels and to support additional branchline infrastructure associated with new Access 
Rights in FY26. 

- additional FTE to support internalisation of telecommunications maintenance activities 

- additional FTE to support ageing workforce and critical skill risks. 

• Rail Grinding (+$1.3m) – increase in frequency at targeted curves at Westwood, Windah and 
Edungalba (Mainline) to improve rail surface condition and additional grind frequencies at critical 
turnouts, in particular at entry points to Yard and Ports. 

• Targeted drainage program (+$2.9m) – reflects additional contractor support to execute targeted 
program to improve track and corridor drainage at sites where formation degradation is evident. 

• General Track (+$1.m) - increase driven by additional materials and contractor cost to deliver 
corrective rail maintenance activities required to support asset condition. 

• Signalling & Telecommunications (-$0.9m) – reduction in contractor spend following internalisation of 
telecommunications maintenance activities. 

• Other Civil (-$0.2m) – reflects assumed reduction in corrective maintenance activity levels. 

• Efficiency – FY26B reflects target efficiencies of $1.3m, which is broadly consistent with the efficiency 
target assumed in the FY25 approved budget. Initiative focus areas include labour, indirect costs, 
contractor spend and procurement activities. Refer Section 10.4.7 which describes areas of focus since 
the FY25 MRSB. 
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The FY25 forecast is $4.5m higher than the approved FY252 budget with the General Track maintenance 
category expected to breach the materiality thresholds set in UT5. This is predominately driven by the 
targeted drainage program ($2.6m) which was not provided for in the FY25 budget. The FY25 forecast is 
subject to review and will be updated at the end of Q2 FY25. 

An overview of the methodology used to develop the FY26 maintenance budget is provided in Section 
10.3.1 Budget Development of Maintenance Activities. 

2.3.2 FY26 Maintenance Strategy and Budget 
The maintenance program includes preventative, planned corrective and reactive maintenance activities.  

The planned and preventive maintenance activities and inspections, as well as the planned mechanised 
production scope, are derived in line with the intervention periods as detailed in Aurizon Network’s Asset 
Maintenance and Renewal Policy. This policy determines the inspection regime and period based on asset 
type condition and location. 

The scope of planned corrective and reactive maintenance tasks is heavily dependent on the faults 
identified via the planned inspection programs. Aurizon Network has assumed that in FY26 the Coal System 
will see a similar level of faults that require planned corrective or immediate response as in prior years. 

Section 9 Strategies by Asset Class, outlines the different approaches with regards to maintaining the Rail 
Infrastructure. These approaches lead to the application of the maintenance tasks across the system. 

The proposed FY26 maintenance scope and budget for the Blackwater System is outlined in Table 9. 

 

 
 

2 Refer to Q1 FY25 Quarterly Performance Report for more detailed - information on costs expected to be incurred.   
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Table 9 FY26 Proposal - Maintenance - Blackwater System 

 
Note: Figures may not add due to rounding 

For the Blackwater System: 

• Direct Maintenance Costs (excluding ballast undercutting plant depreciation) are budgeted to increase 
by $11.4m from the FY25 Budget. 

• General Track Maintenance (+$7.0m) – increase driven by additional internal labour support, 
contractor support and rail materials to support Civil Infrastructure discipline in delivering an uplift in 
corrective maintenance levels predominantly relating to rail maintenance activities3. The FY26 budget 
also reflects additional contractor support to execute the targeted drainage improvement program. 

 

 
 
3 Refer to additional information presented to RIG Producer Group – FY26 v FY25 Draft Overview 17.01.2025 

FY25 
Budget

FY25 
Budget

FY25 
Forecast

FY25 
Forecast

FY26 
Budget

FY26 
Budget

Scope ($m) Scope ($m) Scope ($m)
Resurfacing 10.2 9.7 10.3 
Mainline Km 896 8.5 770 8.1 896 8.6 
Turnout Site 173 1.7 173 1.6 173 1.8 
Rail Grinding 9.4 9.8 11.0 
Mainline Km 6.7 7.3 7.8 
Turnout Site 2.7 2.4 3.0 
Level Crossing Track LX 0.1 0.1 0.1 

General Track Maintenance 24.0 26.7 31.0 

General Track Activity 22.0 22.3 25.7 
Corridor Maintenance Activity 1.5 3.8 4.8 
Ultrasonic Testing Km 5,042 0.6 5,139 0.5 5,042 0.6 

Signalling and Telecoms 12.5 14.4 14.3 

Signalling Corrective Activity 3.2 2.8 3.6 

Signalling Preventative Inspection 6.7 8.6 7.5 

Telecoms Corrective Activity 0.4 0.4 0.5 

Telecoms Preventative Inspection 2.3 2.5 2.6 

Electrical 7.7 8.8 8.8 
OHLE Corrective Activity 2.6 2.2 3.2 
OHLE Preventative Inspection 2.9 4.9 4.1 

Power Systems Corrective Activity 0.7 0.5 0.6 

Power Systems 
Preventative Inspection 1.4 1.2 0.9 

Structures and Facilities 5.5 5.5 5.8 

Trackside Systems 1.0 1.3 1.3 

Other Civil Maintenance 3.1 2.6 3.0 

Other General Maintenance 3.9 3.1 3.3 

Sub-Total 77.3 81.9 88.8 
Ballast Undercutting Plant 
Depreciation 3.1 3.1 3.1 

Total Direct Maintenance 
Costs 80.5 85.0 91.9 

Non-Coal Allocation (0.8) (0.8) (0.9)
Total 79.6 84.2 90.9 

Maintenance Item Scope Units
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Additionally, an increase in preventative and corrective maintenance activities and forecast expenditure 
has been included relating to an existing branch line that did not have long-term Access Rights during 
the development of the FY26 MRSB. An end user has secured long-term Access Rights and 
consequently the forecast expenditure associated with this branch line will be included within the final 
draft MSB for FY26, with the customer subject to ongoing pricing tests on infrastructure associated with 
and the commencement of new Access Rights4. 

• Rail Grinding (+$1.6m) – increase driven by contract escalation and targeted increases in grind 
frequencies to support asset condition resulting in increased Mainline , Turnouts  and 
Level Crossing grinding  scope.  

• Resurfacing (+$0.1m) – spend expected to be broadly in line with FY25 budget.  

• Other Civil (-$0.2m) – spend expected to be broadly in line with FY25 budget. 

• Signalling & Telecoms (+$1.8m) –  increase driven by higher Internal Labour cost with the annual 
increase required under the Infrastructure Enterprise Agreement and other Staff Agreements (including 
shift count allowances), additional FTEs to support internalisation of telecommunications maintenance 
activities, additional FTE to support ageing workforce and critical skills risks, as well as the correction of 
labour cost error identified in the FY25 approved budget which resulted in an understatement of labour 
costs. This is offset by a reduction in Contractor spend following internalisation of telecommunications 
maintenance activities.  

• Electrical (+$1.2m) - increase driven by higher Internal Labour cost with the annual increase required 
under the Infrastructure Enterprise Agreement and other Staff Agreements (shift count allowances), and 
the correction of labour cost error identified in the FY25 approved budget which resulted in an 
understatement of labour costs. This is offset by a reduction in Contractor spend following 
internalisation of telecommunications maintenance activities. 

• Ballast Undercutting Plant Depreciation – ballast undercutting plant depreciation as a total is largely 
in line with FY25B, with the allocation between systems based on the number of days that the ballast 
plant is expected to be operating in the Blackwater system in FY26. 

• Non-Coal Allocation – this adjustment reflects an allocation of costs to non-coal services and is 
calculated by applying the actual non-coal volumes railed in Blackwater during FY23 to the QCA-
approved AT1 Reference Tariff for FY26. 

Figure 6 sets out a summary of historic, forecast, and budgeted direct maintenance costs by maintenance 
category. To ensure comparability between periods, the direct maintenance costs presented in Figure 6  
exclude depreciation on ballast undercutting plant. 

 

 
 

4 Access Charges for the relevant Train Service will be set in accordance with the UT5 pricing principles and any incremental 
costs will be considered when calculating the ‘Minimum Revenue Contribution'  
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Figure 6 Direct Maintenance Costs - Blackwater System 

 

 
Figure 7 Preventative/Planned Corrective Maintenance Spend Composition - Blackwater System 

Figure 7 illustrates the proportion of preventive, planned corrective and reactive maintenance expenses in 
the Blackwater System over time. Approximately 52% of Blackwater System maintenance spend in FY26 is 
expected to be preventive in nature. 

Additional detail in relation to the make-up of costs for each maintenance activity has also been provided to 
the RIG Expert Advisor.  
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• Permanent Way (-$10.5m) – Rail renewal scope fluctuates from year to year based on the quantity of 
rail kilometres that will reach wear limits or will require replacement due to surface defects or corrosion. 
Total rail replacement to achieve the annual strategic CQCN target is delivered through a combination 
of Rail Renewal and Track Upgrade scope. Track Upgrade scope (a combination of sleeper and rail 
renewal) is consistent with FY25 budget. Additionally, in FY26 there are 2 less turnouts planned to be 
renewed compared to FY25. 

• Ballast Cleaning (-$2.4m) – In FY26, mainline ballast undercutting scope is relatively consistent with 
the FY25 budget. Cost estimates have been informed by expected ballast return rates which have been 
based on information collected through pre-dig assessments. Pre-dig information has been used to help 
inform ballast quantity requirements, ballast delivery costs and ballast removal (spoil) costs. The cost 
increase in mainline ballast undercutting is offset by lower levels of mainline excavator undercutting.  

• Structures Renewals (-$10.4m) – The FY26 budget for Bridge Renewal scope in the Blackwater 
system is lower than FY25, as FY25 included a large strategic bridge renewal at Archer. The Bridge 
Renewal Program also includes bridge component renewals and in FY26 will only see the renewal of a 
bridge relieving slab (approach/transition slab) at MacKenzie River. Similar to FY25, the FY26 Culvert 
renewal program will see 12 renewals planned for FY26. However, the mix has changed with more 
Reinforced Concrete Box Culvert renewals than in FY25, which are circa double the cost of Reinforced 
Concrete Pipelining and four times the cost of eliminating or removing the culvert.  

• Civil Renewals (+$3.2m) – Variance driven by the inclusion of a major strategic Slope Stability renewal 
at Rocklands due to rock cutting face failures in this location, a small increase in planned Formation 
Renewal, and 21.5km of planned Corridor Fencing compared to prior years. From FY26, the Corridor 
Fencing renewal program will include a quantity of planned renewals scope. These renewals will be 
focussed at locations of higher risk (local to more populated areas) identified through trespass incidents 
as well as locations where livestock are more able to enter the corridor due to the condition of the 
fence. At an annualised renewal rate of approximately 1.3% of the asset base, this investment will serve 
to improve the overall condition of the Corridor Fencing in Blackwater and support underpinning 
legislative (Transport Infrastructure Act) requirements. Additionally, the FY26 budget for formation 
renewals has reduced compared to the FY25 budget.  

• Electrical (+$3.1m) – Increased strategic scope for Traction Substation Renewals compared to prior 
years and baseload scope for Overhead Line Equipment (OHLE) renewals.  

• Control Systems (-3.3m) – To provide stability in the delivery of the program year on year, scope to be 
delivered in FY26 has been reduced to allow for prior year scope that has been deferred to FY26. This 
will assist in reducing variability of flow of works between years. ‘Rollover’ scope will continue to be 
reported as FY25 approved scope (or for the year in which it was approved) in line with the reporting 
approach agreed with the Rail Industry Group. Additionally, there is some reduction in Optical Fibre 
scope being delivered in FY26 compared to prior years, as this program is nearing renewal completion 
(FY28).  

Figure 8 below shows the distribution of scope locations as well as the relative spend per scope. As is 
typical of prior years in the Blackwater system, the works completed are most concentrated on the NCL 
and Central mainlines aligned to these track sections seeing 100% of system traffic. There is also 
investment on branch lines and individual mine balloon loops. 

The largest single scope item for FY26 is the Mainline Undercutting renewal (7.38km) at Archer at the 
623.2km to 630.57km on the Blackwater Mainline. 
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Figure 10 Rail, Sleepers, Track Upgrade and Turnouts Renewal Sites - Blackwater 

 

2.5.2 FY26 Permanent Way Scope – Asset Condition and Criticality Assignment 
Figure 11 plots the permanent way renewals against asset condition and location / operational criticality. All 
planned FY26 renewals are either advanced in wear or degradation and / or located in track sections 
identified as critical to maximising throughput. 

While the track upgrade site at Kinrola TLO has a contextually low criticality index of 1.7, the asset condition 
is rated 4 due to the severe corrosion through the loadout. 

 
Figure 11 Permanent Way - FY26 Scope Priority Ratings - Blackwater System 

2.6 Civil Assets – Ballast Cleaning and Renewals 
2.6.1 Ballast Cleaning Renewal Program 
In FY26, Aurizon Network proposes to undertake 55.0km of Ballast Cleaning, across mainline undercutting, 
reactive undercutting works and Bridge Rollouts, at a cost of $51.8m. Table 13 summarises the scope and 
budget for each relevant renewal item.  

It should be noted that for Ballast Cleaning, historical performance indicates that approximately 10% of 
scope can be lost each year from unplanned impacts (e.g. wet weather, incidents). In such circumstances, a 
loss of scope will not directly translate to a proportional reduction in cost given the predominantly fixed-cost 
nature of Ballast Undercutting. 
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The MacKenzie River Bridge scope forms over half the scope quantity of the bridge ballast renewal program 
and is a driving scope item with 500m of bridge ballast replacement due to severely fouled ballast with mud 
holes forming at bridge ends and on the bridge itself. At this location Maintenance teams have been topping 
up ballast at the bridge ends in order to maintain safe track geometry, due to track transition issues, 
resulting from degradation at the formation and relieving slab interface at the bridge abutments, as well as 
observable sink holes in a high embankment near the bridge. Additionally, there have been pumping 
sleepers and multiple geometry exceptions requiring holding works. 5 corrective maintenance activities to 
correct top and line issues on the bridge have been undertaken since 2021 and three mud hole repairs. 
Failure to complete these works will see additional corrective repair activities required.  

At Kabra, a 48m bridge ballast replacement will be undertaken. This site has a future condition rating of 3.7 
with fouling between 40 and >60 PVC. There have been four corrective maintenance incidents since 2022 
and over 3,000 delay minutes attributed. The renewal will reinstate clean ballast and reduce corrective 
maintenance requirements at this location. 

An allocation to re-establish a portion of monuments is included in the Ballast Cleaning Program in FY26.  
This includes detailed survey, design and installation of new track data plaques. This ensures that future 
track maintenance activities reinstate track to the design alignment. The alignment and height of track 
moves over time due to temperature changes, train operations, maintenance and construction activities 
which can give rise to track buckles, breaks, accelerated rail wear, contact wire geometry exceptions (in 
electrified systems) and impacts to rollingstock. Track monuments are located within the rail corridor 
immediately adjacent to track as fixed in-ground posts or on electrical masts to indicate the correct level and 
position of the track. Measurements are taken from these to confirm the correct level and position of the 
track to ensure that the ballast cleaning activity and associated resurfacing correctly locates the track to the 
design alignment.  

Ground Penetrating Radar (GPR) data provides important information to help understand ballast and sub-
soil conditions. This information is used to measure fouling and to allow comparison of the FY26 data 
against prior data sets to understand fouling degradation and plan for future renewal requirements. GPR is a 
critical input to the Aurizon Ballast Condition Analyser tool that utilises historical GPR, historical undercutting 
and track resurfacing data to predict ballast fouling growth at the site level to identify future scope locations. 

For the scope listed above, the typical approach is to take forward a like-for-like renewal. Appendix 3, 
Options for Renewal Approach, details the alternate options considered when an asset requires renewal 
and Section 9.5 provides a summary of the Asset strategy for Ballast Cleaning. 

Detailed information on the development of the ballast cleaning program is included in Section 10.3 Budget 
Setting and Procurement.   



39 
Aurizon Network – FY26 Final Draft Proposal for the Maintenance and Renewals Strategies and 
Budgets Commercial-in Confidence 

 
Figure 12 Ballast Cleaning and Bridge Rollout Sites - Blackwater System 

2.6.2 Ballast Cleaning FY26 Scope – Asset Condition and Criticality Assignment 
Figure 13 plots planned Ballast renewals against asset condition and location / operational criticality. All 
sites have a condition of 3 or above with most sites being in more critical track sections of the Blackwater 
System. The sites that have lower Criticality Index, have a Condition Score of 4.4 or above, that have been 
prioritised for renewal due to their high condition ratings. These sites are a Bridge Rollout and Turnout 
Undercutting at Rolleston and a Bridge Rollout at MacKenzie River.  
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mix has changed with more Reinforced Concrete Box Culvert renewals than in FY25, which are circa double 
the cost of Reinforced Concrete Pipelining and four times the cost of eliminating or removing the culvert. In 
FY26, it is proposed to undertake nine Reinforced Concrete Box Culvert renewals and one Reinforced 
Concrete Pipelining as well as the removal of two culverts. Each of the RCBC renewals involve either the 
removal and replacement of existing concrete culverts or upgrade the existing culvert to a longer life asset. 
The Culvert renewal at Callemondah will see the removal and replacement of a 31m culvert under 4 tracks 
(11 cells) including concrete aprons on both the inlet and outlet. The existing culverts are aged and showing 
an ever-increasing number of defects that are of both a minor and moderate nature. The current structure 
has a future condition score 4.5. Failure of one or multiple cells of culvert bank would manifest in track 
alignment defects requiring the imposition of significant operational restrictions and likely require an 
immediate repair causing significant disruption to the operation of Callemondah Yard.  

Where possible, Aurizon Network has adopted alternate approaches for the Structures scope in FY26, by 
lining aged pipes for 1 of the 12 sites, this will see the existing concrete box culverts sleeved with a 
reinforced concrete lining system. This option for these locations can be completed without impacting 
capacity while providing a new load-rated structure, thereby avoiding cost and access impacts associated 
with a total replacement of the culvert. 

For the scope listed above, the typical approach is to take forward a like-for-like renewal. Appendix 3, 
Options for Renewal Approach, details the alternate options considered when an asset requires renewal 
and Section 9.6 provides a summary of the Asset strategy for Structured assets. 

 
Figure 14 FY26 Structures Renewal Sites - Blackwater System 

2.7.2 Structures FY26 Scope – Asset Condition and Criticality Assignment 
Figure 15 plots the planned Structures renewals against asset condition and location / operations criticality. 
All planned FY26 renewals have poor to near end of life condition.  
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Figure 16 Formation and Level Crossing Renewal Sites - Blackwater 

2.8.2 Civil Renewals FY26 Scope – Asset Condition and Criticality Assignment 
Figure 17 plots the Civil renewals against asset condition and location/operational criticality.  

 
Figure 17  Civil Renewals - FY26 Scope Priority Ratings - Blackwater System 
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power supplies and batteries and the replacement of two Dehydrators (a device that reduces the humidity in 
a microwave transmission system to improve signal strength and prevent corrosion to extend life). 

Transmission and Data Renewal TETRA Radio Scope will focus on minor renewals to improve coverage of 
TETRA Radio.  

For the scope listed above, the typical approach is to take forward a like-for-like renewal. Given the high 
proportion of these renewals being triggered by obsolescence, Aurizon Network will generally seek to 
replace the current technology with modern-day equivalents that provide an uplift in speed and/or capacity. 

Appendix 3, Options for Renewal Approach, details the alternate options considered when an asset requires 
renewal and Section 9.8. provides a summary of the Asset strategy for Control Systems. 

For the scope listed above, the typical approach is to take forward a like-for-like renewal. Given the high 
proportion of these renewals being triggered by obsolescence, Aurizon Network will generally seek to 
replace the current technology with modern-day equivalents that provide an uplift in speed and/or capacity. 
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Figure 18 FY26 Control Systems Renewal Locations – Blackwater 

2.9.2 Control Systems Assets – FY26 Scope Asset Condition and Criticality Assignment 
Figure 19 plots the planned Control Systems renewals against asset condition and location / operational 
criticality.  

All scope items are listed as condition rating 4 or above. This reflects the age of assets targeted for renewal 
in FY26. Control Systems assets are mostly electronic, and renewal is trigger by lack of available support, 
spare parts or software obsolescence. As such, condition is more a matter of asset age against design life 
rather than a physical demonstration of wear. 

While some of the criticality scores are lower on the scale as a function of the geographical criticality model, 
these assets are necessary for the safe operation of the system and for the delivery of system capacity.  
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Figure 20 FY26 Electrical Renewal Sites - Blackwater System 

2.10.2 Electrical Assets – FY26 Scope Asset Condition and Criticality Assignment 
Figure 21 plots the planned Electrical renewals against asset condition and location / operational criticality. 
Although these renewal scope items have lower condition scores, they are important assets in the traction 
network and must be renewed as they are reaching end of life. 

 
Figure 21 Electrical Assets - FY26 Scope Priority Ratings - Blackwater System 
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• Civil Assets – The civil assets in the Goonyella System see the highest tonnage of the four Coal 
Systems and the highest train density, this decreases the expected time between intervention for 
renewal and maintenance activities that are linked to usage or wear. The Great Dividing Range crossing 
at Black Mountain is a significant rail crossing with steep grades and tight curves resulting in significant 
train dynamics and inertia forces applied to the rail, sleeper and formation assets. Given the steepness 
of the terrain and the fact that the area can record high rainfall in short periods, there is a significant 
network of drains, culverts, and spillways to assist water to shed from the mountainous areas, aiming to 
minimise impact on rail operations. 

• Control Systems Assets – A significant proportion of the Control Systems assets in the Goonyella 
System are original 1980’s infrastructure from the initial installation. These assets are nearing or beyond 
their nominal service life, in particular signal interlockings. The radio system across Goonyella was 
upgraded in recent years to a digital based Terrestrial Trunked Radio (TETRA) system. Trains are 
detected through a mix of track circuits and axle counter track sections with ongoing renewals 
programmed for life expired track circuit assets. A program to modernise the optic fibre in Goonyella 
commenced in FY22 and continues in FY26.  

• Electrical Assets – The Electrical assets were largely installed during the mid-1980’s Main Line 
Electrification Project. A significant proportion of the substation assets are approaching the end of their 
30 to 40-year design life. A focus of FY26 is the Feasibility phase of the Substation Renewals Program. 
The OHLE assets nearest the ports see significant corrosion due to the coastal environment and will be 
addressed as part of the Goonyella Ports OHLE renewal program. 
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Figure 24 Trend of Integrated Closure Hours from FY23 to FY26 Goonyella System 

Aurizon Network’s assessment of Useable Capacity for FY26 in the Goonyella system indicates an elevated 
level of risk (particularly during Q1 FY26, September 2025 and May 2026) of the system being able to 
deliver the proposed renewals and maintenance program as well as both Committed Capacity and DNC 
(ACAR 2024 FY26) from a Planning and Scheduling perspective. 

These periods of high risk in Q1 FY26 and May 2026 are being driven primarily by extended in-loading 
outages at either one or both Ports. Aurizon Network has aligned as much high impact Network 
maintenance in the shadow of the in-loader outages to take advantage of the reduced system capacity and 
therefore mitigate the impacts of this work. 

3.3 Goonyella System – FY26 Maintenance Strategy and Budget 
Aurizon Network has developed its Draft Maintenance Strategy and Budget for the Goonyella System 
having regard to all relevant matters outlined in clause 7A.11 of UT5, including the Maintenance Objectives. 
Aurizon Network considers its FY26 Final Draft Proposal provides an appropriate level of asset activity that 
will promote the safety, reliability and performance of Goonyella System Rail Infrastructure and seeking to 
deliver Committed Capacity. 

3.3.1 Summary of Historic, Forecast and FY26 Maintenance Strategy and Budget 
Aurizon Network’s FY26 Draft Maintenance Strategy and Budget for the Goonyella System provides for a 
Direct Maintenance Cost Allowance of $80.7m (excluding ballast undercutting plant depreciation) which is:  

• $8.0m higher than the approved FY25 Maintenance Strategy and Budget 

• $3.0m higher than Aurizon Network’s current FY25 full-year forecast. 

Figure 27 provides a summary of historic direct maintenance costs as well as the proposed direct 
maintenance cost allowance in respect of FY26.  

To ensure comparability with prior periods, the direct maintenance costs shown in Figure 25 and Figure 26 
exclude depreciation on ballast undercutting plant. 

 

Figure 25 Direct Maintenance Costs - Goonyella System 
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Figure 26 Direct maintenance Cost Movement - Goonyella System 

FY26 Draft Maintenance costs (excluding ballast undercutting plant depreciation) are budgeted at $80.7m. 
The increase in spend of $8.0m against the approved FY25 Maintenance Strategy and Budget is primarily 
driven by: 

• Non-labour cost escalation (+$1.2m) - on contractors, materials, plant and other consumables. 

• Internal labour costs (+$5.1m) – additional internal labour costs driven by: 

- annual increase required under the Infrastructure Enterprise Agreement and other Staff Agreements 
($1.6m) 

- correction of labour cost error identified in the FY25 approved budget which had the effect of 
understating labour costs by $0.4m  

- additional FTE to support internalisation of telecommunications maintenance activities 

- additional contract labour hire to support apprentice and trainee levels and support critical skill 
shortages in Control Systems North teams 

- additional internal labour support from Civil Infrastructure to support corrective maintenance activity 
levels. 

• Rail Grinding (-$0.3m) – reflects reduction in cyclic grinding requirements across turnouts and mainline 
scope. 

• Targeted drainage program (+$2.9m) – reflects additional contractor support to execute targeted 
program to improve track and corridor drainage at sites where formation degradation is evident. 

• General Track (-$0.5m) – reflects reduction in external contractor support following increase in internal 
labour support from Civil Infrastructure team. 

• Electrical OH (+$0.9m) – predominately driven by the capacity enhancement initiative requiring 
engagement of contractor resources to support reduction in Overhead Maintenance Windows. 

• Signalling & Telecommunications (-$1.6m) – reduction in contractor spend following internalisation of 
telecommunications maintenance activities. 

• Efficiency – FY26B reflects target efficiencies of $1.6m, which is broadly consistent with the efficiency 
target assumed in the FY25 approved budget. Initiative focus areas include labour, indirect costs, 
contractor spend and procurement activities. These are discussed further in Section 10.4.7 which 
describes areas of focus since the FY25 MRSB. 

The FY25 forecast is $5.1m higher than the approved FY25 budget6, with the General Track maintenance 
category expected to breach the materiality thresholds set in UT5. This is predominately driven by the 
targeted drainage program (+$2.9m). The FY25 forecast is subject to review and will be updated at the end 
of Q2 FY25. 

An overview of the methodology used to establish the FY26 maintenance cost budget is provided in Section 
10.3 Budget Setting and Procurement. 

3.3.2 FY26 Maintenance Strategy and Budget 
The maintenance program includes preventative, planned corrective and reactive maintenance activities.  

The planned and preventive maintenance activities and inspections, as well as the planned mechanised 
production scope, are derived in line with the intervention periods as detailed in Aurizon Network’s Asset 

 

 
 

6 Refer to Q1 FY25 Quarterly Performance Report for more detailed information on costs expected to be incurred   
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• Direct Maintenance Costs (excluding ballast undercutting plant depreciation) are budgeted to increase 
by $8.0m from the FY25 Budget. Key movements in RIG maintenance categories are: 

- General Track (+$4.9m) – increase driven by additional internal labour, contractor support and rail 
materials to support Civil Infrastructure discipline in delivering an uplift in corrective maintenance 
levels predominantly relating to rail maintenance activities7. The FY26 budget also reflects 
additional contractor support to execute the targeted drainage improvement program, which is partly 
offset by a reduction in other contractor spend following the inclusion of additional internal labour 
support.  

- Signalling & Telecommunications (+$2.1m) - increase driven by higher Internal Labour cost with 
the annual increase required under the Infrastructure Enterprise Agreement and other Staff 
Agreements (including shift count allowances), additional contract labour hire to support apprentice 
and trainee levels and support critical skill shortages in Control Systems North teams as well as the 
correction of labour cost error identified in the FY25 approved budget which resulted in an 
understatement of labour costs. This is offset by a reduction in Contractor spend following 
internalisation of telecommunications maintenance activities. 

- Electrical (+$1.3m) - increase predominately driven by the capacity enhancement initiative 
requiring engagement of contractor resources to support reduction in Overhead Maintenance 
Windows.  

- Rail Grinding ($0.0m) – contract escalation offset by a reduction in updated cyclical requirements 
resulting in decreased Turnouts  scope.  

• Ballast Undercutting Plant Depreciation – ballast undercutting plant depreciation in total is largely in 
line with FY25B, with the allocation between systems based on the number of days that the ballast plant 
is expected to be operating in the Goonyella system in FY26. 

• Non-Coal Allocation – this adjustment reflects an allocation of costs to non-coal services and is 
calculated by applying the actual non-coal volumes railed in Goonyella during FY23 to the QCA-
approved AT1 Reference Tariff for FY26.  

Figure  sets out a summary of historic, forecast and budgeted direct maintenance costs by maintenance 
category. To ensure comparability between periods, the direct maintenance costs presented in the chart 
exclude depreciation on ballast undercutting plant. 

 
 

 

 
 
7 Refer to additional information presented to RIG Producer Group – FY26 v FY25 Draft Overview 17.01.2025 
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Turnout Designs are delivered over a multi-year program and are grouped where possible for efficiency, 
which can lead to variations between design costs each year. 

Aurizon Network has continued in FY26 the previously adopted alternate approaches for the Permanent 
Way scope of replacing with a longer life asset. All sleeper renewal scopes and track upgrade scopes will 
involve renewing existing fist clip sleepers with concrete pandrol e clip sleepers. For the remaining scope 
listed above, a like-for-like renewal has been adopted. Appendix 3, Options for Renewal Approach, details 
the alternate options considered when an asset requires renewal and Section 9.1 provides a summary of 
the Asset strategy for Permanent Way.  
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Figure 31 Rail Renewal, Track Upgrade and Turnout Sites - Goonyella System 

3.5.2 Permanent Way FY26 Scope – Asset Condition and Criticality Assignment 
Figure 32 plots the planned permanent way renewals against asset condition and location or operational 
criticality. All planned FY26 renewals are either advanced in wear or degradation and/or located in track 
sections identified as critical to maximising throughput. All rail renewal sites and track upgrade sites have a 
condition score above 3.0. 
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Figure 32 Permanent Way - FY26 Scope Priority Ratings - Goonyella System 

3.6 Civil Assets – Ballast Cleaning and Renewals 
3.6.1 Ballast Cleaning Renewal Program 
In FY26, Aurizon Network proposes to undertake 44.8km of ballast cleaning across mainline undercutting  
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Undercutting scope. Mainline excavator undercutting has been planned concurrently with RM902 operations 
to maximise the scope completed inside of integrated closures, therefore reducing single line possession 
impacts.  

There are two Bridge Rollouts planned for FY26 at Willy Creek and the NCL overpass, with a combined 
scope of 92m bridge ballast replacement. These sites have severely fouled ballast on both bridges and near 
100% fouling, presenting an increased risk to infrastructure reliability.  

An allocation to re-establish a portion of monuments is included in the Ballast Cleaning Program in FY26.  
This includes detailed survey, design and installation of new track data plaques. This ensures that future 
track maintenance activities reinstate track to the design alignment. The alignment and height of track 
moves over time due to temperature changes, train operations, maintenance and construction activities 
which can give rise to track buckles, breaks, accelerated rail wear, contact wire geometry exceptions (in 
electrified systems) and impacts to rollingstock. Track monuments are located within the rail corridor 
immediately adjacent to track as fixed in-ground posts or on electrical masts to indicate the correct level and 
position of the track. Measurements are taken from these to confirm the correct level and position of the 
track to ensure that the ballast cleaning activity and associated resurfacing correctly locates the track to the 
design alignment.  

Ground Penetrating Radar (GPR) data provides important information to help understand ballast and sub-
soil conditions. This information is used to measure fouling and to allow comparison of the FY26 data 
against prior data sets to understand fouling degradation and plan for future renewal requirements. GPR is a 
critical input to the Aurizon Ballast Condition Analyser tool that utilises historical GPR, historical undercutting 
and track resurfacing data to predict ballast fouling growth at the site level to identify future scope locations. 

For the scope listed above, the typical approach is to take forward a like-for-like renewal. Appendix 3, 
Options for Renewal Approach, details the alternate options considered when an asset requires renewal 
and Section 9.5 provides a summary of the Asset strategy for Ballast Cleaning.  

Detailed information on the development of the ballast cleaning program is included in Section 10.3 Budget 
Setting and Procurement.   
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increase forecast seen in FY26 as culvert lining and culvert (diversion and) elimination cost less to deliver 
then full renew and replace.  

Where possible Aurizon Network has adopted alternate approaches for the Structures scope in FY26. By 
lining aged pipes for 2 of the 7 sites, this will see the existing concrete box culverts sleeved with a reinforced 
concrete lining system for 1 site and a poor condition pipe lined with CIPP for the other site. These 
solutions, are preferable and appropriate when conditions allow, as opposed to a full remove and replace. 
These options for these locations can be completed without impacting capacity while providing a new load-
rated structure, thereby avoiding access (and cost) impacts associated with a total renewal or replacement 
of the culvert.  

Culvert renewals at Black Mountain and Waitara are two of the larger sites in FY26. 

• At Black Mountain the Culvert Renewal consists of the removal and renewal of concrete pipe culverts (3 
pipes). 2 (of 3) of the pipes have sunk. The remaining structure has been temporarily lined but is 
showing degradation. As the pipes have deformed too significantly (excessive misalignment and no 
longer free-draining), CIPP is not an applicable remediation option. As such removal and replacement is 
required to ensure the new culverts are aligned and enable the waterway to free-drain. 

• At Waitara the Culvert Renewal will remove and replace 9 x 18m long culverts (8 cells each, total 72 
cells). There is significant degradation in culverts 9, 4 and 5. Culverts 3, 7 and 8 are currently propped 
to slow degradation and reduce the risk of unplanned failure. The future condition is 4.5. This bank of 
culverts has over 100 defects including pumping/movement, cracking, spalling, exposed reinforcement 
and reinforcement section loss under track. Given the current condition, failure to renew these culverts 
would see further degradation leading to individual cell collapse and associated track geometry defects. 
The rectification of such defects would require track closure and immediate cell replacement or filling of 
the culvert cell decreasing hydrology flow. Temporary propping is in place to provide stability until the 
determined renewal date. 

For the scope listed above, the typical approach is to take forward a like-for-like renewal. Appendix 3, 
Options for Renewal Approach, details the alternate options considered when an asset requires renewal 
and Section 9.6 provides a summary of the Asset strategy for Structured assets. 
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Figure 37 Formation and Level Crossing Renewal Sites - Goonyella System 

3.8.2 Civil Renewal FY26 Scope – Asset Condition and Criticality Assignment 
Figure 38 plots the civil renewals against asset condition and location or operational criticality. 
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Figure 39 FY26 Control Systems Renewals - Goonyella System 
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Figure 41 FY26 Electrical Renewal Sites - Goonyella System 

3.10.2 Electrical Assets – FY26 Scope Asset Condition and Criticality Assignment 
Figure 42 plots the Electrical renewals against asset condition and location or operational criticality. 
Headspan renewals have a future condition of 3 however, the 4 headspans nominated for renewal at Peak 
Downs in FY26 have been selected because their masts are leaning inwards towards the track resulting in 
unstable wire geometry. This presents an elevated risk of overhead line asset failure, which would impact 
train operations. 

The Section Insulator Renewal at Broadlea the condition rating of 3.5 sees this renewal prioritised for FY26. 
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Figure 42 Electrical Assets - FY26 Scope Priority Ratings - Goonyella System 

3.11 Likelihood of Change Assessment – Maintenance and 
Renewals 

Aurizon Network estimates known risks during the MRSB development and submission phases, then reacts 
to typical change impacts as they materialise during the MRSB delivery year. Most opportunities for change 
occur in the delivery year rather than during the development phase. 

The identification and evaluation of MRSB scope for inclusion in the submission are based on currently 
available information, which may change over the period prior to works execution (between 6 and 18 
months) due to environmental factors, relative degradation rates, supply and resource impacts, or other 
considerations. 

The majority of the MRSB scope consists of baseload renewals or preventative maintenance tasks, making 
the likelihood of change low. These activities are typical for Aurizon Network and often involve similar tasks 
at different locations across the systems. For example, the process for a rerail renewal is well-known and 
well-practiced, hence it is a baseload activity with a low likelihood of change. Consequently, Aurizon 
Network does not assign a system-based program contingency or consider a risk provision across the 
program. When changes do occur, their impact on the program is assessed in terms of approved cost 
(budget), scope, and access. 

The opportunity for change is also relative to the complexity or time pressure of a project. To mitigate these 
risks, Aurizon Network applies a stage gate methodology to complex or strategic scopes and separates 
design from delivery for projects involving multiple asset disciplines, requiring both design management and 
project management. 

When changes occur, their impact on the program is assessed across approved cost (budget), scope, and 
access. Aurizon Network has a developed change management review and approval process to react to 
changes as they arise. 

This following table details the likelihood of change across the different scopes proposed for FY26, along 
with project-specific costs and mitigations. Further information on the change management review and 
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4.1 Moura System – Characteristics and Corridor Strategy 
The Moura System is the smallest of Aurizon Network’s Coal Systems in terms of both tonnage and 
distance. The Moura System services coal mines in the Moura region and Callide Basin, with coal being 
hauled to Gladstone for use at domestic industrial plants, Gladstone Power Station or for export via RG 
Tanna coal export terminal. The system is not electrified. However, the 7km section near Gladstone which 
forms part of the Blackwater System electric asset base provides an alternate path from Gladstone back to 
Callemondah. 

Maintenance and minor renewal activities in the Moura System are primarily delivered from Aurizon 
Network’s depot located in Gladstone, with mobile mechanised plant based in Rockhampton. Aurizon 
Network’s depots are strategically located to enable incident response times within approximately two and a 
half hours. Mechanised plant (e.g., resurfacing) is typically able to respond to an urgent defect (e.g., a 
buckle or geometry defect) in the Moura System within 2 days. 

 
Figure 43 Depot Locations - Blackwater and Moura System 

Aurizon Network has considered asset conditions specific to this Coal System when developing the FY26 
Final Draft Proposal, particularly in relation to: 

• Civil Assets – The Moura System was constructed in the 1960’s as a purpose-built coal line. However, 
the assets installed did not consider the axle loads nor train sizes now being operated in the system. 
The Moura system also has unique geographical characteristics including challenging access to the 
corridor and track alignment that provides for tight radius curves and steep grades, in particular at Mt 
Rainbow. The Moura System traverses extended sections of black soil leading to formation and track 
geometry defects when the soil conditions alternate between periods of extended wet and very dry. Mt 
Rainbow can be characterised as a large range crossing, comprising tight radius curves, steep grades, 
several original corrugated metal pipe culverts inside large embankments and generally flat terrain 
(resulting in poor drainage) west of Mt Rainbow. The lower volumes on the Moura System mean that the 
time between tonnage-based inspection and interventions is longer than in higher-volume systems.  

• Control Systems Assets – Processor based interlockings installed in the Moura System in the 1990’s 
are nearing the end of their design life, with two of these interlockings identified for design works in 
FY25 and one site planned to be renewed in FY26. Trains are detected through a mix of track circuits 
and axle counter track sections with ongoing renewals programmed for life expired axle counter assets 
in future years.  There is no optic fibre linkage in the Moura System, with telecommunications carried by 
the microwave radio systems. As a result, multiple failures of microwave links can result in lost 
communications. A single link failure is not generally an issue. The radio system across Moura was 
upgraded in recent years to a digital based Terrestrial Trunked Radio (TETRA) system. 

 











98 
Aurizon Network – FY26 Final Draft Proposal for the Maintenance and Renewals Strategies and 
Budgets Commercial-in Confidence 

 
Figure 45 Trend of Integrated System Closure Hours FY23 to FY26 – Moura 

4.3 Moura System – FY26 Maintenance Strategy and Budget 
Aurizon Network has developed its Draft Maintenance Strategy and Budget for the Moura System having 
regard to all relevant matters outlined in clause 7A.11 of UT5, including the Maintenance Objectives. 
Aurizon Network considers its FY26 Final Draft Proposal provides an appropriate level of asset activity that 
will promote the safety, reliability and performance of Moura System Rail Infrastructure and seeking to 
deliver DNC and more broadly, Committed Capacity. 

4.3.1 Summary of Historic, Forecast and FY26 Maintenance Strategy and Budget 
Aurizon Network’s FY26 Draft Maintenance Strategy and Budget for the Moura System provides for a Direct 
Maintenance Cost Allowance of $19.5m (excluding ballast undercutting and plant depreciation) which is: 

• $2.9m higher than the approved FY25 Maintenance Strategy and Budget 

• $2.0m higher than Aurizon Network’s current FY25 full-year forecast. 

Figure 46 provides a summary of historic direct maintenance costs as well as the proposed direct 
maintenance cost budget in respect of FY26.  

To ensure comparability with prior periods, the direct maintenance costs shown in Figure 46 exclude 
depreciation on ballast undercutting plant. 

Figure 46 Direct Maintenance Costs - Moura System 
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Figure 47 Direct Maintenance Cost Movement - Moura System 

FY26 Draft Maintenance costs (excluding ballast undercutting plant depreciation) are budgeted at $19.5m. 
The increase in spend of $2.9m against the approved FY25 Maintenance and Strategy Budget is primarily 
driven by: 

• Non labour cost escalation (+$0.3m) – on contractors, materials, plant and other consumables. 

• Internal labour costs (+$0.5m) – driven by annual increase required under the Infrastructure 
Enterprise Agreement and other Staff Agreements. 

- Additional internal labour resource to support Civil Infrastructure discipline in uplift corrective 
maintenance levels. 

• Rail Grinding (+$0.7m) – Reflects the inclusion of passing loops into the planned grinding cycle 
frequencies similar to mainline and turnout grinding uplift due to the cycles applied to the Callide 
branchline. 

• Targeted drainage program (+$0.6m) – reflects additional contractor support to execute targeted 
program to improve track and corridor drainage at sites where formation degradation is evident. 

• General Track (+$1.2m) – reflects increase driven by additional materials and consumables cost to 
support ballast maintenance activities & corrective rail maintenance activities required to support asset 
condition.  

• Efficiency – FY26B reflects target efficiencies of $0.6m, which is broadly consistent with the efficiency 
target assumed in the FY25 approved budget. Initiative focus areas include labour, indirect costs, 
contractor spend and procurement activities. Refer Section 10.4.7 which describes areas of focus since 
the FY25 MRSB. 

 

The FY25 forecast is $0.9m higher than the approved FY25 budget.9.  All items are currently within the 
indicative materiality thresholds set in UT5. The FY25 forecast is subject to review and will be updated at 
the end of Q2 FY25. 

An overview of the methodology used to establish the FY26 maintenance cost budget is provided in Section 
10.3.1   

 

 
 
9 Refer to Q1 FY25 Quarterly Performance Report for more detailed - information on costs expected to be incurred.   
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4.3.2 FY26 Maintenance Strategy and Budget 
The maintenance program includes preventative, planned corrective and reactive maintenance activities.  

The planned and preventive maintenance activities and inspections, as well as the planned mechanised 
production scope, are derived in line with the intervention periods as detailed in Aurizon Network’s Asset 
Maintenance and Renewal Policy. This policy determines the inspection regime and period based on asset 
type condition and location. 

The scope of planned corrective and reactive maintenance tasks is heavily dependent on the faults 
identified via the planned inspection programs. Aurizon Network has assumed that in FY26 the Coal System 
will see a similar level of faults that require planned corrective or immediate response as in prior years. 

Section 9 Strategies by Asset Class, outlines the different approaches with regards to maintaining the Rail 
Infrastructure. These approaches lead to the application of the maintenance tasks across the system. 

The proposed FY26 maintenance scope and budget for the Moura System is outlined in the Table 34. 

Table 34 FY26 Final Draft Proposal - Maintenance - Moura System 

 

Note: Figures may not add due to rounding. 

For the Moura System: 

FY25 
Budget

FY25 
Budget

FY25 
Forecast

FY25 
Forecast

FY26 
Budget

FY26 
Budget

Scope ($m) Scope ($m) Scope ($m)
Resurfacing 1.9 2.0 2.0 
Mainline Km 170 1.7 235 1.9 170 1.9 
Turnout Site 10 0.1 10 0.1 10 0.2 
Rail Grinding 1.2 1.6 2.0 
Mainline Km 0.9 1.2 1.7 
Turnout Site 0.2 0.2 0.3 
Level Crossing Track LX 0.1 0.1 - 

General Track Maintenance 7.2 7.8 9.2 

General Track Activity 6.6 6.7 7.9 
Corridor Maintenance Activity 0.6 1.0 1.2 
Ultrasonic Testing Km 380 0.1 307 0.1 380 0.0 

Signalling and Telecoms 2.8 2.6 2.8 

Signalling Corrective Activity 0.9 0.8 1.0 

Signalling Preventative Inspection 1.4 1.2 1.3 

Telecoms Corrective Activity 0.1 0.1 0.1 

Telecoms Preventative Inspection 0.4 0.5 0.4 
Electrical - - - 

Structures and Facilities 1.6 1.6 1.7 

Trackside Systems 0.3 0.3 0.3 

Other Civil Maintenance 1.1 1.1 1.1 

Other General Maintenance 0.3 0.4 0.4 

Sub-Total 16.6 17.5 19.5 
Ballast Undercutting Plant 
Depreciation 0.3 0.3 0.3 

Total Direct Maintenance 
Costs 16.9 17.7 19.7 

Non-Coal Allocation (0.1) (0.1) (0.1)
Total 16.8 17.6 19.7 

Maintenance Item Scope Units
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• Direct maintenance costs (excluding ballast undercutting plant depreciation) are budgeted to increase 
by $2.9m from the FY25 Budget. Key movements in RIG maintenance categories are summarised 
below: 

- Rail Grinding (+$0.7m) – increase driven by contract escalation and planned grinding cycle 
frequencies resulting in an increase in Mainline and Turnouts  offset by a reduction 
to Level Crossing scope.  

- General Track (+$1.9m) – increase driven by additional internal resource to support Civil 
Infrastructure discipline in delivering an uplift in corrective maintenance levels predominantly 
relating to rail maintenance activities10. Additional increase driven by additional materials and 
consumables cost to support ballast maintenance and corrective activities required to support asset 
condition.  The FY26 budget also reflects additional contractor support to execute the targeted 
drainage improvement program. 

• Ballast Undercutting Plant Depreciation – ballast undercutting plant depreciation as a total is largely 
in line with FY25B, with the allocation between systems based on the number of days that the ballast 
plant is expected to be operating in the Moura system in FY26. 

• Non-Coal Allocation – this adjustment reflects an allocation of costs to non-coal services and is 
calculated by applying the actual non-coal volumes railed in Moura during FY23 to the QCA-approved 
AT1 Reference Tariff for FY26. 

Figure 48 sets out a summary of historic, forecast and budgeted direct maintenance costs by maintenance 
category. To ensure comparability between periods, the direct maintenance costs presented in the chart 
exclude depreciation on ballast undercutting plant. 

 
Figure 48 Direct Maintenance Costs - Moura System 

 

 

 

 
 
10 Refer to additional information presented to RIG Producer Group – FY26 v FY25 Draft Overview 17.01.2025 
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• Ballast Cleaning (+$2.2m) – Scope across Mainline and Excavator undercutting has reduced, offset 
by 104m of Bridge Rollout renewals at Mt Rainbow and Stowe and increases in the cost estimates for 
Mainline Undercutting. Cost estimates for Mainline Undercutting have been informed by expected 
ballast return rates which have been based on information collected through pre-dig assessments. 
Pre-dig information has been used to help inform ballast quantity requirements, ballast delivery costs 
and ballast removal (spoil) costs.  

• Civil Renewals (+$5.2m) – Variance is driven by an increase in level crossing scope. The FY26 Level 
Crossing program will see 2 major renewals at Earlsfield (including installation of active protection) and 
1 at Callemondah. The level crossing renewal at Callemondah will be completed at the same time as 
the level crossing renewal at Parana, enabling cost efficiencies in delivery of these renewals. An 
application has been made for the 2 sites at Earlsfield to access funds from the (Federal) Regional 
Level Crossing Upgrade Fund (RLCUF), which will cover up to 50% of the cost of delivering priority 
level crossing upgrades from 2026–2027. These Level Crossings have met the safety risk criteria and 
the first stage gate of presenting to the Federal Government. A condition of the funding is for the 
projects to be approved projects. No allowance has been included in this proposal for the prospective 
funding, which is identified as an opportunity to reduce the cost to End Users of this renewal.  

• Structures (+$0.4m) – Variance is driven by increases in culvert renewal and culvert design scope. 
The FY26 Culvert Renewal program will see 4 sites renewed compared to 3 sites in FY25. In FY26, 2 
of the 4 sites are renewing with lining replacements, which are less intrusive and of a lower cost to 
deliver.  

• Control Systems (-$1.1m) - To provide stability in the delivery of the program year on year, scope to 
be delivered in FY26 has been reduced to allow for prior year scope that has been deferred to FY26. 
This will assist in reducing variability of flow of works between years. ‘Rollover’ scope will continue to 
be reported as FY25 approved scope (or for the year in which it was approved) in line with the 
reporting approach agreed with the Rail Industry Group.  

Figure 50 below shows the distribution of scope locations as well as the relative spend per scope. The FY26 
scope is distributed across the full length of the system including works on mainline and individual mine 
balloon loops. 

The largest single scope item for FY26 is the mainline ballast undercutting between the 166.8km and 
172.4km point of the Moura system. 
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failed / has impending failure to one or more primary functions / Asset integrity is severely compromised]. 
The criticality indices of 4 for this asset is indicative of the operational impact should adverse reliability of 
this asset occur. The performance impact (consequence of failure), without intervention, would affect the 
operation of Gladstone Yard. 

Turnout Designs are delivered over a multi-year program and are grouped where possible for efficiency, 
which can lead to variations between design costs each year. 

Unless otherwise mentioned, a like-for-like renewal has been adopted for the scope listed above. Appendix 
3, Options for Renewal Approach, details the alternate options considered when an asset requires renewal 
and Section 9.1 provides a summary of the Asset strategy for Permanent Way. 

 
Figure 52 Rail renewal and Turnout Sites - Moura System 

4.5.2 Permanent Way FY26 Scope – Asset Condition and Criticality Assignment 
Figure 53 plots the planned permanent way renewals against asset condition and location / operational 
criticality, all renewal scopes have a condition score of 3.5 or above. The Moura system generally has a 
lower assignment of criticality index, this is attributable to lower tonnages compared to other coal systems. 
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In FY26, pre-digs have been completed for a high proportion of Mainline Undercutting scope locations 
resulting in an average return rate for the crib (centre of the track) and shoulder at 20% and 46% 
respectively. Pre-dig results have helped to inform planning assumptions, including the volume of material to 
process (ballast profile) and screenability assumptions. Within the Moura scopes, this deeper understanding 
of latent ballast condition indicates that an increased volume of ballast will be required given the high 
spoiling rates of the selected location. This increase in ballast material required coupled with the need to 
remove the spoiled ballast from the worksite has contributed to an increase in estimated unit cost compared 
to prior years. The pre-dig information has enabled an improved level of certainty with respect to closure 
requirements for site specific scope items. 

In FY26, the Ballast Cleaning Machine will complete approximately 5.4km of scope at Belldeen with a future 
condition rating of 3.2. This site has also seen over the last 5 years 2 cancellations, 9 delay impacts and 2 
TSRs. Additionally, 16 ballast lift and packs and resurfacing corrective maintenance tasks have been 
undertaken which are no longer effective to hold the condition of the asset. Given the length of this site and 
the poor access for excavator undercutters, the use of the Ballast Undercutting machine is considered the 
most efficient method to undercut. A reduction will also be seen in the Mainline Excavator Undercutting 
scope adjacent to the Turnout Undercutting sites, now included within the Turnout Undercutting scope.  

Detailed information on the development of the ballast cleaning program is included in Section 10.3 Budget 
Setting and Procurement. 

An allocation to re-establish a portion of monuments is included in the Ballast Cleaning Program in FY26.  
This includes detailed survey, design and installation of new track data plaques. This enables future track 
maintenance activities to align to the design alignments. The alignment and height of track moves over time 
due to temperature changes, train operations, maintenance and construction activities which can give rise to 
track buckles, breaks, accelerated rail wear and contact wire geometry exceptions (in electrified systems). 
Track monuments are located within the rail corridor immediately adjacent to track as fixed in-ground posts 
or on electrical masts to indicate the correct level or position of the track. Measurements are taken from 
these to confirm the correct position of the track to ensure that the ballast cleaning activity and associated 
resurfacing correctly locates the track to the design alignment.  

The bridge lengths in the FY26 Bridge Rollout program are similar to prior years with the majority being 
smaller lengths. Cost drivers within the program are more dependent on-site mobilisation/demobilisation as 
well as site specific scope (e.g. rail/sleepers/formation renewal). 

Ground Penetrating Radar (GPR) data provides important information to help understand sub ground 
conditions. This information is used to measure fouling and to allow comparison of the FY26 data against 
prior data sets to plan for future renewal requirements. GPR is a critical input to the Aurizon Ballast 
Condition Analyser tool that utilises historical GPR, historical undercutting and track resurfacing and rainfall 
data to predict ballast fouling growth at the site level to identify future scope locations and volume. 

For the scope listed above, the typical approach is to take forward a like-for-like renewal. Appendix 3, 
Options for Renewal Approach, details the alternate options considered when an asset requires renewal 
and Section 9.5 provides a summary of the Asset strategy for Ballast Cleaning.  
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Detailed information on the development of the ballast cleaning program is included in Section 10.3 Budget 
Setting and Procurement.

 
Figure 54 Ballast Cleaning Sites - Moura System 

4.6.2 Ballast Cleaning FY26 Scope – Asset Condition and Criticality Assignment 
Figure 55 plots the Ballast renewals against asset condition and location/ operational criticality. All sites 
identified for undercutting in FY26 have an identified future condition above 3.25 with criticality as low as 1.1 
which is typical of locations in the Moura System which see lower traffic. 





112 
Aurizon Network – FY26 Final Draft Proposal for the Maintenance and Renewals Strategies and 
Budgets Commercial-in Confidence 

years, increasing in frequency over recent years. 6 corrective maintenance tasks have been required on the 
culvert since FY20 including scour repair, and track resurfacing due to geometry defects due to pipe 
deformation. The CIPP will reinstate the pipe rigidity and extend the structure life for approximately 15 
years.  

For the scope listed above, the typical approach is to take forward a like-for-like renewal. However, Aurizon 
Network has adopted alternate approaches for the Structures scope in FY26, by lining aged pipes for 2 of 
the 4 sites, this will see the existing concrete box culverts sleeved with a reinforced concrete lining system 
for 1 site and aged pipes lined with CIPP for the other site, as opposed to a full remove and replace. These 
options for these locations can be completed much less intrusively and without impacting capacity while 
providing a new load-rated structure, thereby avoiding cost and access impacts associated with a total 
renewal / replacement of the culvert. 

Appendix 3, Options for Renewal Approach, details the alternate options considered when an asset requires 
renewal and Section 9.6 provides a summary of the Asset strategy for Structured assets. 

 
Figure 56 Structures FY26 Scope - Asset Condition and Criticality Assignment 

4.7.2 Structure FY26 Scope – Asset Condition and Criticality Assignment 
Figure 57 plots the Structure renewals against asset condition and location / operations criticality. All 
planned FY26 renewals have poor to near end of life condition. 
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The FY26 Level Crossing program will see 3 major renewals at Earlsfield and Callemondah and include 2 
Signal Upgrades at Earlsfield, one of which will be delivered at the same time as the major renewal at the 
same site, seeing cost efficiencies in delivery of these renewal sites. 

At Earlsfield, the upgrade is to 2 adjacent level crossings servicing Jambin-Dakenba Road. The scope is to 
upgrade both crossings from passive controls (Road signage only) to active controls (flashing lights) 
motivated by multiple safety incidents which are detailed below: 

• The level of risk assessed in the Australian Level Crossing Assessment Model (ALCAM), has these two-
level crossings within the high-risk band. This is a result of an increase over time in traffic count and mix 
of heavy vehicles as well as incident history.  

• The site has seen 6 near miss incidents and 2 collisions since 2012, with the most recent collision in 
March 23 between a fuel tanker truck and coal train.  

• Multiple concerns raised by the local road manager, Banana Shire Council, Above Rail operators and 
infrastructure maintenance teams of the observed continued non-obeyance of the current passive 
control (stop sign).  

• The near miss and collision incidents to date have resulted in 11 train cancelations and over 40,000 
delay minutes since 2012. 

As mentioned in Section 4.4.1 above, Aurizon Network has applied for Federally-funded, Regional Level 
Crossing Upgrade Funding (RLCUF), which requires projects put forward for funding relief and support, to 
be approved projects. Stakeholders will be informed on the success or otherwise of the application.  

The Callemondah level crossing services Callemondah Drive (primary access to Callemondah Yard). This 
Level Crossing supports three separate tracks. The future condition of this level crossing is 3.8 and 
continuing to deteriorate. The site has seen recurring track geometry defects on the associated tracks (Top 
& Line, Twist, Cant), as well as contaminated ballast and track ‘pumping’. There have been 50,000 delay 
minutes and 500 delayed services over the past 5 years. Included in the renewal, formation and road 
surface renewal will reduce the risk of further defects affecting throughput. 

Callemondah Drive level crossing renewal will be completed at the same time as the Earlsfield level 
crossings upgrade, targeting cost efficiencies in delivery. 

The future scope includes design for 3 level crossings, at Jim Whyte Way, Jefferies Road and the 
Maintenance Access Road at the 89.560km point and 2 access points at Stirrat and Graham. 

The allowance for level crossing, formation, corridor security and fencing and access point and roads 
reactive renewals will be utilised to the extent it is required during FY26 to manage the asset condition.  

For the scope listed above, the typical approach is to take forward a like-for-like renewal. Appendix 3, 
Options for Renewal Approach, details the alternate options considered when an asset requires renewal 
and Section 9.7 provides a summary of the Asset Strategy for Civil Assets. 
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Figure 58 Level Crossing Renewal Sites - Moura System 

4.8.2 Civil Renewals FY26 Scope – Asset Condition and Criticality Assignment 
Figure 59 plots the civil renewals against asset condition and location/ operational criticality. There are two 
level crossing renewal sites planned at Earlsfield for FY26 with a poor condition score of 4.5. 
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Figure 61 Likelihood of Change Assessment – Maintenance and Renewal 

Aurizon Network estimates known risks during the MRSB development and submission phases, then reacts 
to typical change impacts as they materialise during the MRSB delivery year. Most opportunities for change 
occur in the delivery year rather than during the development phase. 

The identification and evaluation of MRSB scope for inclusion in the submission are based on currently 
available information, which may change over the period prior to works execution (between 6 and 18 
months) due to environmental factors, relative degradation rates, supply and resource impacts, or other 
considerations. 

The majority of the MRSB scope consists of baseload renewals or preventative maintenance tasks, making 
the likelihood of change low. These activities are typical for Aurizon Network and often involve similar tasks 
at different locations across the systems. For example, the process for a rerail renewal is well-known and 
well-practiced, hence it is a baseload activity with a low likelihood of change. Consequently, Aurizon 
Network does not assign a system-based program contingency or consider a risk provision across the 
program. When changes do occur, their impact on the program is assessed in terms of approved cost 
(budget), scope, and access. 

The opportunity for change is also relative to the complexity or time pressure of a project. To mitigate these 
risks, Aurizon Network applies a stage gate methodology to complex or strategic scopes and separates 
design from delivery for projects involving multiple asset disciplines, requiring both design management and 
project management. 

When changes occur, their impact on the program is assessed across approved cost (budget), scope, and 
access. Aurizon Network has a developed change management review and approval process to react to 
changes as they arise. 

This following table details the likelihood of change across the different scopes proposed for FY26, along 
with project-specific costs and mitigations. Further information on the change management review and 
approval process, as well as generic risk types and treatments, is provided in Section 10.2.4 Likelihood of 
Changes. 
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5.1 Newlands System and GAPE – Characteristics and Corridor 
Strategy 

The Newlands System is located at the northern end of the Bowen Basin connecting to the port at Abbot 
Point. The system serves mines located in the Newlands System, as well as mines located in the Goonyella 
System via the GAPE Link and coal services from the Galilee coal basin. The Newlands System and GAPE 
are not electrified. 

Maintenance and renewal activities in the Newlands System and GAPE are primarily delivered from depots 
located in Moranbah and Merinda, with mobile mechanised plant based in Yukan and Rockhampton. 

Aurizon Network’s depots are strategically located to enable incident response times across the Newlands 
and GAPE Systems within approximately two and half hours. Mechanised plant (e.g., resurfacing) is 
typically able to respond to an urgent defect (e.g., a buckle or geometry defect) in the Newlands and GAPE 
Systems within 2 days. 

 
Figure 62 Depot Locations - Newlands System and GAPE 

Aurizon Network has considered asset conditions specific to this Coal System when developing the FY26 
Final Draft Proposal, particularly in relation to: 

• Civil Assets – The GAPE project built a 65km greenfield connection between the Goonyella and 
existing Newlands Systems in 2011. This project also upgraded select sections of the pre-existing 
Newlands System, already enabled for 20 tonne axle load consists to 26.5 tonne axle load. These 
upgrades included localised sections of rail replacement and formation strengthening. Structures 
renewals to support the change in axle load have been occurring since 2011 and are expected to 
continue in FY26. The renewal drivers are based primarily on condition and imposed long-term 
operational restrictions. Renewal activities are centred around the sections that were not upgraded in 
2011 which include sections of 53kg rail and fist fastener sleepers associated with the original 20 tonne 
axle load operations. There is approximately 213km of track in the Newlands system with a combination 
of 53kg and 60kg rail (including passing loops and balloon loops). Network’s strategy is to replace 
approximately 118 rails or 6.37km of track each year in Newlands, of which approximately 5.1km is 
targeting fatigued, 53kg rail. Prioritisation of rail renewal locations is decided based on condition which 
includes rail wear, fatigue (identified through rail defect history), whether the condition aligns to the 
specific section under consideration (i.e. fit-for-purpose) and location criticality. The quantity replaced in 
future years may increase dependant on annualised tonnage profiles (and forecast) as well as ongoing 
monitoring of defect quantities. 

• Control Systems Assets – This asset class was also modernised during the GAPE project with 
upgraded sections making use of the installed optical fibre cable which was part of GAPE. Like the civil 
assets, these upgrades are intermixed with aged assets. Trains are detected through a mix of track 
circuits and axle counter track sections with ongoing renewals programmed for life expired axle counter 
assets in future years. The radio system across Newlands was upgraded in recent years to a digital 
based Terrestrial Trunked Radio (TETRA) system. The non-upgraded sections of the Newlands System 
attract most of the maintenance and renewal activity given these assets are aged and there are sections 
of 53kg rail and fist fastener sleepers, and short span bridges associated with the original 20 tonne axle 
load operations.  
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Figure 65 provides a summary of historic direct maintenance costs as well as the proposed direct 
maintenance cost allowance in respect of FY26.  

To ensure comparability with prior periods, the direct maintenance costs shown in Figure 65 and Figure 66 
exclude depreciation on ballast undercutting plant. 

 
 
Figure 65 Direct Maintenance Costs - Newlands System and GAPE 

 

 
Figure 66 Direct Maintenance Cost Movement - Newlands System and GAPE 

FY26 Draft Maintenance costs (excluding ballast undercutting plant depreciation) are budgeted at $18.1m.  
The increase in spend of $1.4m against the FY25 Maintenance and Strategy Budget is primarily driven by: 

• Non labour cost escalation (+$0.3m) - on contractors, materials, plant and other consumables. 

• Internal labour cost (+1.4m) - additional internal labour costs expected driven by: 

- annual increase required under the Infrastructure Enterprise Agreement and other Staff Agreements 
($0.3m) 

- higher level of engineering support from Network Asset Management to support asset condition. 

- Additional internal labour resource to support Civil Infrastructure discipline in uplift corrective 
maintenance levels. 

• Rail Grinding (-$0.5m) – Reflects reduction in mainline and turnout undercutting scope aligned to cyclic 
grinding frequencies. 

• Targeted drainage program (+$0.6m) – reflects additional contractor support to execute a targeted 
program to improve track and corridor drainage at sites where ponding water and formation degradation 
is evident. 

• Efficiency – FY26B reflects target efficiencies of $0.4m, which is broadly consistent with the efficiency  

target assumed in the FY25 approved budget. Initiative focus areas include labour, indirect costs, 
contractor spend and procurement activities. Refer Section 10.4.7 which describes areas of focus since 

the FY25 MRSB. 
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The FY25 forecast is $0.2m lower than the approved FY2512 budget. All items are currently within the 
indicative materiality thresholds set in UT5. The FY25 forecast is subject to review and will be updated at 
the end of Q2 FY25. 

An overview of the methodology used to establish the FY26 maintenance cost budget is provided in Section 
10.3 Budget Setting and Procurement. 

5.3.2 FY26 Maintenance Strategy and Budget 
The maintenance program includes preventative, planned corrective and reactive maintenance activities.  

The planned and preventive maintenance activities and inspections, as well as the planned mechanised 
production scope, are derived in line with the intervention periods as detailed in Aurizon Network’s Asset 
Maintenance and Renewal Policy. This policy determines the inspection regime and period based on asset 
type condition and location. 

The scope of planned corrective and reactive maintenance tasks is heavily dependent on the faults 
identified via the planned inspection programs. Aurizon Network has assumed that in FY26 the Coal System 
will see a similar level of faults that require planned corrective or immediate response as in prior years. 

Section 9 Strategies by Asset Class outlines the different approaches with regards to maintaining the Rail 
Infrastructure. These approaches lead to the application of the maintenance tasks across the system. 

The proposed FY25 maintenance scope and budget for the Newlands System and GAPE is outlined in 
Table 45. 

 

 
 
12 Refer to Q1 FY25 Quarterly Performance Report for more detailed - information on costs expected to be incurred.   
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Table 45 FY26 Final Draft Proposal - Maintenance - Newlands System and GAPE 

 

Note: Figures may not add due to rounding. 

For the Newlands System and GAPE: 

• Direct maintenance costs (excluding ballast undercutting plant depreciation) are budgeted to increase 
by $1.4m from the FY25 Budget..  Key movements in RIG maintenance categories are summarised 
below: 

- General Track (+$1.6m) – increase driven by additional internal resource to support Civil 
Infrastructure discipline in delivering an uplift in corrective maintenance levels predominantly 
relating to rail maintenance activities13. The FY26 budget also reflects additional contractor support 
to execute the targeted drainage improvement program. 

- Resurfacing (+$0.1m) - spend expected to be broadly in line with FY25 budget .  

- Rail Grinding (-$0.5m) – decrease driven by a reduction in updated cyclical requirements resulting 
in decreased Mainline and Turnouts  scope offset by contract escalation.   

 

 
 
13 Refer to additional information presented to RIG Producer Group – FY26 v FY25 Draft Overview 17.01.2025 

FY25 
Budget

FY25 
Budget

FY25 
Forecast

FY25 
Forecast

FY26 
Budget

FY26 
Budget

Scope ($m) Scope ($m) Scope ($m)
Resurfacing 1.8 1.5 1.9 
Mainline Km 188 1.5 188 1.3 188 1.6 
Turnout Site 21 0.3 21 0.2 21 0.3 
Rail Grinding 3.0 2.9 2.5 
Mainline Km 2.5 2.5 2.2 
Turnout Site 0.4 0.4 0.3 
Level Crossing Track LX 0.0 0.0 0.0 

General Track Maintenance 5.4 5.5 7.1 

General Track Activity 4.5 5.0 6.0 
Corridor Maintenance Activity 0.7 0.3 0.9 
Ultrasonic Testing Km 2,254 0.2 2,294 0.2 2,254 0.2 

Signalling and Telecoms 3.8 3.8 3.9 

Signalling Corrective Activity 1.3 0.8 1.0 

Signalling Preventative Inspection 1.8 2.3 2.1 

Telecoms Corrective Activity 0.1 0.0 0.1 

Telecoms Preventative Inspection 0.6 0.7 0.8 

Electrical - - - 

Structures and Facilities 1.6 1.6 1.6 

Trackside Systems 0.4 0.3 0.4 

Other Civil Maintenance 0.3 0.3 0.3 

Other General Maintenance 0.5 0.5 0.5 

Sub-Total 16.7 16.5 18.1 
Ballast Undercutting Plant 
Depreciation 0.3 0.3 0.3 

Total Direct Maintenance 
Costs 17.0 16.8 18.4 

Non-Coal Allocation - - (0.1)
Total 16.9 16.8 18.3 

Maintenance Item Scope Units
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• Ballast Undercutting Plant Depreciation - ballast undercutting plant depreciation as a total is largely 
in line with FY25B, with the allocation between systems based on the number of days that the ballast 
plant is expected to be operating in the Newlands system in FY26. 

• Non-Coal Allocation – this adjustment reflects an allocation of costs to non-coal services and is 
calculated by applying the actual non-coal volumes railed in the Newlands System and GAPE during 
FY24 to the QCA-approved AT1 Reference Tariff for FY26. 

Figure 67 is a summary of historic, forecast and budgeted direct maintenance costs by maintenance 
category.  

To ensure comparability between periods, the direct maintenance costs presented in the chart exclude 
depreciation on ballast undercutting plant. 

 
Figure 67 Direct Maintenance Costs - Newlands System and GAPE 

 

 
Figure 68 Preventative/Corrective Maintenance Spend Composition - Newlands System and GAPE 

Figure 68 illustrates the proportion of preventive, planned corrective and reactive maintenance expenses in 
the Newlands System and GAPE over time. Approximately 55% of the Newlands System and GAPE 
maintenance spend in FY26 is expected to be preventive in nature. The cyclic nature of the rail grinding 
program contributes to the variation between preventative maintenance activity proportions year on year. 

Additional detail in relation to the make-up of costs for each maintenance activity has also been provided to 
the RIG Expert Advisor. 

5.4 Newlands System and GAPE – FY26 Renewals Strategy and 
Budget 

Aurizon Network has developed its Draft Renewals Strategy and Budget for the Newlands System and 
GAPE having regard to all relevant matters outlined in clause 7A.11 of UT5. Aurizon Network considers that 
its FY26 Final Draft Proposal provides an appropriate level of asset activity that will promote the safety, 
reliability and performance of Newlands System and GAPE Rail Infrastructure and seeks to deliver DNC and 
more broadly, Committed Capacity. 
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The Track Upgrade program in FY26 will target a large section at Kaili and a renewal at McNaughton mine, 
local to the Train Loadout. The renewal at Laili will see a complete track renewal across both tracks including 
the replacement of existing fist-clip (20tal) sleepers with full depth Pandrol e-clip sleepers (26tal). Due to its 
location of this renewal spanning a level crossing the renewal works will include the construction of temporary 
level crossing. This site has seen 5 corrective maintenance activities in last 18 months including road 
resurfacing and formation repairs. The renewal will reduce the risk of further defects affecting throughput. The 
track upgrade at McNaughton mine will renew heavily corroded rail and fasteners on the entry and exit of the 
Loadout however also require associated concrete work due to the rail being encased in concrete and also 
supported by a concrete slab. 

Permanent Way Other Baseload Scope includes a planned renewal sites for a Slab Track renewal at 
McNaughton Balloon. 

Turnout Designs are delivered over a multi-year program and are grouped where possible for efficiency, 
which can lead to variations between design costs each year. 

Aurizon Network has continued in FY26 the previously adopted alternate approaches for the Permanent Way 
scope of replacing with a longer life asset. All sleeper renewal scope and track upgrade scope will involve 
renewing existing fist-clip sleepers with concrete pandrol e-clip sleepers. For the remaining scope listed 
above, a like-for-like renewal has been adopted. Appendix 3, Options for Renewal Approach, details the 
alternate options considered when an asset requires renewal and Section 9.1 provides a summary of the 
Asset strategy for Permanent Way. 

Scope relating to the replacement of assets constructed as part of the GAPE infrastructure enhancements 
GAPE includes 0.65km of rail renewal at Collinsville, 9.5km rail renewal at Briaba and 3 turnout designs for 
future turnout renewals at Leichhardt Range and Durroburra. 

 
Figure 71 Rail Renewal and Track Upgrade Sites - Newlands System and GAPE 

5.5.2 Permanent Way FY26 Scope – Asset Condition and Criticality Assignment 
Figure 72 plots the permanent way renewals against asset condition and location / operational criticality.  
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undercut. The site is showing elevated levels of fouling through GPR which is still to be confirmed through 
pre-digs. Given the level of fouling seen in GPR it is likely that this site will have a significantly reduced 
return rate. For the purposes of planning this has been assumed at 0% however this will be adjusted after 
the pre-digs have been completed closer to execution. This scope relates to the renewal of assets 
constructed as part of the GAPE infrastructure construction. 

Detailed information on the development of the ballast cleaning program is included in Section 10.3 Budget 
Setting and Procurement. 

There are no Bridge Roll Out sites or GPR proposed in FY26 for the Newlands System. 

For the scope listed above, the typical approach is to take forward a like-for-like renewal. Appendix 3, 
Options for Renewal Approach, details the alternate options considered when an asset requires renewal 
and Section 9.5 provides a summary of the Asset strategy for Ballast Cleaning.  

 
Figure 73  Ballast Cleaning and Bridge Rollout Sites - Newlands System and GAPE 

5.6.2 Ballast Cleaning FY26 Scope – Asset Condition and Criticality Assignment 
Figure 74 plots ballast renewals against asset condition and location / operational criticality. This illustrates 
that all identified scope has a current condition of 4.0 or above with advanced fouling which will degrade 
further without intervention. 
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Figure 77 Formation and Level Crossing Renewal Sites – Newlands System and GAPE 

5.8.2 Civil Renewals FY26 Scope – Asset Condition and Criticality Assignment 
Figure 78 plots the two formation renewals and Corridor Security Fencing at Leichardt Range planned in 
FY26 against asset condition and location / operational criticality. 
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parts or software obsolescence. As such, condition is more a matter of asset age against design life rather 
than a physical demonstration of wear. 

 
Figure 80 Control Systems - FY26 Scope Priority Ratings - Newlands System and GAPE 

5.10 Likelihood of Change Assessment – Maintenance and 
Renewals 

Aurizon Network estimates known risks during the MRSB development and submission phases, then reacts 
to typical change impacts as they materialise during the MRSB delivery year. Most opportunities for change 
occur in the delivery year rather than during the development phase. 

The identification and evaluation of MRSB scope for inclusion in the submission are based on currently 
available information, which may change over the period prior to works execution (between 6 and 18 
months) due to environmental factors, relative degradation rates, supply and resource impacts, or other 
considerations. 

The majority of the MRSB scope consists of baseload renewals or preventative maintenance tasks, making 
the likelihood of change low. These activities are typical for Aurizon Network and often involve similar tasks 
at different locations across the systems. For example, the process for a rerail renewal is well-known and 
well-practiced, hence it is a baseload activity with a low likelihood of change. Consequently, Aurizon 
Network does not assign a system-based program contingency or consider a risk provision across the 
program. When changes do occur, their impact on the program is assessed in terms of approved cost 
(budget), scope, and access. 

The opportunity for change is also relative to the complexity or time pressure of a project. To mitigate these 
risks, Aurizon Network applies a stage gate methodology to complex or strategic scopes and separates 
design from delivery for projects involving multiple asset disciplines, requiring both design management and 
project management. 

When changes occur, their impact on the program is assessed across approved cost (budget), scope, and 
access. Aurizon Network has a developed change management review and approval process to react to 
changes as they arise. 
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6 Four-year Forward Indicative Cost Forecast 
This section outlines Aurizon Network’s indicative cost forecasts for Maintenance and Asset Renewal 
activity in each Coal System. Information is provided for this FY26 Final Draft Proposal plus a forecast 
period of four years (FY27 – FY30). 

The FY27 – FY30 indicative cost forecasts are provided to increase transparency on forward looking asset 
renewals and maintenance expenditure. It is a high-level estimate based on currently available information. 
The outer year forecasts are predominantly based on the age of the asset and the strategic annual scope 
target to manage known future resourcing and access constraints where a significant number of assets are 
forecast to require renewal in similar periods (referred to as the ‘bow wave’ of required investment). For this 
reason, in a number of circumstances the number of renewals have been identified in each system and the 
specific site will be identified as further information about asset condition, viability of alternate multi-year 
asset management approaches, engineering designs, the access footprint and resourcing available to 
deliver the renewals become available.  

Each future forecast will give consideration to the re-phasing of scope from year to year where scope has 
been deferred into future years or future scope has been brought forward.  

Total expenditure for the outlook period is forecast to increase by 2.5% in real terms from FY27 to FY30. 
The movement in cost is predominantly driven by Control Systems and Electrical asset renewals in 
Blackwater and Goonyella. 

 
Figure 81 Total Expenditure FY20 – FY30 (Nominal $m) 

 

 
Figure 82 Total Expenditure FY20-FY30 (Real $m FY26) 
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• Electrical: Spend driven by the phasing of the Traction Substation renewal program using concept level 
estimates. 

 

 
Figure 84 FY26 Plus Four-Year Renewals Cost by Scope Type - Blackwater System (Nominal $m) 

• Baseload Reactive and Future Scope: relatively stable over the forecast period with movements largely 
reflecting civil programs. 

• Strategic Scope: driven by the following programs: 

- Electrical Traction Substation Renewals – FY26-FY29 (Based on concept estimates and current 
status of program)  

- Control Systems – Callemondah interlocking program.  

- Optical Fibre Renewal – Continues to FY31 contributing to peak in FY30. 
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• The Control Systems future program is based on a relatively stable delivery of renewals year on year. 
FY27 and FY30 includes scope for the continuation of the strategic Optic Fibre Renewals Program. 

• The Electrical Systems future program driven by the strategic Traction Substation and Goonyella Ports 
OHLE Renewal Projects. Goonyella Ports OHLE Renewal is forecast to be completed in FY29. 

• For FY27 to FY30, Civil Renewals see a largely stable scope across all asset categories, with the 
exception of the Rail and Sleeper Renewals which see a slight increase over the period. Ballast 
Mainline Undercutting assumes a 25% return rate year on year.  

• The Control Systems future program is based on a relatively stable delivery of renewals year on year. 
FY27 and FY30 includes scope for the continuation of the strategic Optic Fibre Renewals Program. 

• The Electrical Systems future program driven by the strategic Traction Substation and Goonyella Ports 
OHLE Renewal Projects. Goonyella Ports OHLE Renewal is forecast to be completed in FY29. 

 

 
Note: 4-year forecast is indicative only and does account for access, resource considerations, detailed design and associated costings. 

Figure 86 FY26 Plus Four-Year Renewals Cost by Scope Type - Goonyella System (Nominal $m) 

• Baseload Scope sees a peak for Track Upgrades in FY29. Other increases year on year are attributable 
to Rail and Level Crossing Renewals.  

• Strategic Scope includes, Electric Traction Substation, Goonyella Ports OHLE and Optic Fibre Renewal 
Projects. Goonyella Ports OHLE Renewal is forecast to be completed in FY29 and the Optic Fibre 
Renewal Program is forecasted to be complete in FY31. 

  







157 
Aurizon Network – FY26 Final Draft Proposal for the Maintenance and Renewals Strategies and 
Budgets Commercial-in Confidence 

 

Note: 4-year forecast is indicative only and does account for access, resource considerations, detailed design and associated costings. 

Figure 88  FY26 Plus Four-Year Renewals Cost by Scope Type - Moura System (Nominal $m) 

• Baseload Reactive and Future Scope: are relatively stable over the forecast period with movements in 
FY30 attributable to the Rail Renewal program. 
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Figure 90 FY26 Plus Four-Year Renewals Cost by Scope Type - Newlands System (Nominal $m) 

• Baseload Reactive and Future Scope: are relatively stable over the forecast period with movements in 
FY27-FY29 attributable to the Rail Renewal program. 

• Strategic Scope includes the finalisation in FY26 of the strategic renewal of 10 short span bridges which 
commenced in FY22. 
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7 Request for a review of single line 
work before and after the 
Blackwater May shuts – concerns 
about the impact of pre and post 
closure works on coal production.  

Outcome: Works revised to either pre or post only where 
possible to minimise impact.  

8 Request for a comparison of the 
business case for the BCM 
strategy of chasing the shuts so 
that we can evaluate whether the 
strategy is being followed 

Outcome: Analysis of current BCM strategy to complete 
majority of high impact work in closures was presented to 
RIG Producer Group in September. 

Additionally in February 2024, Aurizon Network developed an engagement plan for calendar year 2024 with 
the RIG representative group.  The details of the outcomes of that engagement are included in Section 
10.5.1 Rail Industry Group Producer Group Meetings. 

7.1 FY26 Commitments 
Aurizon Network believes the development of the annual engagement plan with the RIG representative 
group provided a step change in the quality of engagement between Aurizon Network and the RIG. As such, 
and subject to RIG approval of the FY26 Final Draft Proposal, Aurizon Network proposes to continue this 
process post the vote on the FY26 Final Draft Proposal in February 2026.  Suggested topics for 
consideration as part of the Engagement Plan include: 

• Finalise the internal labour efficiency and effectiveness review, working with the RIG on any identified 
initiatives that would result in improvements to Aurizon Network and Customers.  

• Work with RIG to scope and engage an external provider to conduct a review of material contract 
expenditure to identify those tasks which are both out-sourced and occur every year (e.g. rail stress 
management, excavator undercutting, culvert inspections and repairs) and the opportunity to in-source 
activities. 

• Provide updates of progress against plan for the long-term strategies presented to the RIG (e.g. 
interlocking, fibre optics, OHLE upgrades and ATIS).   

• Aurizon Network to provide an update on ATIS implementation and how it is changing planning 
processes together with available insights on asset condition. 

• Using multi-year GPR data, Aurizon Network to show how the condition of ballast has changed and how 
that has impacted future years scope, with a focus on the core Blackwater and Goonyella mainlines. 
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8 Maintenance and Renewal Activities 
Aurizon Network applies a coordinated approach to managing the CQCN rail infrastructure by applying 
maintenance and renewal strategies that are designed to complement each other through each stage of the 
asset’s life cycle.  

The average age of the assets in the CQCN is approximately 30 years, with most assets having been 
constructed during the 1980s and the 1990s. The average is reduced by deviations, duplications and 
spurs/balloon loops built during the 2000s and 2010s, and the asset renewals undertaken each year, noting 
that the annual renewals program represents a small percentage of the total network.  

Maintenance of rail infrastructure refers to the inspection, testing, identification of faults and subsequent 
adjustment or repair of the asset. 

Renewal of rail infrastructure refers to the replacement of an asset that is life-expired, obsolete or part of a 
strategic renewal program. 

There are a wide variety of assets that make up the Rail Infrastructure. These assets wear and degrade at 
differing rates due to a variety of factors, which may include: 

• location 

• climate 

• construction material 

• use or movement (e.g., tonnage railed over a rail section) 

• movements of mechanical parts; and 

• obsolescence – either because operating systems are no longer supported, spare part availability or 
advances in alternate technologies. 

To manage variability, Aurizon Network applies several approaches to inspect, test and measure 
deterioration and respond to asset condition in a manner that seeks to minimise disruption to train services.  

Ultimately, the underlying scope of asset activity (both maintenance and renewals) outlined in each annual 
MRSB is a function of well-defined standards and processes, that have been designed to ensure Aurizon 
Network can comply with its safety, legislative and regulatory obligations, while seeking to deliver Committed 
Capacity in each Coal System. Aurizon Network is continuously reviewing and improving our internal 
engineering capability, standards, and processes to deliver increased throughput in a safe and reliable way. 

8.1 Guiding Principles and Application 
There is a direct linkage between the applied asset management strategy and the annual MRSB draft 
proposal. 

• Asset management strategies inform asset policy and standards. 

• Standards inform renewal and maintenance triggers resulting in the required scope. 

• Required scope is then fit to access, resources, and plant.  

• Materials, labour and contract costs then derive the cost forecast.  

• This in turn develops the proposed MRSB scope and costs for approval by the Rail Industry Group.  

The guiding principles informing asset management strategies are outlined in the Table 64. 
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• a documented set of engineering standards for monitoring, maintaining, and repairing rail infrastructure. 

Aurizon Network’s SMS is subject to periodic assurance audits by ONRSR and annual review by the 
Electricity Regulator (as a prescribed Electricity Entity). In addition, Aurizon Network operates a targeted self-
assurance program to assess the quality of delivered works against the SMS.  

Consequently, each annual MRSB includes a level of asset activity that is consistent with its safety 
obligations and complies with the SMS that is statutorily applicable to Aurizon Network. 

8.2.2 Asset Standards (Asset Maintenance and Renewal Policy) 
Aurizon Network’s Asset Maintenance and Renewals Policy (AMRP) provides an overview of the 
requirements in the SMS in a single document and outlines the maintenance and renewal processes that are 
relevant to each class of asset. 

The AMRP includes Aurizon Network’s policies on how each asset will be managed through its useful life. 
Furthermore, the AMRP provides the rationale for the intervention frequency levels necessary for each 
activity. It should be noted that these intervention frequency levels may vary between individual Coal 
Systems to account for, amongst other things, the level of service (e.g., reliability) and flexibility that is 
required by customers.  

Defined intervention frequency levels can include: 

• usage-based - Example: track resurfacing is required every 50 million gross tonnes 

• time-based - Example: turnouts requiring weekly visual inspections and a detailed annual inspection 

• age-based - Example: 22.5 tonne axle load concrete sleepers being replaced every 40 years 

• fix on failure. 

All preventive maintenance activities and resulting asset operating parameters are developed in accordance 
with the engineering standards and technical specifications necessary to ensure Aurizon Network’s 
compliance with its legislative and regulatory obligations. 

The next section outlines the asset strategies by class, with further information on the asset maintenance 
and renewal options available in the appendices:  

Appendix 1: Renewal Scope Detail Report 

Appendix 2: Alternative considerations for Maintenance 

Appendix 3: Options for Renewal approach 

Appendix 4: Description of practices used to carry out asset activity 

Appendix 5: Glossary 
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overhead wire is staggered across the pantograph’s width.  The degree of stagger is designed to match the 
track’s curvature, preventing the pantograph from deviating too far from the centre of the wire.  If the 
overhead wire is not properly positioned on a curve, there is a risk of the pantograph losing contact or 
causing excessive lateral forces on the wire. Cant or superelevation of the curved track affects the relative 
position of the pantograph to the overhead wire.  As the track lifts, the OHLE must be positioned to account 
for the change in angle, ensuring the wire remains positioned above the pantograph.  Incorrect positioning 
can lead to uneven wear on both the pantograph and wire. 

Track geometry irregularities such as mudholes, humps or lateral shifts such as buckles, can lead to 
variations in the pantograph – OHLE interaction.  The track geometry relative to the OHLE equipment 
requires frequent measurement to ensure that the correct management activities are implemented to provide 
stability to the pantograph’s position. As a result, the ATIS project and the Condition Monitoring team 
manage this interdependency between the Track Geometry and the Overhead Line Equipment. 

9.10.4 Level Crossings 
Level crossings are the intersection between the railway tracks and a road or pedestrian path at the same 
level, involving multiple engineering and operational disciplines to ensure safety, functionality and reliability. 

The Civil Asset of a Level Crossing is the track; track geometry, drainage, the alignment of the track and the 
road or pedestrian path and the smooth surface, barriers, curbs and walkways of the crossing path to guide 
and protect users. 

Control System Assets of a Level Crossing are the Active Protection which consists of flashing lights, boom 
gates, and barriers which activate when a train approaches and a train detection system that detects an 
approaching train and triggers the Active Protection.  These are integrated with the overall signalling network 
and interlocked with the operating system to prevent a train entering the crossing until it is safe.  Control 
System Assets also include systems used to monitor and control level crossings remotely.  This includes the 
integration of CCTV camera, remote diagnostics and real time communications systems with the Network 
Control Centre. 

The Electrical Asset is the overhead line equipment across the crossing for the passage of electric trains on 
the track infrastructure The height of this wire and type of traffic allowed to transverse this crossing maybe 
controlled by the height of the overhead.  Warning height signs are located prior to a level crossing to ensure 
that a road user’s vehicle is the correct height to go under the OHLE. 

The successful operation of a level crossing requires the close coordination between these disciplines.  
During the Design, Implementation, Operational, Maintenance and Emergency Response phases, a 
multidisciplinary approach ensures that level crossings operate safely and efficiently to minimise risks to both 
rail and road users. 

9.10.5 Culverts and Track 
Culverts are critical structures serving to manage water flow beneath the tracks by allowing streams, 
drainage channels or runoff to pass through without effecting the stability of the rail infrastructure.  Culverts 
are designed to support the loads imposed without deformation or failure. The track structure (rail, sleepers 
and ballast) relies on the underlying culvert to provide uniform support. 

Regular inspections and maintenance of culverts are essential to ensure they continue to function properly.  
Blockages, structural damage and wear can lead to failures that affect the track above.  The track above a 
culvert requires regular monitoring to detect signs of settlement or instability caused by issues with the 
culvert.  If a culvert failure is detected, repair of the culvert and restoration of the track structure and 
geometry is required. 

The interdependencies between culverts and track in the CQCN is complex and require consideration and 
planned coordination during design, construction, and maintenance. 
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9.10.6 Longitudinal Drainage and Other Rail Infrastructure 
Longitudinal Drainage plays a crucial role in managing water runoff along the track and affects various 
assets and components of the Railway Infrastructure. 

Proper longitudinal drainage helps maintain the stability of the track structure by preventing water 
accumulation in the ballast and subgrade.  Excess water can weaken the track bed, leading to settlement or 
slips or track misalignment. 

Well drained ballast remains effective at providing support and distributing the loads.  If water is allowed to 
accumulate, the ballast will become saturated, losing load bearing capacity and leading to track deformation. 

Established longitudinal drainage will control ground water levels and surface water runoff, preventing the 
formation from becoming overly saturated.  Saturated formation can lead to reduced shear strength and 
increase the risk of track deformation.  Effective drainage also removes excessive water flow across and 
down the track structure, reducing erosion of cuttings and embankments and undercutting of the track 
structure. 

Longitudinal Drainage must be integrated with culverts and cross drainage structures.  If longitudinal 
drainage is ineffective, it can lead to blockage in culverts and result in flooding and erosion at crossing 
points. When water is managed with good longitudinal drainage, then there are fewer issues with track 
settling, ballast cleaning and other related maintenance tasks.   

Water accumulation along the track due to poor longitudinal drainage can lead to track geometry top and line 
issues and ingress into signalling and telecommunication equipment causing failures, both of which require 
repairs. 

Effective Longitudinal Drainage design and maintenance assists in the performance of the track structure but 
also enhance the reliability of the rail operations by mitigating the risk of water accumulations in leading to 
failures and subsequent repairs. 
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10 Works End to End Application 
In the identification, prioritisation, planning and execution of works, Aurizon Network applies a Works End to 
End (E2E) process. The E2E provides a structure for the works to be managed within a timeframe that leads 
to MRSB delivery. The E2E process is similarly used for capacity growth projects, third party works such as 
connections or system augmentations and wayleave work. 

The E2E is separated into 5 elements as described in the figure below. This section provides detail on each 
of the elements and how they interface. 

 

 
Figure 91 Works End to End Process 

10.1 Scope 
Aurizon Network’s asset management lifecycle strategy is focused on: 

• inspecting and maintaining assets to prolong the useful life; and 

• monitoring assets to identify the commencement of condition deterioration (signified by increases in 
planned corrective and reactive maintenance), at which point, renewal is planned as the asset 
approaches end of service life. 

Effective asset management requires an understanding of the life cycle model, failure mechanism and 
design life of the asset. Aurizon Network’s assets can broadly be categorised into two asset life cycle 
models: 

• Type 1 - Assets that gradually wear through use, e.g., rail, sleepers, contact wire and turnouts 

• Type 2 - Assets which operate until a point where there is a marked increase in asset failures, e.g., 
electrical interlockings.  

Aurizon Network monitors the asset condition through preventive maintenance inspections and analysis of 
historical failure trends, to determine the requirements for planned corrective scope and the timing of renewal 
intervention to ensure the supply chain objectives are met.  

This section outlines the activities undertaken to: 

identify asset renewal scope 

• identify maintenance scope; and 

• improve scope identification. 

10.1.1 Asset Renewal Scope Identification 
The scope of renewal activity in each Coal System is identified and prioritised through a process which 
considers supply chain requirements, asset condition, strategic principles, relevant standards, design 

Scope

• How scope is 
identified,  prioritised 
and selected

• The use of asset 
condition and 
criticality to prioritise

Access & Works 
Planning

• How selected scope 
is overlayed with 
train operations to 
create the access 
plan

• How individual 
projects are aligned 
to match scope to 
resources and plant 

Budget Setting & 
Procurement

• How estimates are 
developed

• The use and 
application of unit 
rates for like for like 
renewals and 
maintenance tasks

• Key procurement 
considerations 

Execute & Close

• How the delivery 
methodolgy is 
derived and site 
works occur

• The requirements 
when works are 
completed including 
hand back and 
Quality Assurance 
documentation 

Report

• How completed 
works are 
represented in 
master data and 
reports
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New assets and strategic renewals will be set with a CRA score of 100 so that they are easily distinguished 
from scope that does not include a modifier. 

The Reactive Renewals allocations is assigned a CRA score of 25. 

10.1.2 Maintenance Scope Identification 
Aurizon Network’s approach to maintenance uses qualitative and quantitative data to minimise unplanned 
response or intervention, and therefore, mitigate impacts on Committed Capacity. The key steps are outlined 
in the figure below. 

 

 
Figure 93 Maintenance Scope Identification Process 

Preventive maintenance is conducted at the intervention levels specified in Maintenance Product Tables 
within Aurizon Network’s AMRP, which are based on intervals of time, condition and usage (Appendix 3 
provides further information on the triggers for intervention for maintenance activity). Due to their predictive 
nature, Aurizon Network seeks, wherever possible, to align the delivery of preventive maintenance activities 
with adjacent supply chain outages.  

Preventive maintenance generally has a less intrusive impact on the supply chain, due to its planned and 
coordinated nature. Planned maintenance activities are packaged to maximise the amount of scope 
completed during planned closures in each location, which in turn can create access, delivery and cost 
efficiencies. 

Not all activities can be planned. The forces exerted through the passage of rollingstock, and Queensland’s 
weather will, on occasion, create the need for unplanned interventions, which include reactive maintenance 
or planned corrective maintenance. Depending on rectification timeframes, reactive and planned corrective 
maintenance may be able to be scheduled in between train services to minimise impact to train operations. 

Aurizon Network prioritises reactive and planned corrective maintenance activities based on impact to 
immediate operations, taking into consideration tonnage, traffic purpose and longer-term capacity impact, 
which informs the rectification timeframe options as outlined in figure below. 

 
Figure 94 Timeframes Associated with Corrective Maintenance Activities  
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Labour and Indirect Costs 

Labour and indirect costs account for approximately half of Aurizon Network’s maintenance costs.  

Aurizon Network’s maintenance and asset renewal program is executed primarily by Aurizon’s Network 
Operations and Network Asset Management divisions in conjunction with externally procured resources.  

An overview of Aurizon Network’s operating structure together with the primary activities performed by each 
of the teams are summarised in Figure 97. 

 
Figure 97 Aurizon Network Operating Structure 

Aurizon Network’s internal maintenance labour costs are relatively fixed over the short term. Indirect costs 
refer to minor consumables, materials and depreciation incurred to facilitate staff in the delivery of 
maintenance and renewal activities within the depots (e.g. travel and accommodation, PPE, other minor 
depot costs). These costs represent ~15% of total labour and indirect costs and are escalated in line with 
forecast CPI. 

The key drivers of Aurizon Network’s labour costs together with an overview of the FY26 budget approach 
are summarised in Table 77. 
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Resurfacing budget forecasts 

To set a budget for the FY26 resurfacing work program, Aurizon Network has: 

• estimated a forecast budget for operational labour and plant costs having regard to actual costs incurred 
in FY22, FY23 and FY24 and forecast / budget costs in FY25; and 

• apportioned the labour and plant cost forecast budget between maintenance (mainline resurfacing, 
turnout resurfacing and civil support by Coal System) and renewals activities based on the defined and 
agreed activities planned for FY26.  

The cost of resurfacing support for renewal works are incorporated within the track renewal program and are 
allocated to Coal Systems based on the location of planned scope for completion. Also, the resurfacing 
consist that primarily supports the ballast cleaning operation is included within the ballast cleaning program 
costs. 

10.3.2 Budget Development for Renewal Activities 

 
Figure 98 Renewal Budget Development Process 

Aurizon Network’s budgeting approach for high-volume renewal activities, such as Track, Rail and Sleepers, 
has typically relied on standardised rates. In order to provide more accurate estimates from a cost, access 
and resource perspective, Aurizon Network has adjusted this budget approach to be informed on historical 
costs incorporating provisions and estimates for any relevant site-specific variables.  The average cost per 
scope item will be reflective of these variables. 

Budgets for other renewal activities rely on a combination of standard rates, generally informed by historical 
performance and adjusted to reflect common site-specific variables. 

Costing methodology for renewal activities 

High Volume Asset Renewal Activity 

Renewal activities such as track, rail and sleeper renewals are ongoing, annual programs of work that will 
generally see Aurizon Network undertaking a large volume of the same activity year-on-year.  

These activities typically follow a standardised work methodology which includes: 

• standard designs (that are adapted where necessary to account for site specific conditions); and 

• a repeatable construction methodology at each work site.  

Drivers of average cost variability in this asset category include, but are not limited to the following: 

• scope quantity per site 

• construction methodology – using plant such as the Track Laying Machine allows for a greater amount of 
scope to be completed within a shorter timeframe, however, will incur plant costs 

• geographical factors – accessibility, space to store materials and manoeuvre plant and proximity to other 
track infrastructure (level crossings, culverts, turnouts, signalling equipment. 

• ability to share resources such as signalling and electrical isolation support 

Scope Cost 
Estimate Escalation

Asset 
Renewal 

Costs
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• weather impacts; and 

• available closure hours. 

Aurizon Network developed cost estimates based on the historical level of activity required for each cost 
element. Adjustments have been made for known items that cause variability as described above, therefore 
there will be cost variability between individual worksite and may influence the average cost per activity. 
Meteorological factors/conditions on the day of execution, and days leading up to execution can further 
influence actual costs incurred. 

Other Renewal Activity 

Other renewal activities include Civil Assets (such as formation, structures and turnout renewals), Control 
Systems Assets and Electrical Assets. These activities generally have lower volumes of scope and require 
either a detailed, site-specific design, or the assembly of standard design elements appropriate for a specific 
site. 

The budget for these asset renewal items is informed by the scope of work required to be delivered, guided 
by historical costs, site specific requirements and scheduling constraints. In addition to this, actual costs will 
also be a function of operational, geographical and meteorological factors and conditions.  

Reactive Renewal Activity 

Wet weather is the single biggest driver of reactive renewal work. 

Aurizon Network will, from time to time, experience asset failure in some renewal categories such as 
formation, ballast undercutting and turnouts. The failure or imminent failure of these assets will be identified 
as part of routine asset inspections and will result in a reactive replacement of the asset.  

Given the difficulties associated with accurately forecasting the occurrence of asset failure, Aurizon Network 
has made provision for ‘reactive’ works within the forecast budget for formation, ballast cleaning, turnout, 
level crossing, electrical overhead corridor asset renewals. These amounts are broadly based on historical 
average spend on reactive activities in each individual Coal System.  

Mainline Ballast Cleaning 

Mainline ballast cleaning is made up of three specific items being the Ballast Cleaning Machine (BCM), 
excavator undercutting and turnout undercutting.  

Mainline ballast cleaning costs have been built up by BCM with total forecast costs allocated to systems 
based on forecast scope that is planned for completion each financial year. Key assumptions underpinning 
the cost build up are summarised below.  

Budgeted costs for excavator undercutting and turnout undercutting have been informed by a combination of 
the contractor schedule of rates, where packaged works have been executed and historical costs for other 
support activities as required. It will also consider site specific operational requirements, including 
safeworking support, where required. 

A summary of the approach to developing the FY26 budget is outlined in Figure 99.  
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Depending on the activity, work is packaged to attract multiple vendors and competitive pricing. Packaging 
could include multiple sites over a specified duration or greater scope within the one site. Aurizon Network 
implemented multi-year work packages for excavator undercutting, rail stress management and earthworks 
support for FY25 – FY26. 

All internal and external contract workers are required to be accredited Rail Industry Workers and hold the 
appropriate qualifications for the activity they are undertaking. Aurizon Network has an internal assurance 
program for external contractors to ensure they have the required business and safety processes and 
policies that align with Aurizon Network’s requirements. 

In developing the FY26 program, the availability of contractor resources has been considered. Given the 
competition for locally based resources from other programs and sectors, for larger packages of works 
planned for integrated possessions early consultation is undertaken with key contractors, where possible. 

Materials Procurement 

Aurizon Network utilises the Aurizon enterprise centralised procurement function for all source to award 
activities required for the maintenance and renewal of the Rail Infrastructure. 

Enterprise procurement has a performance-focused governance framework that ensures a market-based 
price for the required goods and services that are procured to support Aurizon Network, at the specified 
quality and ensuring delivery when and where required. The major materials utilised by Aurizon Network are 
rail, ballast, sleepers and fuel.  

Rail  

Aurizon Network mainly purchases premium deep head hardened 60 kg rail. The hardness of the rail has a 
direct impact on its usable life, while the weight of the rail is associated with the axle load of the train consists 
being run on the network. Rail is delivered to the Port of Brisbane, welded into 110m lengths at the Aurizon 
Rail Weld Facility in Brisbane and then transported via dedicated rail delivery rollingstock to trackside 
locations as per renewal scope. 

Rail is currently sourced from two international rail suppliers. Aurizon Network’s rail contracts with both 
suppliers were awarded through a competitive tender process and are both evergreen contracts. Aurizon 
Network employs a dual supply strategy, to promote continuity of supply and price competitiveness 
throughout the contract life and optimal technical collaboration from both suppliers.  

Ballast  

Aurizon Network sources ballast and other rock and soil materials to defined Aurizon Network standards 
from various quarries across Central Queensland. Location is a critical consideration to reduce transit time 
and delivery cost.  

The Aurizon Ballast Panel consists of 16 suppliers and 35 quarries throughout the CQCN. Suppliers were 
selected based on: 

Geographic proximity to the network to support improved network coverage, and preference for multiple 
quarries/supply points to assist with disaster recovery plans and supply continuity; 

Compliance to the ballast quality and testing standards as set out in Aurizon Network’s specifications; 

Competitive pricing against existing average rates of all suppliers and specifically regional competitors; and  

Understanding and compliance with chain of responsibility and general safety standards. 

The range of suppliers ensures adequate and reliable supply to meet Aurizon Network’s demand for ballast. 
Each system has a rail siding and a contracted supplier providing loading, unloading and stockpile 
management services.  

Aurizon Network ensures cost competitiveness of ballast through the multi-supplier arrangement and 
consolidated internal supply planning arrangements. An emerging issue for ballast supply is the 
consolidation of ownership in 2022 and 2023 by one supplier who now owns 9 of the ballast supply quarries 
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relied upon by Aurizon Network.  

Sleepers  

In FY21, Aurizon conducted a sourcing event focussed on finding the best quality and best value supply of 
quality pre-stressed narrow gauge concrete sleepers. The outcome of this open tender was a Standing Offer 
Arrangement with one supplier producing and storing Aurizon Network specified sleepers in Central 
Queensland.  

Fuel  

Fuel expenditure within the Aurizon Group is significant. Aurizon’s existing contractual arrangement for fuel 
was awarded to one supplier following a competitive tender process ensuring alignment to current market 
pricing.  

Aurizon Network’s maintenance and renewal activities comprise a relatively low proportion of the Aurizon 
Group’s total fuel consumption, with the majority being consumed by the above rail business. Aurizon 
Network’s maintenance and renewal program benefits from the ability to leverage the larger purchasing 
power of the Aurizon Group. 

Inventory 

For asset renewal activities, inventory strategies are focused on limiting the number of variations of each  

asset type being installed, e.g. rationalising turnout types and sizes in a system to reduce the supporting 
component types required in inventory. Asset Managers set and monitor emergency spares and component 
renewal inventory levels to ensure that a minimum amount of inventory is held with an ability to respond to 
emergencies and maintain continuity of service operations.  

Control Systems inventory levels are managed to achieve system availability requirements and the renewals 
deployment schedule as well as maintaining critical spares for assets near obsolescence such as Relay 
Based Interlockings. 

Specialist replacement inventory is typically held at depot sites to support emergency response and 
expediting the return of the Rail Infrastructure to service following an incident. Three centralised stores at 
Gracemere, Rockhampton and Paget are maintained for high volume consumables, and replacement stock 
for depot stores.  

For maintenance activities, the quantity of maintenance replacement inventory is typically set by 
procurement lead time requirements and usage frequency. Additional inventory is held for equipment items 
that are becoming obsolete in the marketplace, to defer renewal based on obsolescence. Recovered 
obsolete components are retained in inventory to extend renewal intervals of components that are obsolete 
and beyond their economic life. 

10.4 Works Execution and Close 
This section outlines Aurizon Network’s considerations to delivering and executing the asset activity required 
in each Coal System along with the supporting procurement. 

10.4.1 Track Possession Types 
Asset activity is executed using a variety of track possession approaches outlined in the table below which 
seek to minimise customer impacts and maximise safe access for people and plant. 
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Resurfacing 

Aurizon Network’s resurfacing plant was progressively put into operation between 2013 to 2016 and 
replaced its aging fleet of tampers and regulators. The newer high production resurfacing plant are more 
efficient and can deliver the required scope of work with less track time.  

Aurizon Network also has a resurfacing consist (MMA 505 Tamper and MMB 505 Regulator) that primarily 
supports the ballast cleaning operation.  

The Resurfacing Plant are not dedicated to any individual Coal System, which provides flexibility for each 
resurfacing consist (comprised of an MMA and MMB machine) to be planned in a way that provides 
operational efficiency. 

Ballast Cleaning 

Ballast cleaning is made up of two specific items being the Ballast Cleaning Machine and, Excavator 
undercutting. 

Ballast Cleaning Machine (BCM) is undertaken by the RM902. RM902 is most efficient at delivering undercut 
and shoulder cuts simultaneously over longer sections. The RM902 entered production in May 2021.   

Excavator Undercutting   is undertaken using contractors (work packages). Excavator undercutting is 
appropriate for smaller sections, turnouts and/ or areas difficult to access either due to location or condition. 

Factors impacting delivery of ballast cleaning scope by the above plant and equipment are: 

• Wet weather 

• Ballast fouling and return rates. This relates to the moisture content and the presence of clay mixed 
with ballast contaminants. Heavily fouled ballast is unable to pass through the machine screens, hence 
is deemed unscreenable and requires all ballast to be replaced (total excavation). This factor has a 
significant influence on machine production rate with total excavation slowing production. The cost and 
scope that Aurizon Network can achieve during production is highly sensitive to changes in asset 
condition relative to plan. Aurizon Network has sought to mitigate this risk by implementing an additional 
pre-dig performed approx. 18 months from execution, which is used to inform the planning assumptions 
for MRSB;   

• Increased ballast depth results in a higher volume of ballast material required to be processed, 
reducing the production rate; 

• Machine breakdowns. 

10.4.6 Works Completion and Reporting 
From the outset of scope identification, information is captured, built, and stored to enable the planning 
process, execution, reporting and close out. System statuses in SAP allow users to indicate the readiness for 
scope to pass from one step in the process to the next. As work progresses, the scope, plan and actuals are 
captured in SAP consistently and enables the monthly, quarterly, and yearly financial reporting of actuals 
against planned scope and budget to the RIG. Work moves from a notification to a work order in SAP. 
Purchase orders are attached to work orders when work is procured externally. 

As scope is identified through to execution, the status of the work is updated, and artefacts are retained in 
SAP to support decisions. This information is used to report on the status of the work and ultimately informs 
reporting and trend analysis for performance improvement. When work is identified as commissioned (or 
Technically Complete) it is included as part of the Capital Claim process.  

During the year, closure and completion reports are undertaken which provide information for the Quarterly 
RIG Report and CAPEX Claim for that financial year. Post closure or completion reviews are also undertaken 
to improve processes going forward for maintenance and renewal activities. 
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11 Environmental, Social and Governance (ESG) 
Considerations 

The CQCN is a critical part of the global supply chain, with around half of all global seaborne export 
metallurgical coal travelling across the network.   

Over the past several years, Aurizon Network’s response to numerous severe weather events has 
demonstrated the resilience of our key assets, operations and the effectiveness of our incident preparation, 
management and recovery processes.  

The CQCN is characterised by long-lived capital assets that are concentrated in climatic regions that could 
trend towards hotter and drier conditions and increasingly severe weather events over the coming decades.  

Aurizon Network recognises the importance of building resilience and capability to manage the impact of 
climate change (including physical and transition risks), and to support sustainable business practices. 
Several environmental, social and governance (ESG) aspects are relevant to the CQCN and the delivery of 
the maintenance and renewal programs. These factors are discussed in further detail below. 

11.1 Environmental 
Aurizon is committed to minimising our impact and interaction with the environment, and effectively 
managing our environmental performance and risks. 

11.1.1 Environmental Compliance 
Aurizon has a Safety, Health and Environment Commitment and an established environmental management 
system aligned with the principles of ISO14001. 

When delivering CQCN maintenance and renewal activities, Aurizon Network must ensure compliance with 
its environmental and planning obligations. This involves engagement and consultation with the Aurizon 
Environment Team, who can provide advice on the numerous statutory requirements of legislation from 
various jurisdictions, access agreements, contractual agreements and site-specific permits, authorities, 
licences and approvals which may be required.  

The Environment Team must be engaged where maintenance and renewal activities involve: 

• works outside of the rail corridor 

• removal of soil from the corridor; 

• works within 50m of a waterway or wetland 

• removal of native vegetation which occurs outside of the rail corridor 

• storage of hazardous chemicals (e.g. fuel) within the corridor or otherwise any temporary location; and 

• removal of construction, commercial or regulated waste if it is being completed by an entity other than a 
licensed waste contractor. 

Legislation relevant to Aurizon Network’s operational footprint may change from time to time and may have 
an impact on the cost and scope of maintenance and renewal activities. 

11.1.2 Recycling/Repurposing of Materials 
Where possible, Aurizon Network seeks opportunities to reduce waste to landfill and increase recycling to 
extend the life of materials and to reduce waste disposal costs. Examples include: 

• Ballast / spoil management – opportunities may exist for material to be graded into access roads. 

• Sleepers – concrete sleepers may be repurposed for use in retaining walls or recycled and crushed into 
aggregate. 
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• government policy, including Commonwealth and state emissions reduction targets (and the implications 
for regulated businesses making long-lived investments in this context) 

• reputational issues – where reducing or offsetting emissions is viewed as being consistent with a 
businesses’ social licence to operate 

• supply chain pressure – where other businesses put pressure on regulated businesses to reduce 
emissions and/or retreat as a supplier. This can result in increased cost of labour and materials as a 
result of suppliers’ own emission reduction targets, or where premiums are required due to suppliers’ 
preference to service low emission or non-fossil fuel-based businesses; and 

• financing, insurance and investor preferences, where access to financing or insurance is tied to 
emissions levels or to achieving emissions reduction targets, and where investors decline to invest (or 
reduce investment) in particularly “dirty industries”.  

Attracting and retaining skilled labour continues to remain challenging for Aurizon Network due to the high 
demand for qualified resources across the construction, mining, energy and rail sectors. Various mitigation 
strategies were implemented in FY24 including engagement of contract labour support and the rollout of 
targeted trainee and apprenticeship programs, particularly for Electrical trades. 

11.1.5 Corporate and Social License 
Aurizon’s 2020 Climate Change Strategy and Action Plan targeted a 30% emission intensity reduction by 
2030 based on 2010 operations and a Net Zero operational GHG emission by 2050. 

Aurizon Network has sought to integrate Renewable Energy into the energy procurement mix through its 
Energy Supply Agreement (ESA) with Clean Co Queensland.  Over the course of the ESA, 25% of Aurizon 
Network’s electricity and associated large-scale generation certificates will be sourced from three renewable 
energy projects (solar and wind) as they come online.  Aurizon Network procure and manage energy supply 
for the electric traction network on behalf of customers. 

11.1.6 Insurance 
Recent experience from the insurance market has seen a tightening over recent years. Entities looking to 
place insurance are competing on a global scale for market capacity with insurers looking for embedded risk 
management and risk prevention strategies. Insurers have varying approaches to managing climate change 
or ESG risks, and it is expected that insurers will continue to be wary of infrastructure that is exposed to 
significant natural events. 

Aurizon has opted to not commercially insure the majority of the CQCN. As a result, there is no external 
commercial insurance coverage for damage to the rail network (i.e. track, sleepers, ballast) or loss in 
revenue from factors such as extreme weather events.   

Aurizon Network self-insures for certain events over $1 million. Aurizon Network's self insurance risk cover 
primarily relates to those that commercial insurance markets typically do not have the appetite to underwrite, 
including: 

• weather and natural catastrophe events 

• dewirement; and 

• third-party repairs. 

In the event of weather damage (storms, floods and extreme heat) large weather losses are eligible for pass 
through consideration where the total loss from each event exceeds the $1 million pass through threshold. 

11.1.7 Finance 
Access to and the term of Senior Debt in Australia for climate change exposed business’ has reduced over 
recent years, with investors and financial institutions placing tighter financial conditions on their lending and 
investment activities.  
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A reduction in available debt and equity financing, may ultimately result in an increase in the cost of capital, 
and/or an impact on credit ratings and counterparty risk, which has implications for pricing and risk allocation 
between Aurizon Network’s Customers. 

11.1.8 Technology and Innovation 
Aurizon Network actively works with customers and supply chain partners to bring innovation and technical 
insights into initiatives like coal dust management, and rail and air temperature monitoring. 

For example, Aurizon Network, in partnership with Kallipr, won the 2024 Australasian Rail Industry (ARI) 
Innovation Award for implementing an advanced rail and air temperature monitoring system in the CQCN 
(Captis Recharge).  

High rail temperatures can lead to rail buckles and can potentially result in derailments. The Captis Recharge 
system provides real-time temperature data from rail tracks, allowing for earlier detection of unsafe rail 
temperatures with a greater level of precision. The Captis Recharge devices are solar powered. 

Noting the potential for hotter and drier temperatures over time, the devices help to reduce heat-related 
operational disruption through the more targeted application of speed restrictions to heat affected parts of the 
rail network rather than applying blanket speed restrictions across the entire system. 

11.2 Social 
Aurizon Network is committed to the safety, health and well-being of our people, as well as the safe and 
environmentally sustainable operation of our business in a way that minimises our impact on Indigenous and 
non-Indigenous cultural heritage. 

11.2.1 First Nations Peoples 
As noted in its Reconciliation Action Plan, Aurizon works in partnership with and seeks to undertake 
meaningful action to grow opportunities for First Nations peoples, businesses and communities. 

The CQCN operates on or near First Nations peoples’ traditional lands, which brings both opportunity and 
responsibility. Aurizon Network has developed the ‘Indigenous Cultural Heritage Management’ guideline, 
which sets out a commitment to minimise our impact on Indigenous and non-Indigenous cultural heritage 
through a framework founded on knowledge, understanding and respect. 

The guideline establishes a framework outlining key activities that are required to be undertaken to achieve 
compliance with relevant legislation and cultural heritage best practice. It also provides for a system of 
accountability within Aurizon. 

When planning maintenance and renewal activities throughout the CQCN, Aurizon Network has a duty of 
care to ensure that the activity does not harm Aboriginal cultural heritage. This involves exercising due 
diligence prior to undertaking works, to assess: 

• Location - Will activities occur in an already disturbed or undisturbed environment; or are activities 
located in proximity to potentially significant landscape features. 

• Known Aboriginal cultural heritage - Whether the proposed works area is within or close proximity 
(100m) to previously documented Aboriginal cultural heritage sites, places or features. 

• Nature of the work - Whether the activity requires disturbance of the ground surface / removal of native 
remnant vegetation / trees. 

Aurizon Network maintains its own Webmap risk assessment tool to assist in assessing and determining the 
risk category of proposed works within and adjacent to the CQCN. The tool also includes details of 
previously assessed areas. 



241 
Aurizon Network – FY26 Final Draft Proposal for the Maintenance and Renewals Strategies and 
Budgets Commercial-in Confidence 

11.2.2 Workforce Representation 
Aurizon continues to strive towards creating an inclusive environment, and actively monitors its performance 
against key sustainability targets and objectives, including: 

• gender representation on the Board 

• representation of women in senior executive roles 

• representation of women in the workforce; and 

• representation of Aboriginal and Torres Strait Islander men and women in the workforce. 

As illustrated below, Aurizon’s overall female representation in the workforce increased during FY24 to 23%, 
an increase from 21% the prior year. Throughout FY25, Aurizon will continue to strive for gender balance at 
all levels through a variety of initiatives including the development of the second Gender Balance Action 
Plan, gender pay gap actions as well as the attraction and retention of female talent, particularly into entry-
level and leadership positions. 

 
Figure 101 Female Workforce Representation 

At Aurizon we are committed to developing effective employment and development opportunities for First 
Nations peoples and creating sustainable opportunities for Aboriginal and Torres Strait Islander businesses 
in the communities where we operate. In FY24: 

• 7% of Aurizon’s workforce identified as being of Aboriginal and/or Torres Strait Islander heritage; and 

• Aurizon’s procurement spend with Aboriginal and Torres Strait Islander businesses was in the order of 
$24.2m; with c.$19.8m of that spend from Aurizon Network. 

11.2.3 Modern Slavery 
Aurizon understands the importance of addressing and managing modern slavery risk with our suppliers. 
Aurizon’s Supplier Code of Conduct outlines our expectations of existing and future suppliers based on five 
key principles, namely: Safety, Business Integrity, Labour and Human Rights, Communities and 
Environment. 

Aurizon recognises we may be exposed to modern slavery risk in our supply chain and has standards and 
processes to minimise and address such risks. This includes a Modern Slavery & Human Rights Due 
Diligence Framework, which details the critical process steps for identifying and managing potential modern 
slavery risks. This framework applies to all instances in Aurizon where due diligence must be undertaken in 
line with our responsibilities as a Reporting Entity under the Modern Slavery Act 2018 (Cth). 
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11.3 Governance 
Aurizon’s Governance, Risk and Assurance Framework defines enterprise-wide expectations of governance, 
risk and assurance processes and activities, including responsibilities across key stakeholder groups. 

The Board and, in turn, Aurizon management give effect to the frameworks and policies designed to identify 
and manage risks. This includes consideration of inherent risks as well as contemporary or emerging risks, 
such as conduct risk, digital disruption and cyber risks, and climate and sustainability risks. 

11.3.1 Investments 
Aurizon Network adheres to the Aurizon Enterprise Investment Framework and has its own internal 
governance requirements (involving the Network Group Executive) to promote sound investment practices. 
This process is undertaken prior to the commitment of any capital investments and facilitates sound 
investment decisions by ensuring that:  

• investment proposals are rigorously assessed 

• investment decisions are made on a consistent basis 

• capital expenditure is optimised; and  

• learnings from past investments are considered as part of Aurizon Network’s commitment to continuous 
improvement.  

Investment Approval Requests (IARs) are provided to the relevant members of the Network Leadership 
Team and ultimately the Aurizon Investment Committee for review and endorsement as required.  

Aurizon Network’s investment framework typically involves a ‘Stage Gate’ (Concept, Prefeasibility, 
Feasibility, Execution, Operation) evaluation model, however, routine sustaining capital investments which 
meet the Feasibility Stage objectives (which may include the MRSB program) are not required to go through 
the full stage gate process.  For routine sustaining capital programs, a Sustaining Capital Template for each 
project will be submitted to the Aurizon Investment Committee for review and Endorsement. 

11.3.2 Management of External Suppliers and Contractors 
Aurizon Network has panel agreements in place, which cover a large number of suppliers and contractors. 
Panels are established through a structured procurement process and help to mitigate risk by ensuring that 
third parties engaged by Aurizon Network have the required qualifications, skills and competencies to deliver 
works in the CQCN. The panel arrangements also help to promote value for money through ‘price tension’ 
mechanisms enforced by the competitive environment within the panel design. 

Suppliers and contractors are typically engaged under one of two types of arrangements:  

• Pre-defined scopes of work, using fixed lump sum or Schedule of Rates (SoR) pricing; and 

• Undefined scopes of work on SoR price basis. 

Aurizon procurement manage contracts and supplier performance, to ensure all parties meet their respective 
commercial and legal obligations under the contract as efficiently and effectively as possible. 

11.3.3 Supply Chain Risk 
Building resilient supply chains and effective inventory management is critical to ensure optimal levels of 
supply to minimise costs and ensure Aurizon’s operational assets are appropriately maintained to minimise 
interruption to service delivery. Ongoing global events continue to increase supply chain complexity and 
challenge reliability, including evolving international trade relations tensions, labour shortages and 
constraints on raw materials. 

These risks are manifesting with increasing supply chain costs, lead times and delays in obtaining some 
goods and services. Aurizon is approaching the risk by: 
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• engaging directly with suppliers 

• diversifying supplier bases 

• refreshing inventory management approaches 

• strengthening inventory levels 

• monitoring emerging supply chain risks. 
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Appendix 1 – Renewal Scope Detail Report 
Explanatory Notes 

The Renewal Scope Detail Report for each system is provided in this appendix and also as a Power BI 
report.  All customers who have access to the Aurizon Network Customer Portal will be able to access the 
Renewal Scope Detail Report in PowerBI. 

The Renewal Scope Detail Report includes four selectors at the side of the report to filter to relevant scope. 
These are: 

• System 

• Scope Type  

• Asset Class  

• Program. 

For each selection made, the proportion of program by investment type will be calculated in the boxes on the 
right.  

The report data can be extracted by hovering the cursor to the top right of the table and selection more 
options from the ‘…’ Icon. 

 
Figure 102 Screenshot of FY25 Renewal Scope Detail Report 

Provided as attachments are exports of the Renewal Scope Detail Report for each system. 
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Appendix 2 – Alternate Considerations for Maintenance 
The different approaches that Aurizon Network applies in maintaining the rail infrastructure result in the application of maintenance tasks across the system. A 
summary of alternate considerations used to support each approach is detailed in Table 94. 












































































