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KIWIRAIL’S ROLE

WHO WE ARE 
KiwiRail is the state-owned enterprise 
(SOE) responsible for:

• operating a nationwide business 
encompassing: 

• rail freight – logs, containers, bulk 
tankers, coal wagons

• shipping – three inter-island 
vessels – rail, road and passenger

• tourism – three scenic trains – 
Northern Explorer, Coastal Pacific 
and TranzAlpine

• managing and maintaining the 
national rail network – 3,700km of 
rail lines, including bridges, viaducts, 
tunnels, signals, culvert maintenance 
- which provide the foundation for all 
rail freight and passenger services in 
New Zealand

• managing 18,000ha of property 
– including the rail corridor and 
associated terminals for freight 
activity. 

As a SOE, we report to our Shareholding 
Ministers - the Minister for State Owned 
Enterprises and the Minister of Finance. 
We also work closely with the Minister 
of Transport as part of their portfolio 
responsibility and can have links to 
other portfolios, including Regional 
Development, Forestry and Tourism.  

The KiwiRail Board of Directors is 
appointed by Shareholding Ministers and 
is accountable to those Ministers for the 
overall performance of KiwiRail.

Like all SOEs, our principal objective is to 
operate as a successful business and to be 
as profitable and efficient as comparable 
businesses not owned by the Crown, while 
also being a good employer and exhibiting 
a sense of social responsibility.

Note - The New Zealand Railways 
Corporation (NZRC) is a separate statutory 
company that owns around 18,000 
hectares of railway land, which it provides 
to KiwiRail through a long-term lease. 
NZRC was established to enable KiwiRail 
to obtain the commercial benefit of 
railway land and to support the Crown’s 
investment in rail operations. NZRC and 
KiwiRail have separate Boards and share a 
common Chair.

WHAT WE DO 
We connect people, networks, journeys, 
experiences and ways of working that 
move our customers, the transport 
system and New Zealand forward. This 
is epitomised in our purpose of Stronger 
Connections Better New Zealand.

Rail is a critical enabler for our economy 
and way of life, providing broad 
ranging benefits up and down the 
country - economically, socially and 
environmentally. 

Our business spans the following areas:

RAIL FREIGHT
KiwiRail plays a critical role in New 
Zealand’s freight and supply chain 
industries.  Our services provide cost-
effective and sustainable ways to move 
goods, supporting our customers to grow 
New Zealand’s economy and GDP.

INTERISLANDER
 We operate ferry passenger and freight 
services across Cook Strait, acting as an 
‘extension’ of State Highway 1 and the 
Main Trunk Line linking road and rail 
networks of the North and South Islands.

TOURISM
We operate The Great Journeys of New 
Zealand long-distance passenger train and 
ferry passenger experiences – comprising 
the Northern Explorer (between Auckland 
and Wellington); the TranzAlpine (between 
Christchurch and Greymouth); the Coastal 
Pacific (between Picton and Christchurch). 
The Interislander – which carries around 
800,000 passengers a year – is also 
marketed under the Great Journeys brand. 
In a normal year about a million people 
travel on our Great Journeys.

NETWORKS
We manage, maintain and improve New 
Zealand’s 3,700km rail network and a 
further 800km of rail in associated yards. 
We also control network access and train 
operations across the country, from our 
National Network Train Control Centre. 
As a mostly single track network, train 
control and safety are closely linked.

PROPERTY
We manage 18,000 hectares of land on 
behalf of the New Zealand Railways 
Corporation, including more than 1,500 
property assets and more than 8,000 third-
party interests in KiwiRail’s land. 

REGIONAL COMMUTER SERVICES
We provide the Capital Connection 
commuter service between Palmerston 
North and Wellington and will also 
operate Te Huia - a new commuter service 
between Hamilton and Auckland – which 
is expected to begin in early 2021.

SUPPORT METROPOLITAN PASSENGER 
SERVICES 
KiwiRail provides and maintains the rail 
network and train control operations, 
enabling suburban passenger services 
in Auckland and Wellington (these are 
operated by Transdev, on behalf of 
Auckland Transport and the Greater 
Wellington Regional Council).

KiwiRail is well placed to draw on our 
experience and expertise to take a greater 
role in the transport sector, advising 
on how rail can best contribute to the 
transport system for the benefit of all New 
Zealanders.

INTEGRATED BUSINESS MODEL
Like many rail networks around the world, 
KiwiRail operates an integrated business 
model with responsibility for both ‘above 
rail’ operations (locomotives, rolling stock, 
buildings etc) and the ‘below rail’ network 
(including tracks, signals, tunnels and 
bridges).

This model ensures an efficient, 
coordinated approach to design, planning, 
operation and maintenance, with a 
primary focus on meeting our customers’ 
needs. 

The model also reflects that railways are 
interconnected systems, which benefit 
from networks and operations teams 
working closely together.

KIWIRAIL’S ROLE
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HISTORY

THE EVOLUTION OF RAIL IN 
NEW ZEALAND
The story of rail in New Zealand dates 
back to the late 1860s, when engineers 
designed a rail network that could operate 
across the country’s uncompromising 
landscape of swamps, rivers, rugged 
mountains and dense forests.

Over time, otherwise isolated 
communities and industries were 
gradually connected to each other and the 
world.

By 1880, the then New Zealand Railways 
(NZR) was operating more than 1,900km 
of track, and carrying almost 3 million 
passengers and 830,000 tons of freight a 
year.

The first half of the 20th century was a 
‘golden age’ for rail. By the 1920s, NZR 
was carrying more than 6 million tons of 
freight and 28 million passengers a year 
– a remarkable achievement for a nation 
which then numbered just over a million 
people – and almost everyone travelling 
between major centres took the train.

From the 1950s, the growing popularity 
of road and air travel saw a decline in 
demand for rail passenger services. As a 
result, branch lines around the country 
were progressively closed. 

Changes in the transport industry, 
beginning in the 1980s with deregulation 
and continuing with law changes to allow 
larger trucks on our roads also saw rail’s 
freight market share drop significantly. 

With the new millennium, however, 
has come renewed interest in rail, both 
here and internationally.  This reflects 
rail’s ability to efficiently transport large 
volumes of freight and people, reduce 
road congestion and emit less carbon than 
other forms of land transport.

OWNERSHIP CHANGES
For most of rail’s history in New Zealand, it 
has been publicly owned and operated.

The exception was a period between 1993 
and 2008 when it operated either wholly 
or partly under private ownership.

The first ownership change occurred 
when the Government sold NZR for $328 
million in1993, to a joint NZ-US private 

consortium, led by NZ merchant bank Fay 
Richwhite. Shortly afterwards, NZR was 
renamed Tranz Rail Limited.

In 2002, the Government bought back 
the Auckland metro rail network for $81 
million.

Two years later, Tranz Rail was taken 
over by Toll, which sold the rest of New 
Zealand’s track infrastructure back to the 
Government for $1.

In 2008, rail returned to full public 
ownership and KiwiRail was born, 
after the Government bought Toll’s rail 
and ferry assets for $690 million and 
reintegrated the business with the rail 
network infrastructure.

PERFORMANCE IN A 
CHALLENGING ENVIRONMENT
Since its formation, KiwiRail has faced 
significant challenges to its operating 
and financial performance, and there’s 
been ongoing debate about its optimum 
organisational form and funding model.

In 2008 KiwiRail inherited aged assets and 
infrastructure that in many cases were run 
down and near the end of their useful life. 

In spite of this, KiwiRail early on pursued 
an ambitious strategic plan aimed at 
making the business self-sustaining by 
2021 (the Turnaround Plan: 2010 - 2013). 

The plan was thwarted by numerous 
setbacks, including the Global Financial 
Crisis, Christchurch earthquakes, rapid 
reduction in coal prices and volumes, and 
problems with new locomotives and the 
Interislander ferry Aratere – all of which  
impacted on revenue and costs, as well as 
the delivery of services for key customers.

Following the Turnaround Plan, an 
independent Treasury review of KiwiRail 
was conducted in 2013, and a year later 
KiwiRail undertook its own commercial 
review of the business. 

While these reviews reached differing 
conclusions on the recommended way 
forward, both recognised the need for 
significant financial investment for rail to 
continue operating and concluded that 
without this, lines would need to close. 

The financial challenges experienced by 
KiwiRail highlighted an anomaly inherent 

in its dual nature – on the one hand, it’s 
an SOE whose goal is to operate as a 
profitable, commercial enterprise. On 
the other hand, KiwiRail’s responsibility 
for managing and maintaining all the 
infrastructure within the national rail 
network means it also delivers an 
important public benefit, akin to the way 
the road network also serves the greater 
interests of New Zealand. Yet there were 
significant differences in the way the 
rail network was funded compared with 
roads, resulting in short-term funding 
and decision making, and a legacy of 
underinvestment in rail.

This compromised KiwiRail’s ability to 
maintain the rail network at a resilient 
and reliable level, which has significantly 
affected the business’s service levels and 
profitability.

Following the reviews in 2013 and 2014, 
KiwiRail focused on improving efficiency 
and productivity, which led to progress 
across a number of areas, including 
increased revenue and operating 
surpluses.

These results were achieved despite 
further challenges such as the Kaikoura 
earthquakes, fires on the West Coast line 
and increased extreme weather events, 
which disrupted services, impacted 
revenue streams and added to the cost of 
doing business through increased safety, 
remediation, compliance and insurance 
costs. 

In 2017, with many core assets nearing 
end of life, a new review was announced, 
focused on the Future of Rail in NZ.

In 2020, KiwiRail has arrived on the cusp 
of an exciting new era, stemming from 
upcoming changes to the planning and 
funding framework for the national rail 
network, and a significant injection of 
funding towards a capital replacement 
programme.

HISTORY
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STRATEGIC 
PRIORITIES
OUR PRIORITIES
The change to the planning and funding 
model for the national rail network, 
along with the financial support 
provided towards a capital replacement 
programme, means KiwiRail is embarking 
on an ambitious phase of investment and 
transformation.

In the immediate future our aim is to 
support recovery from the COVID-19 
pandemic and secure current services by 
renewing the nation’s aged rail network 
and above-rail assets. This in turn will 
provide a platform to grow our freight 
market share and increase commuter 
services and rail tourism. 

Our goal is ultimately to improve 
KiwiRail’s profitability as a commercial 
business, and - through the wider 
benefits that rail offers - increase the 
overall value that we deliver to New 
Zealand. 

This section outlines our major priorities 
in this upcoming phase of KiwiRail’s 
transformation, which include:
• ensuring we take all possible steps 

to overcoming the challenges 
presented by the COVID-19 
pandemic

• managing the successful delivery of 
our capital investment programme

• positioning the business for our 
Pathway to Profit; and

• doubling the value we deliver 
to New Zealand through rail’s 
secondary benefits.

OVERCOMING THE 
CHALLENGES OF THE COVID-19 
PANDEMIC
Like most businesses, KiwiRail has been 
significantly impacted by the COVID-19 
pandemic currently affecting New 
Zealand and the world.

As an essential service, we’ve played a 
key role in keeping the nation connected 
during the higher alert levels, working 
alongside government agencies to assist 
New Zealanders as much as possible.

This has included operating essential 
freight and passenger services – 
including Cook Strait ferries - to enable 
essential goods and workers to reach 
their destination.

Our scenic tourist services, however, 
have been temporarily suspended on two 
occasions for several weeks at a time, as 
it is not viable to operate them with the 
physical distancing required at alert level 
2 and above.

Prior to the start of national alert level 
1, we moved quickly to adapt our 
business to ensure business continuity 
and keep our people safe. New safe-
working practices were introduced, 
including making protective clothing 
and equipment available for those in 
essential public-facing roles, while other 
staff were supported to work from home 
as necessary.

The pandemic led to an initial drop in 
freight and passenger demand, with 
property income also affected by the 
financial difficulties experienced by some 
of our tenants.

Our customers have not been affected 
equally, with some coming through 
higher alert levels relatively unscathed, 
while others continue to be impacted by 
restrictions in place at lower alert levels.

A summary of the impact on particular 
market sectors is provided below.

At this stage, it’s difficult to forecast the 
long-term impact of the pandemic due to 
ongoing uncertainty around the timing 
and extent of the economic recovery.

However, we will continuously refine 
and remodel our business, and reset our 
operations and commercial performance 
to align with markets as they adjust to 
the pandemic’s impacts.

An example is the refocusing our scenic 
services – which traditionally have 
catered to a broad base of international 
visitors - to primarily serve the domestic 
market, as well as Australian visitors 
pending the possible opening of Trans-
Tasman borders. 

IMPACT ON CUSTOMER 
SECTORS
TOURISM
The impact of the pandemic has 
been most severe on tourism-related 
industries due to the extended closure of 
New Zealand’s borders.

Internal travel restrictions during higher 

alert levels have directly impacted 
passenger numbers on our Interislander 
ferries – although as restrictions relaxed, 
demand increased again.

With New Zealanders facing indefinite 
international travel restrictions, it’s 
likely they will look for alternative local 
holidays, notwithstanding the possibility 
of a Trans-Tasman bubble.

DOMESTIC FREIGHT
The domestic freight market was hard hit 
initially as only essential products were 
able to be transported.

The prediction for the domestic market 
is a general slowdown as GDP slows, with 
the flow of goods assumed to mirror the 
state of the overall economy.

IMPORTS
The flow of imports has become uneven 
as shipping lines skip some ports due to 
labour restrictions and industrial issues 
in Australia. This has had a knock-on 
effect throughout the supply chain as the 
flow of containers, both full and empty, 
has been thrown out of equilibrium.

EXPORTS
Dairy and meat exports were relatively 
unimpacted during the national alert 
level 4, although production slowed due 
to social distancing requirements within 
processing plants.

The forestry and bulk sectors were 
initially affected as they were considered 
non-essential services but have quickly 
rebounded under lower alert levels.

In the medium term, commodity-driven 
sectors such as dairy, forestry and coal 
are facing uncertainty as global pricing 
responds to market conditions.

COVID-19 has unbalanced the global 
flow of shipping containers and currently 
there has been a 10% reduction in the 
availability of empty containers in New 
Zealand. This is hampering our exporters’ 
ability to pack export goods and is seeing 
a slow down in our exports.

STRATEGIC INVESTMENT AND 
CAPITAL PROGRAMME
We have a transformative programme 
of strategic investment and capital 
replacement underway. The work 

STRATEGIC PRIORITIES
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investment supports an integrated view of 
transport and land use.
A suite of projects is underway as part 
of the Auckland Metro Rail Programme, 
funded from a variety of sources:
• KiwiRail is involved in the City Rail 

Link project as a member of the Link 
Alliance Board, various working teams, 
and deliverer of certain rail works 
on behalf of CRL Ltd. As the project 
progresses, we will progressively 
accept the rail (as opposed to station) 
elements of the project into our asset 
management and safety systems

• KiwiRail is accountable for three NZ 
Upgrade Programme projects in 
Auckland being:

• Wiri to Quay Park
• Papakura to Pukekohe 

Electrification
• Southern stations (Drury)

• KiwiRail is also delivering packages of 
other works that are essential for the 
successful commissioning of the City 
Rail Link.

WELLINGTON METRO NETWORK
KiwiRail continues to support the Greater 
Wellington Metlink services and growth of 
Wellington’s largely electrified passenger 
rail system. 

Our support includes maintaining 
network infrastructure, conducting major 
renewal programmes around Wellington – 
including replacing the masts that hold the 
overhead electric lines - and the Wairarapa, 
increasing network capacity through new 
construction and developing business 
cases for further safety and resilience 
investment in metro rail infrastructure.

We are also delivering three NZ Upgrade 
Programme projects in Wellington being:
• Wellington junction safety 

improvements
• Wellington regional rail enhancements 
• Capital Connection interim carriages.

PATHWAY TO PROFIT
The challenges KiwiRail has faced so far 
during its 12-year history have meant our 
ability to generate profits has been severely 
compromised. 

With the new planning and funding 
arrangement for the national rail network, 
and the significant investment in upgrading 
our core assets, we expect that to change.  

We are confident that the right conditions 
will be in place for us to secure existing 
services and build a platform that will lead 
to future profitability.

However, it is important to recognise that 
the historic underinvestment in rail will 
take some time to remedy. While KiwiRail’s 
above rail operations will be self-sustaining 
over time, this is still some years away. We 
are currently in a transition phase and will 
need to put in place the new assets and 
modernise our systems. 

The certainty that the rail network will 
be funded on a sustainable, long-term 
basis means we can focus on maximising 
commercial returns from our above-rail 
freight and tourism operations.

The certainty that the rail network will 
be funded on a sustainable, long-term 
basis means we can focus on maximising 
commercial returns from our above-rail 
freight and tourism operations.

To this end, we are tightening commercial 
disciplines, reviewing existing 
arrangements with customers, including 
new terms of trade and new contracts, and 
developing new services. Having a better 
understanding of our costs, as well as the 
costs of alternatives modes of transport, 
will support better commercial results.

As noted, the opportunities for growth 
are considerable with New Zealand’s 
freight levels estimated to increase by 
more than 55% by 2042 [Transport Outlook 
Future State [November 2017], Ministry of 
Transport]. 

Exporters and importers alike have asked 
us for more services and more capacity. The 
demand is there, but to date we have not 
been able to support that demand. With 
new assets in place this will progressively 
change over the coming years.

We’re on-track to carry more freight, 
support tourism and enable more 
commuter trips. We’ll do this in a 
sustainable way that will reduce emissions 
and make our roads safer and less 
congested.

INCREASING THE VALUE WE 
DELIVER TO NEW ZEALAND
The contribution that rail makes to New 
Zealand cannot be defined solely by its 
revenue. As well as the financial returns 
it generates, rail also delivers a range of 
benefits to society including:
• reduced environmental impacts, 

including lower emissions

• safety benefits, through fewer road 
accidents

• less road damage from heavy 
vehicles

• reduced road congestion.

Understanding the value of rail is crucial 
to planning and investment when 
considering New Zealand’s land transport 
needs. The framework for calculating this 
value was developed by Ernst & Young (EY) 
as part of a review carried out in 2016.

EY canvassed the views of multiple 
stakeholders to identify factors that 
contribute to the true value of rail. These 
stakeholders included:
• KiwiRail
• Waka Kotahi
• Ministry of Transport (MOT)
• Treasury
• Auckland Transport
• Greater Wellington Regional Council 

(GWRC).

The original study calculated the total 
value of rail to be approximately $1.48b to 
$1.54b.

The calculation framework used by EY 
is purposely conservative, with only a 
small range of benefits quantified and 
calculations made using lower end 
estimates. 

Other benefits considered but not 
quantified included:
• connectivity - the ability to connect 

people to work, activities and other 
people

• land use and value uplifts – e.g., 
residential land in close proximity to 
train stations increases in value

• resilience - rail becomes more vital 
to the overall transport system when 
roads are disrupted.

The EY study reflects similar, publicly 
available reviews on the value of rail 
conducted overseas, including in 
Scotland, Australia and the wider UK. An 
update of the study is currently underway.

STRATEGIC PRIORITIES
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PROMOTE 
PUBLIC 
SAFETY

COLLABORATE 
WITH PUBLIC AND 
PRIVATE PARTNERS

KAITAKI 
(GUARDIAN) OF 
THE NETWORK 
CORRIDOR

INVEST IN A 
SUSTAINABLE 
FUTURE

OFFER 
WORLD-CLASS 
TOURISM 
SERVICES

LEVERAGE THE 
VALUE OF THE 
PROPERTY

OUTCOMES

PEOPLE
Innovative and productive culture where 
our people are engaged and return 
home safely each and every day.

FINANCIAL
Sustainable, long-term funding 
means we can confidently plan for 
the future and provide a resilient 
network for a better New Zealand.

ASSETS
Deliver reliable and sustainable 
services through smart utilisation 
of our assets.

SKILLS & KNOW-HOW
Utilise expert knowledge and 
industry-specific technology to 
meet challenges both expected 
and unexpected.

RELATIONSHIPS
Connect New Zealand and nurture 
partnerships for freight customers, 
commuters and tourists.

ENVIRONMENT
Support our customers to reduce 
their supply chain footprint, as every 
tonne of freight carried by rail is a 
70% emissions saving over road.

We recognise the impacts of our operations and embrace 
the role we can play in advancing the Sustainable 
Development Goals.
We will continue to support the delivery of these goals in line 
with our organisational strategy and business activities. 

SUSTAINABLE DEVELOPMENT GOALS

STRATEGIC PRIORITIES
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SUSTAINABILITY
KiwiRail plays a critical role in New 
Zealand’s transport system and in the 
health of the economy, our communities, 
and the environment. We operate 
throughout the country including cities, 
suburbs, rural areas, isolated landscapes, 
National Parks and the Cook Strait. We 
have a duty and desire to minimise the 
environmental impacts of our operations 
across these spaces and beyond. 

In New Zealand, the transport sector 
is the second biggest contributor to 
greenhouse gas emissions and in 2017 
it accounted for 19.7% of all emissions. 
While emissions from rail account for 
only a small portion of this total, it is 
imperative for KiwiRail to continue its 
focus on improving the energy intensity 
of our operations and to support New 
Zealand in meeting its climate change 
targets.

Rail has a natural advantage as an 
energy-efficient and low-carbon mode 
of transport, with every tonne of freight 
moved by rail producing 70% fewer 
carbon emissions compared with heavy 
road freight over the same distance. 

We measure our carbon emissions on 
an intensity basis for our rail freight 
operations and on an absolute basis for 
the organisation. In FY20, our carbon 
footprint for scope 1 and 2 emissions 
was 230,046 tonnes of CO2 equivalent (t 
CO2-e).  

Together, emissions from fuel used 
by our locomotives and ferries make 
up approximately 93% of our carbon 
footprint. The remaining 7% of KiwiRail’s 
footprint is emitted from across the 
business and includes emissions from: 

diesel used in forkhoists and generators; 
diesel and petrol used in our road 
vehicle fleet; electricity used for traction, 
signalling, and communications; as well 
as electricity and natural gas used by our 
facilities.

Achieving a low-emissions future is 
important to KiwiRail. Through our 
Sustainability Programme we have 
primarily focussed on activities that help 
to drive energy efficiency and carbon 
reduction across our operations. A key 
aspect of our Sustainability Programme 
is our close collaboration with the Energy 
Efficiency and Conservation Authority 
(EECA).

The Programme includes two carbon 
emissions reduction targets over the 
medium to long term. These are: 
• By 2030 – achieve a 30% reduction in 

carbon emissions below 2005 levels 
in line with the Paris Agreement 
(using FY12 as a proxy).

• By 2050 – achieve net zero carbon 
emissions in line with the Climate 
Change Response (Zero Carbon) 
Amendment Act.

KiwiRail has the potential to make the 
transition to a low-carbon business 
within several decades by smart asset 
planning and taking early action. While 
this transition will have cost implications, 
it will also bring about benefits and 
opportunities for the environment, 
society and the economy.

For example, the new diesel-electric 
hybrid Interisland ferries, which are 
expected to arrive in 2025, will make 
considerable use of batteries for 
manoeuvring and are being designed for 
alternatives to diesel to be adopted in the 

future. 

As well as the new ferries, progress 
towards a low-carbon future for KiwiRail 
will likely be dependent on: 

• Further network electrification 
where the economic and carbon 
case is clear (usually on intensively 
used routes).

• On less intensively used routes 
where electrification is not justified, 
a combination of battery and hybrid 
technologies should be phased in as 
rolling stock approaches scheduled 
replacement. This includes:

• Bi-mode locomotives – 
can operate on electrified 
network or diesel engine. 
Provide continuous journey 
along partially electrified 
routes without a change of 
locomotive and eliminates 
unnecessary diesel usage.

• Tri-mode locomotives – 
combination of bi-mode and 
hybrid technology in one 
trainset. Can run on electrified 
network, diesel engine, and 
battery power. 

• Continued focus on driving 
operational efficiency across energy 
consuming assets.

• Renewable energy generation.
KiwiRail continues to monitor 
developments in alternative fuels and 
their commercial viability. The use of 
hydrogen as a fuel source, for example, is 
still in its infancy internationally and it is 
expected to be some time before it would 
be technically/commercially viable for 
freight locomotives.

STRATEGIC PRIORITIES

Interislander ferry Aratere in the Marlborough Sounds.
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GOVERNANCE
With a large transformation programme 
ahead of us, including significant capital 
investment, strong governance will be 
required to ensure success. 

The KiwiRail Board of Directors is 
appointed by the Shareholding Ministers 
and is accountable to those Ministers for 
KiwiRail’s performance. The governance 
expectations of the Shareholding Ministers 
are communicated each year to the 
Board via the Letter of Expectations from 
Shareholding Ministers, and also set 
out in the Owner’s Expectation Manual, 
administered by The Treasury. 

The role of the Board is to guide the 
strategic direction of KiwiRail and to direct 
and oversee management. It does this by 
establishing objectives, setting strategies 
and monitoring performance, within 
the context of approved policy, risk and 
compliance frameworks. The Board has 
delegated the day-to-day management to 
the Group Chief Executive. 

Typically, the Board meets 11 times 
during the year as part of the regular 
meeting agenda. There are also 
four Board committees which meet 
throughout the year (Risk, Audit and 
Assurance; Capital; Health, Safety and 

Environment; and Governance and 
Remuneration). These are open to any 
Director to attend, and Directors who are 
not Committee members regularly attend 
these meetings.
The Capital Committee meets monthly 
and assists the Board with the 
prioritisation of capital expenditure, 
delivery and financial performance of 
capital expenditure programmes, and 
the assurance system over the capital 
expenditure programmes.
In addition, management level 
Programme Boards operate as 
programme level steering committees 
and provide oversight and advice 
for significant capital investment 
programmes. Some of these Boards 
include external members such as 
independent experts and government 
agency representatives. 
(See Appendix for details of KiwiRail’s 
Board and Executive team).

MONITORING AND REPORTING 
ARRANGEMENTS
KiwiRail’s performance as an SOE is 
monitored on behalf of Shareholding 
Ministers by Treasury’s Commercial 

Operations team. In addition, KiwiRail 
has monitoring and reporting 
arrangements in respect of Crown 
funding with:
• Ministry of Transport (MoT) – for 

funding from Vote Transport, 
including some PGF funded 
projects

• MBIE’s Provincial Development 
Unit – for PGF funded projects

• Treasury Commercial Operations – 
for some PGF funded projects, and 
the EF refurbishment project

• NZ Upgrade Programme Oversight 
Steering Group (Treasury, MOT, 
Infrastructure Commission) – for 
NZ Upgrade programme and the 
Main North Line Reinstatement 

• Waka Kotahi – for National Land 
Transport Fund (NLTF) funded 
projects.

We are working with agencies to 
streamline and enhance monitoring 
and reporting arrangements.

GOVERNANCE

KiwiRail Board visit to Hutt Workshops: KiwiRail Deputy Chair Sue McCormack and Chairman Brian Corban talking to KiwiRail 
apprentice Rosie Bass-Holland, and KiwiRail Group Chief Executive Greg Miller with two of our engineers.
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• 5 on the Southern Line - 171 trains a 
day for four of those crossings

• 8 on the Onehunga line - 67 trains a 
day. 

Current and expected growth in services 
on the Auckland rail network means 
that the amount of time barriers are 
down at level crossings will continue to 
increase (particularly with the opening 
of the CRL). This will increase delays to 
vehicles and risks as driver or pedestrian 
frustration could lead to unsafe crossing 
practices. Options include level crossing 
(road) closure; grade separation 
(road over rail or vice versa) or safety 
improvements. The plan would be to 
target those crossings with the highest 
delays and risk where grade separation or 
crossing closure are viable options.

PROPERTY
KiwiRail has a significant portfolio of 
property throughout New Zealand.

This comprises both operational 
property, such as mechanical and 
engineering facilities, as well as 
commercial buildings.

The financial challenges faced by KiwiRail 

over our 12-year history mean many 
of our buildings have suff ered from 
deferred maintenance or are aff ected 
by legacy issues including asbestos, site 
contamination and seismic risk.

Our approach is to prioritise urgent 
remedial work through our annual 
capital renewal programme however, 
this is currently an insuff icient funding 
source for the range of work that could be 
undertaken.

This means there is a range of property-
related opportunities that we could 
potentially pursue, from upgrade projects 
to development-related partnerships.

We have identified some opportunities 
that could function as shovel ready 
projects and contribute to local economic 
stimulus, including projects suitable for 
smaller business operators/tradespeople.

AUCKLAND METRO NETWORK
In addition to the significant NZ Upgrade 
Programme funded work already 
underway on the Auckland metropolitan 
rail network, we’re also working closely 
with the Auckland Transport Alignment 
Programme (ATAP) to identify further 

opportunities to enhance the network 
and to support future growth.

For example, in future a fourth line will be 
required to meet an expected increase in 
demand.

We welcome discussion on this and other 
potential projects aimed at growing the 
capacity of the rail network to support 
growth in our largest city.

WELLINGTON METRO NETWORK
As with the Auckland metropolitan 
network upgrade, a range of work 
is currently being carried out on 
Wellington’s metropolitan network.

Further opportunities have been 
identified to enhance safety and support 
growth on the Wellington network, 
including installing Automated Train 
Protection (ATP).

This technology, which is standard 
on metropolitan networks worldwide 
and has already been installed on the 
Auckland network, means an automated 
braking function is triggered on trains to 
prevent them coming into contact with 
other trains that may be in close vicinity.

POTENTIAL FUTURE INVESTMENTS

Level crossing on the Auckland Metro Network.



22      |      KIWIRAIL  —  BRIEFING TO INCOMING MINISTERS NOVEMBER  2020

KIWIRAIL BOARD OF DIRECTORS

KIWIRAIL BOARD OF DIRECTORS



KIWIRAIL  —  BRIEFING TO INCOMING MINISTERS NOVEMBER  2020      |      23

KIWIRAIL BOARD OF DIRECTORS

Brian Corban
Chair
Brian Corban was appointed to the 
KiwiRail Board as Deputy Chair in July 
2018, and as Chair in July 2019. Brian is 
an Auckland-based company director 
and lawyer (now retired from legal 
practice). His experience includes Chair 
of Genesis for 10 years, Chair of Radio 
New Zealand Ltd, and the Foundation 
Chair of Television New Zealand Ltd. He 
has previously served as Deputy Chair 
of NZ Railways Corporation/KiwiRail in 
2008. He is also Chair of the Melanesian 
Trust Board, and a director of a number of 
private companies and a trustee of various 
community trusts. He is a former Chair of 
Auckland City Mission and former member 
of the Waitangi Tribunal.

Sue McCormack
Deputy Chair
Sue practised as a corporate commercial 
lawyer for 35 years before retiring from 
partnership in 2019. She is Chancellor of 
the University of Canterbury, a member 
of the Canterbury Earthquakes Insurance 
Tribunal, and has previously been a 
director of the Lyttelton Port Company 
Limited, the New Zealand Symphony 
Orchestra and the Public Trust.

Noel Coom
Director
Noel has more than 45 years diverse 
experience in the international shipping 
and rail sectors having held senior 
management positions in New Zealand, 
the United States, and in Australia. Noel 
was formerly NZ Chair of the International 
Container Lines Committee (ICLC).

Hazel Armstrong
Director
Hazel is a lawyer specialising in ACC, 
health and safety, employment law and 
professional ethics. She sits on the NZ Law 
Society ACC Committee. 
She has undertaken inquiries on behalf 
of government and organisations and in 
2014 was part of a three-person inquiry 
into safety in the forestry sector. She 
has worked with KiwiRail and the Rail 
and Maritime Transport Union on safety 
related issues including the Otira and 
Kaimai tunnels, locomotive engineer 
health and supporting KiwiRail health and 
safety action teams. 
She is a director of Community Law and 
has previously been a director of the Civil 
Aviation Authority.

Fiona Mules
Director
Fiona commenced her career as an 
investment banker. After more than a 
decade in the private sector, she was 
brought in by the New Zealand Treasury 
to help establish a Public-Private-
Partnership programme in New Zealand. 
Fiona was responsible for building and 
leading a centre of PPP expertise and 
leading the structuring, negotiation 
and execution of the catalyst PPP 
transactions. Since leaving the Treasury, 
Fiona has pursued a governance career. 
She is a director of Lyttelton Port 
Company, a director of the Reserve Bank 
and continues to remain involved in 
large scale infrastructure financing and 
procurement in a consulting role.

Rachel Pinn
Director
Rachel is the director of her own 
transport consultancy business. She 
brings significant local and central 
government experience in strategic 
transport planning, passenger transport 
and procurement. Rachel has board 
experience in both central government 
and the not-for-profit sector.
Rachel is the Chairperson of the Tauranga 
Budget Advisory Service and a member 
of the Bay of Plenty Department of 
Conservation Board and Tauranga City 
Council’s Heart of the City technical 
advisory group. Rachel is a full member 
of the New Zealand Planning Institute 
and has a master’s degree in transport 
studies.

Mike Williams
Director
Mike is CEO of the New Zealand Howard 
League, a long-established penal reform 
charity dedicated to prisoner education, 
reducing reoffending, and assisting with 
positive reintegration into communities. 
A former New Zealand Labour Party 
President, Mike was previously a 
director of Genesis Energy, NZ Transport 
Agency, GNS Science, Auckland Regional 
Transport Authority, Auckland Transport 
and Ontrack. 
He established two companies - Insight 
Research (now UMR), a market research 
company and Insight Data, which 
specialised in data management software 
and marketing.

Maxine Moana-Tuwhangai
Director
Maxine was appointed to the KiwiRail 
Board in March 2020. She is a Fellow of 
Chartered Accountants Australia and 
New Zealand, and a Member of the New 
Zealand Order of Merit. She is a Trustee of 
Te Aho o Te Kura Pounamu, The Duke of 
Edinburgh’s International Award Aotearoa 
New Zealand, and a director of Raukura 
Hauora o Tainui.  She is a past Chairman 
of Te Kauhanganui o Waikato and past 
member of the New Zealand Maritime 
Authority.

Bruce Wattie
Director
Bruce was appointed to the KiwiRail Board 
in March 2020. He was a partner with PwC 
for 25 years and continues to provide a 
diverse range of commercial and financial 
advice to both the private and public 
sectors. Bruce is a director of the New 
Zealand Institute of Economic Research. 
Bruce’s technical specialisations include 
large-scale infrastructure procurement 
processes, infrastructure financing, capital 
structuring, economic regulation, business 
and share valuations, and cost of capital. 
Bruce is a Chartered Accountant 
and holds a Bachelor of Commerce 
and Administration in Economics 
and Accounting and completed the 
International Business Programme at 
Harvard Business School.
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Greg Miller
Group Chief Executive Officer
Greg was appointed Chair of the KiwiRail 
Board and Chair of The New Zealand 
Railways Corporation Board in November 
2018, after a 32-year career in supply chain 
logistics. In May 2019, he became Group 
CEO. Previously Managing Director and 
Chief Executive of Toll, he led large global 
supply chain strategies and established 
businesses across Asia, USA, Australia and 
the Pacific. He has significant experience 
in business transformation acquisition and 
divestment, was previously a director and 
managing director of Tranz Rail subsidiary 
Tranzlink International and was a senior 
executive of the Mainfreight Group. Greg 
fostered the Maori transport network Te 
Kupenga Mahi and held roles as the Kahui 
Ariki representative of the Maori King 
and Chair of the Waikato Tainui Tribal 
Parliament. He holds several directorships 
and is a Fellow of the Chartered Institute 
of Transport and Logistics. Greg is of 
Nga Puhi/Ngai Te Rangi/Rongowhakaata 
descent.

Todd Moyle
Chief Operating Officer/Deputy Chief 
Executive Officer
Todd oversees all operational parts 
of the business. Prior to taking on his 
current roles, he led KiwiRail’s network 
of track, bridges and tunnels, along with 
the company’s engineering function. A 
qualified and experienced engineer, Todd 
joined KiwiRail in 2007 and has more 
than 15 years in the construction and 
operation of rail networks in New Zealand 
and the UK. He has worked with London 
Underground, and in New Zealand’s pulp 
and paper sector.

David Gordon
Group Chief Operating Officer – Capital 
Projects and Asset Development
David oversees KiwiRail’s strategic 
capital projects. David joined KiwiRail 
in 2007 when he began working on the 
Wellington Regional Rail Programme 
as Project Director. More recently, 
David held the roles of GGM Asset 
Management and Investment, and GM 
Network Performance. Before joining 
KiwiRail, he worked as a consultant in 
transport infrastructure, was Planning 
and Development head for Wellington 
International Airport and a Senior 
Manager at Ernst and Young.

Usman Pervaiz
Group General Manager Innovation and 
Strategic Growth
Usman oversees Strategy, Tourism, 
Property and Sustainability for KiwiRail. 
Usman has been in senior commercial 

delivery, innovation, partnerships and 
corporate strategy roles since 2008. He 
is a professional engineer with more 
than 18 years of experience, and has 
qualifications in civil engineering, 
environmental engineering, sustainable 
development and and MBA. Usman has 
business experience in Asia, Australia and 
New Zealand and has previously worked 
with EnergyAustralia, Downer, Jacobs and 
Parsons Brinckerhoff. 

Rod Lay
Group Chief Financial Officer 
Rod is responsible for all KiwiRail’s 
accounting and finance operations. Rod 
is an experienced financial executive and 
leader in both professional accounting 
and industry environments. He has 
spent almost 20 years in senior financial 
leadership roles working in the network 
transport and logistics industry, having 
worked at both Tranz Rail and Toll New 
Zealand. Rod is a chartered accountant 
with CAANZ and joined the KiwiRail 
executive team in August 2019.

Helen Rogers
Group General Manager Government 
Relations - Policy & Funding
Helen leads KiwiRail’s collaboration 
with government agencies on transport 
policy, funding and investment.  She 
joined KiwiRail in 2014, and has over 20 
years’ experience leading finance, funding 
and strategy teams. As a Chartered 
Accountant, Helen has worked across a 
range of local and central government 
agencies. Prior to KiwiRail, Helen was a 
consultant leading finance transformation 
programmes in the public sector after 
several years as Financial Controller for 
Wellington City Council.

Andrew Norton
Group General Manager Human 
Resources
Andrew Norton is an experienced leader 
at the highest levels of public and 
commercial organisations. Andrew has 
previously held senior and executive 
roles with Public Service Association  
NZ, Auckland District Health Board 
and, was Executive General Manager 
Human Resources for Downer in 
Australia. Andrew has an in-depth 
understanding of industrial relations, 
strong engagement skills and experience 
in developing executive leadership in large 
organisations.

Alastair Cumming
Group General Manager for Zero Harm
Alastair is currently the Group General 
Manager for Zero Harm and has been 
with KiwiRail more than 30 years. He has 

extensive experience across all parts of the 
organisation both at an operational and 
delivery level. Alastair has added to his rail 
knowledge with a Post-Graduate Diploma 
in Rail Safety and is completing a Masters 
in Transport Safety Management.

Garry Collings
Group Chief Information Officer
Garry is passionate about delivering 
better business outcomes and improved 
customer experience through technology. 
He is a strong advocate of ICT working 
collaboratively with business teams to 
streamline internal operations through 
systems and platforms. He and his 
team select and implement the most 
appropriate technology for KiwiRail’s 
needs. Garry brings to KiwiRail 24 years of 
CIO and general management operational 
experience at Mondiale, Toll, Tranz Rail 
and Mainfreight.

Jonathon Earl
Group General Counsel
Jonathon has led KiwiRail’s legal 
team since 2015, overseeing legal and 
regulatory matters across the KiwiRail 
group, and providing company secretarial 
support to the KiwiRail Board. He has 
more than 17 years’ experience practising 
law in private practice and in-house roles. 
He has previously worked as a corporate 
lawyer in major law firms in New Zealand 
and London. After returning to New 
Zealand, he has worked in-house in the 
transport, infrastructure and construction 
sectors.

Joanne Black
Group General Manager 
Communications
Joanne leads KiwiRail’s communications 
team which deals with internal and 
external communications, government 
relations and community stakeholder 
engagement.  She re-joined KiwiRail in 
2020, having previously held the role of 
communications manager in 2015/16. 
Joanne has an extensive background 
in journalism and was for many years 
a reporter in the Parliamentary press 
gallery before working as a Beehive press 
secretary from 2012-2015.  

KIWIRAIL EXECUTIVE TEAM




