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EXECUTIVE SUMMARY 

In accordance with the lease, this document presents the Annual Condition Report for NSW Lease 
Assets.  This 21st report covers the period July 2025 to June 2026.  September 2004 being the 
commencement of the lease. This report also includes the Inland Route (2011) and the Sydney 
Freight Metropolitan Network (2012). 

 

MATERIAL CHANGES IN CONDITION 

There have been no adverse changes in the general condition of the land, the infrastructure and the 
ARTC infrastructure during the period covered by this annual condition report. 

ARTC has conducted periodic asbestos audits of buildings/structures identified as containing 
asbestos. A review of sites across the network has been completed by an independent consultant 
who has provided ARTC with updated reports for each site containing asbestos. The updated reports 
have assisted ARTC in prioritising remediation works. A plan to remediate high priority sites is 
established and maintained in conjunction with TfNSW. 

 

PERFORMANCE AGAINST KPI’S  

Total Transit Time Delay, by KPI region, by month (Schedule 7, Cl 2.2(a)) 

The annual limit was achieved in 6 of the 15 KPI Network categories after adjustments for Force 
Majeure events were applied. On the North Coast, the annual limit was achieved across all train 
categories. 

Force majeure events during 2025/26 that resulted in temporary speed restrictions included flooding, 
derailments, overbridge strike and platform strike. 

In the South and West regions, the annual limits were exceeded across all train categories 
throughout 2025/26 despite the application of Force Majeure adjustments. While TSR performance 
improved across all South train categories compared with 2024/25, the annual limits were not 
achieved. Exceedances in both corridors were primarily attributable to track geometry and rail 
condition defects. 

In the Hunter Valley, the average temporary speed restrictions performance for the XPT train 
category exceeded the annual limit in 2025/26. However, TSR performance improved across all 
Hunter Valley train categories compared with 2024/25. It should also be noted that the Hunter Valley 
annual limits were established using historical data from a period of comparatively low traffic 
volumes. Coal traffic has increased significantly since 2004; however, the annual limits have not 
been revised to reflect the resulting increase in network utilisation. 

ARTC continues to implement initiatives to reduce TSRs and network delays, including significant 
investment through the Network Investment Program (FY2025-30) in the South corridor and targeted 
ballast improvement and track resurfacing works across the Western corridors during 2026/27. 

 

Five-Year Rolling Average of Total Transit Time Delay (Schedule 7, Cl 2.2(b)) 

The limits for the Five-Year Rolling Average of Total Transit Time Delay were achieved in 5 of the 
15 KPI categories after adjustments for Force Majeure events were applied, including all North Coast 
train categories and the West Freight category. 

Force Majeure events during 2025/26 that resulted in temporary speed restrictions included damage 
from flooding, derailments, overbridge strikes and platform strikes. 

While the Hunter Valley and South did not achieve their Five-Year Rolling Average limits, annual 
transit time delay performance improved across all train categories compared with 2024/25, with the 
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Hunter Valley recording its best result of the five-year reporting period. Hunter Valley performance 
should also be considered in the context of limits established using historical data that predates the 
significant growth in coal traffic volumes since 2004. 

In contrast, performance in the West deteriorated during 2025/26, contributing to the exceedance of 
the Five-Year Rolling Average limits in the Super Freight and XPT categories. ARTC continues to 
implement targeted network improvement initiatives aimed at reducing temporary speed restrictions 
and improving transit time performance across the network. 

 

Track Geometry (Schedule 7, Cl 2.2(c)) 

The Annual Limits for Geometry measures for Top, Twist, Line and Gauge were achieved; calculated 
as per Schedule 7, section 4.1 and 4.2. 

The Five-Year Rolling Average of the Track Geometry measures was met in all categories.  

 

Three-Year Rolling Average of Large Rail Defects (Schedule 7, Cl 2.2(d)) 

The Three-Year Rolling Average for Large Rail Defects was 71, compared with the limit of 48.86, 
calculated in accordance with Schedule 7, section 11.4. While the limit was not achieved, the result 
is not considered indicative of an unexplained or uncontrolled trend. Further information is provided 
in the report. 

 

New Sleepers on KPI Network, excluding the Hunter Valley (Schedule 7, Cl 2.2(e)) 

A total of 11,560 sleepers (Timber – 0; Steel – 11,175; Concrete – 385 and Other - 0) were installed 
during the reporting period.  The Network including the sleepers replaced, now consists of Timber 
3.2%, Steel 13.5%, Concrete 83.3% and Other 0.02%. 

 

Bridges (Schedule 7, Cl 2.2(f)) 

During the reporting period, one nominated bridge was replaced. The Chilcotts Creek Underbridge 
(44 metres), previously comprising steel girders with concrete piers and abutments, was replaced 
with a concrete ballast-top structure. 

 

Signals (Schedule 7, Cl 2.2(g)) 

The total number of signal failures on the KPI network for each month has been provided. 

 

Percentage of Healthy Trains Achieving On-Time Exit, by month (Schedule 7, Cl 2.2(h)) 

As required by clause 5.2, ARTC has measured the performance of services on the ARTC network 
(including the NSW Lease network).  

The measurement of ARTC’s service reliability has been calculated to reflect - 

• The full journey performance of all services travelling on any part of the NSW Lease network. 

Previous reports included CRN performance. This will no longer be reported as ARTC does not 
capture CRN performance data. 

The YTD Monthly Average % of Healthy Services Achieving On-time Exit (July 2025 – June 2026) 
is: 

• 91.7% against a Service Reliability limit of 90.0%.  As above, the limit is calculated as per lease 

schedule 7.3 (a) ‘Service Reliability Limit’. 
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Maximum allowable speed and axle load combinations applying to the KPI Network 
(Schedule 7, Cl 2.2(i)) 

Since the commencement of the Lease there has been no reduction in the maximum allowable 
speed and axle load combinations on the KPI network. 

 

Permitted Permanent Speed Restrictions (Schedule 7, Cl 2.2(j)) 

Permanent speed restriction changes were issued between July 2025 and June 2026 and have been 
provided. 

 

REGISTER OF ARTC INFRASTRUCTURE  

Building Works 

During the reporting period, a total of $5,083,667 of Building Works was completed. 

 

INFRASTRUCTURE INVESTMENT PROGRAMME AND MAJOR 
WORKS  

A total of $554.1M was invested on the Major Works Investment Program during the reporting period. 

A total of $362.1M has been invested in Corridor Works (including MPM, Corridor Capital Works and 
RCRM) during the reporting period. 

Since take up in September 2004, ARTC has invested a total of $14.3B in Major Works, Corridor 
MPM and Capital Works. 

 

MAJOR WORKS INVESTMENT – SINCE LEASE 
COMMENCEMENT  

 

 

 

 

 



 

 2025/2026 NSW Lease Annual Condition Report 4 
 

1. MATERIAL CHANGES IN CONDITION 

There have been no adverse changes in the general condition of the land, the infrastructure and the 
ARTC infrastructure during the period covered by this annual condition report. 

ARTC has conducted periodic asbestos audits of buildings/structures identified as containing 
asbestos. A review of sites across the network has been completed by an independent consultant 
who has provided ARTC with updated reports for each site containing asbestos. The updated reports 
have assisted ARTC in prioritising remediation works. A plan to remediate high priority sites is 
established and maintained in conjunction with TfNSW. 

 

2. PERFORMANCE AGAINST KPI’S 

2.1. TOTAL TRANSIT TIME DELAY 

2.1.1. TOTAL TRANSIT TIME DELAY BY KPI REGION, BY MONTH 

This section deals with transit time reporting as required under Schedule 7, section 2.2(a) of the 
lease.  The information has been presented in two tables.  The first table includes all Temporary 
Speed Restrictions.  The second table excludes abnormal events identified as Force Majeure as 
defined in Schedule 7 Clause 1.2(k). 

 

Table 1: Including Force Majeure Events 

 

 

 

 



 

 2025/2026 NSW Lease Annual Condition Report 5 
 

Table 2: Excluding Force Majeure Events 

 

*   Annual Limit as agreed between ARTC and RIC after the first three years of the term. 

 

The annual limit was met in 6 of the 15 categories for the KPI Network after adjustments for Force 
Majeure events were applied. The annual limit for the North Coast was met in all train categories. 

Force Majeure events that occurred in 2025/26 and resulted in temporary speed restrictions (TSRs) 
were due to damage from flooding, derailments, overbridge strikes and platform strikes. 

In the Hunter Valley, the average TSR performance for the XPT train category exceeded the annual 
limit for 2025/26, primarily due to track geometry and rail-related TSRs. Notwithstanding this result, 
TSR performance in all Hunter Valley train categories showed improvement compared with 24/25. 
The annual limits for the Hunter Valley were established using data sets that were at a historical low. 
Since 2004, coal traffic volumes have increased significantly; however, the limits have not been 
revised to reflect this growth. 

The annual limits for all train categories in both the South and West were exceeded during 2025/26. 
While performance in the South improved across all train categories since 2023/24, TSR levels 
remained above the annual limits. The majority of TSRs in both corridors throughout the year were 
attributable to track geometry and rail condition defects. 

ARTC continues to progress the Network Investment Program (FY25/30 period), which includes 
significant capital investment across the South corridor. The program aims to improve track 
condition, reduce TSRs and network delays, and implement bi-directional signalling at priority 
locations to improve operational efficiency. 

In the West, ARTC has commenced a targeted program of ballast depth improvement through 
sledding, together with high-production resurfacing supported by mechanised ballasting. This 
program commenced in March 2026 and will continue as part of the Annual Works Plan into 2026/27. 
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Gap to Moree 

The average performance for 2025/26 for all categories achieved the annual limits for the Gap to 
Moree section. 

 

Table 1: Including Force Majeure Events 

 

 

Table 2: Excluding Force Majeure Events 

 

 

 

Sydney Freight Network 

The table below provides the total transit time delay for the Sydney Freight Network (Excluding Force 
Majeure Events). 

 

Table: Excluding Force Majeure Events 
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2.1.2. FIVE-YEAR ROLLING AVERAGE OF TOTAL TRANSIT TIME DELAY 

 

Table 1: Including Force Majeure Events 
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Table 2: Excluding Force Majeure Events 

 

*   Five-Year Limit as agreed between ARTC and RIC after the first three years of the term. 

The Five-Year Rolling Average for Total Transit Time Delay was met in 5 of the 15 categories after 
adjustments for Force Majeure events were applied. Force Majeure events that occurred in 
2025/2026 and resulted in temporary speed restrictions (TSRs) were due to damage from flooding, 
derailments, overbridge strikes and platform strikes. 

The Five-Year Rolling Average limits were achieved for all train categories on the North Coast and 
for Freight in the West. The limits were not met for any train category in the Hunter Valley or the 
South, after adjustments had been applied. 

Although the limits were not achieved in the Hunter Valley, annual TSR performance improved 
across all train categories in 2025/26, recording the lowest annual average results of the five-year 
reporting period. The Five-Year limits were established using a historically low data set and have not 
been revised to reflect the significant growth in coal traffic volumes since 2004. 

Performance in the South also improved across all train categories for 2025/26 compared with 
2024/25, recording the strongest results since 2023/24. However, the improvements were 
insufficient to reduce the Five-Year Rolling Average below the prescribed limits. In contrast, 
performance in the West deteriorated during 2025/26, with increased annual average transit time 
delay contributing to the exceedance of the Five-Year Rolling Average limits in the Super Freight 
and XPT categories.  

The strategies being implemented by ARTC to address performance in the South and West corridors 
are outlined on page 5 of this report. The performance outcomes for the Annual Limits and Five-
Year Rolling Average Total Transit Time Delay measures are broadly consistent across these 
corridors, reflecting the ongoing influence of temporary speed restrictions and underlying asset 
condition issues. 
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2.2. TRACK GEOMETRY 

2.2.1. GEOMETRY VALUES 

The Annual Limits for all geometry measures were achieved. 
 

Table 1: South 

 

Table 2: North Coast 

 

Table 3: West 

 

Table 4: Inland Route 

 

  *    Annual Limit as requested in 06/07 report addendum. 

Table 5: Sydney Freight Network 
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2.2.2. FIVE-YEAR ROLLING AVERAGE FOR EACH TOP VALUE, LINE VALUE, 
TWIST VALUE, AND GAUGE VALUE 

The Five-Year Rolling Average Track Geometry limit was met in all categories. 

 

Table 1: South 

 

Table 2: North Coast 

 

Table 3: West 

 

Table 4: Inland Route 

 

  *    5 Year Limit as requested in 06/07 report addendum. 
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2.2.3. TRENDING GRAPHS 

The trending graphs consist of all geometry readings taken for a KPI region up to 30 June 2026. A 
rising slope in the graph shows an improvement in track geometry. 

 

Table 1: South (July 2025 to June 2026) 
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Table 2: North Coast (July 2025 to June 2026) 
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Table 3: West (July 2025 to June 2026) 
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Table 4: Inland Route (July 2025 to June 2026) 
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2.3. THREE-YEAR ROLLING AVERAGE OF LARGE RAIL 
DEFECTS  

2.3.1. LARGE RAIL DEFECTS 

Shown below is the Three-Year Rolling Average of Large Rail Defects occurring on the four KPI 
regions. Results include non-Vertical and Vertical Split Head defects for all years. 

 

 

 

The Three-Year Rolling Average of large rail defects was 71.0 in 2025/26, exceeding the limit of 
48.86. However, the result does not indicate an unexplained or uncontrolled trend, with annual large 
rail defects continuing to decline from 83 in 2023/24 to 56 in 2025/26. This improvement was largely 
driven by a reduction in defects in the South and North corridors. The increased detection of rail 
defects is partly attributable to enhanced ultrasonic inspection capability introduced in recent years, 
which has improved defect identification and sizing accuracy across the network. 

ARTC continues to implement targeted asset renewal and maintenance programs, including 
accelerated rerailing, rail grinding and track geometry improvement works. These initiatives are 
expected to reduce the prevalence of rail defects over time through the replacement of lower-quality 
aged 53kg/m rail steel with modern 60kg/m rail, while also improving overall track condition. 
Together, these measures are intended to reduce the risk of defects developing to a large size or 
progressing to broken rails. Delivery of these initiatives remains subject to budget approval, supply 
chain capacity, resource availability, and coordination across the broader ARTC National Network. 
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2.4. CUMULATIVE NUMBER OF SLEEPERS REPLACED  

2.4.1. NEW SLEEPERS INSTALLED ON THE FOUR REGIONS OF THE KPI 
NETWORK EXCLUDING THE HUNTER VALLEY (SCHEDULE 7, CL 2.2(E)) 

 

 

 

The concrete sleeper number for 23/24 have been revised to include numbers not yet available at time of reporting for the last report.  

 

2.4.2. SLEEPER TYPE ON THE FOUR REGIONS OF THE KPI NETWORK ON THE 
LAST DAY OF THE ACR PERIOD (INCLUDING SLEEPERS REPLACED 
DURING THE REPORTING PERIOD) 

 

The table above was revised in 2012/13 to include the sleeper numbers for the Gap to North Star line. 

 

The sleeper numbers from 14/15 include the Sydney Freight Network. 

The concrete sleeper number for 23/24 have been revised to include numbers not yet available at time of reporting for the last report.  
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2.5. BRIDGES 

2.5.1. LENGTH OF BRIDGES REPLACED DURING ANNUAL CONDITION 
REPORTING PERIOD 

One nominated bridge has been replaced during the reporting period. The Chilcotts Creek 
underbridge (44 meters) was a Steel Girder with Concrete Piers and Abutments bridge, replaced 
with Concrete Ballast top structures.  

 

2.5.2. PERCENTAGE OF BRIDGES FOR WHICH REPAIR WORK WARRANTS A 
TEMPORARY SPEED RESTRICTION, OR A REDUCTION IN PERMITTED 
AXLE LOAD ON THE LAST DAY OF THE ACR PERIOD 

 

8 Temporary Speed Restrictions applied across 8 bridges. This is below the Bridge Limit of 20.  

The Temporary Speed Restrictions have not been lifted at the time this report is prepared. 

Table: Number of Speed Restricted Bridges 

 

 

2.5.3. BRIDGE TYPE ON THE ENTIRE KPI NETWORK ON THE LAST DAY OF THE 
ACR PERIOD 

 

Table: Summary of KPI Network Bridge Types 

 

 



 

 2025/2026 NSW Lease Annual Condition Report 18 
 

2.6. SIGNAL FAILURES, BY MONTH  

2.6.1. TOTAL SIGNAL FAILURES PER MONTH FOR THE KPI NETWORK 
(EXCLUDING LEVEL CROSSINGS) 
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* The numbers from 15/16 onwards are for the North, South, West and Inland Route KPI Region. 
The Hunter Valley region has been excluded. Numbers for 04/05-14/15 included the Hunter Valley 
region. 
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2.7. PERCENTAGE OF HEALTHY TRAINS ACHIEVING ON-
TIME EXIT, ON THE KPI NETWORK, BY MONTH  

2.7.1. SCOPE OF MEASURED SERVICES (5.1) 

– Application of this clause 5 will be to all Trains that are contracted to a scheduled train path, and 
which pass across a part of the KPI Network. 

All scheduled ARTC services which pass across a part of the KPI Network, (i.e. the South, 
West, Inland route and North Coast regions) have been included in the report. 

– Trains contracted to a scheduled train path are those that have a network entry and exit location 
and time specified in an Access Agreement. 

ARTC contracted scheduled services that have a network entry/exit location and time 
specified have been included in the report 

– Trains operating under cyclic arrangements such as those carrying coal are not subject to the 
application of this measure. 

The cyclical services referred to in clause 5.1(c) have not been excluded from the 
measurement. 

2.7.2. MEASUREMENT AND CALCULATION (5.2) 

– (a) For each month, ARTC will, in accordance with clause 5.2(b), identify Trains as a Healthy 
Train or otherwise and Healthy Trains as achieving On-Time exit or otherwise.  ARTC will 
calculate Percentage of Healthy Trains Achieving On-Time Exit in accordance with clause 5.2(f) 
of this Schedule 7. 

Number of Healthy Trains achieving On-Time Exit is shown in Graph 1. 

– A "Healthy Train" means a Train that, having regard to the Daily Train Plan applicable on the 
day: 

– presents to the ARTC network On Time, is configured to operate to its schedule and 
operates in a way that it remains able to maintain its schedule; 
  or 

– is running late only due to causes within the ARTC network but only where the root cause is 
not due to:  
  any act or omission of an Access Purchaser; or 
  any defect, breakdown or other failure of any Train or Rolling Stock; or 
  is running On Time, regardless of previous delays. 

– The services measured meet the criteria of a Healthy Train service as per clause 5.2 (b). 

– "On Time" means scheduled time at a location including a fifteen-minute tolerance. 

On-time performance for all services measured is in accordance with the definition of ‘On-
time’. 

– Measurement will be undertaken using ARTC's access management system. 

The services measured have been calculated using ARTC's access management system. 

– The identification of a Train as a Healthy Train or otherwise, and the identification of a Healthy 
Train as achieving On-Time Exit will be made having regard to performance with respect to a 
scheduled train path as it exists over the whole of the ARTC network, including that subject to this 
Deed.  As such, exit performance of a Train will be measured at the location where the Train exits 
the ARTC network, including that subject to this Deed. 

– As defined by clause 5.2 (e), ARTC has measured the performance of services on the ARTC 
network (incl the NSW Lease network). 
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– For example, a Sydney – Melbourne service is considered to exit the ARTC Network at Dynon 
and conversely will enter the ARTC Network at Dynon for Melbourne – Sydney services. 

– Graph 1 illustrates the KPI performance for July 2025 – June 2026. 

– (b) “Percentage of Healthy Trains Achieving On-Time Exit” for a month will be calculated as: 

Number of Healthy Trains achieving On-Time Exit for a month x 100 

Number of Healthy Trains for a month  

The % of Healthy Services achieving On-time Exit has been calculated in line with the above 
formula 

– The parties acknowledge that definition of Healthy Train in this clause 5 is intended to be 
consistent with the definition of Healthy Train as contemplated in Access Agreements.   If there 
is a material change in the definition of Healthy Train as contemplated in Access Agreements, 
ARTC and the Lessor will review the definition of Healthy Train in this clause 5. 

There has been no change to the definition of a Healthy Service as contemplated in clause 
5 of the Access Agreement. 

 

– The CityRail Southern Highlands passenger services have been included in the On-time Exit of 
healthy services calculation since December 2005. 

 

Graph 1: All Healthy Services with an On-time Exit 

 

 

The monthly average Service Reliability for 2025/26 was 91.7%, exceeding the applicable Service 
Reliability Limit of 90%. Service Reliability remained largely unchanged from 2024/25, when the 
monthly average was 91.9%, demonstrating continued performance above the lease requirement. 

In accordance with Schedule 7.3(b) of the Lease, the Service Reliability Limit is defined as the 
monthly average Percentage of Healthy Trains Achieving On-Time Exit for the year ending 12 
months after lease commencement (September 2004 to August 2005 – 94%) or 90%, whichever is 
the lesser. Accordingly, the applicable Service Reliability Limit is 90%. 
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2.8. MAXIMUM ALLOWABLE SPEED AND AXLE LOAD 
COMBINATION APPLYING ON THE KPI NETWORK  

As per lease schedule 7 clause 2.1 (d) (ii), the maximum allowable speed and axle load combinations 
applying from five years after the commencement date of the Lease to be not less than Track 
Capability Limit. 

The table below describes the maximum allowable speed and axle load combination on the KPI 
network as at the final business day of the reporting period. 

 

Since the commencement of the Lease there has been no reduction in the maximum allowable 
speed and axle load combinations on the KPI network. 
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2.9. PERMITTED PERMANENT SPEED RESTRICTIONS 

 

Amendments made to the permanent speed restriction between Macarthur and Albury.  
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Amendments made to the permanent speed restriction between Acacia Ridge and Maitland. 

 

 

 

 

Amendments made to the permanent speed restriction between Goobang Junction and Broken Hill 
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3. REGISTER OF ARTC INFRASTRUCTURE 

3.1. BUILDING WORKS ADDED TO ASSETS REGISTER 
DURING 2025/26 
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4. INFRASTRUCTURE INVESTMENT 
PROGRAM - MAJOR WORKS 

4.1. MAJOR WORKS INVESTMENT PROGRAM 

 

 

 

 

4.2. CORRIDOR WORKS SUMMARY 
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4.3. MAJOR WORKS UNDERWAY - INDICATIVE CASH FLOW 

 

Table 1: PBRL - Duplication & Cab Loop 

 

 

Table 2: NIP – Network Investment Program 

 

 

Table 3: FEDLX - Federal/State Level Crossing Upgrades 

 

 

4.4. MAJOR WORKS INVESTMENT – SINCE LEASE 
COMMENCEMENT 

 

 


