Project Management
LCBB5005







Assessment 2

Dr Molly Jack 







Lilija Tconeva
2029799












Term 2
January 2023
Table of Contents


1. Introduction								4

2. Crossrail LTD Project							4

3. Reasons for schedule slipping and cost increasing		6

4. Value for money								6

5. Conclusion								9

6. Recommendations							10

References 									12

References (Figures)							14































List of Figures



	FIGURE NUMBER
	DESCRIPTION
	PAGE NUMBER

	1
	Tunnel alignment of new CLRL
	5

	2
	Tottenham Court Road Station
	5

	3
	Crossrail 2
	8

	4
	Crossrail 3 aka Thameslink 2
	9











































1. Introduction 

Elizabeth Line formerly known as Crossrail project opened on 24th of May 2022 as three separate railways in the west, east and through central London. Nine new stations were added to the TFL Rail Network and rebranded to Elizabeth Line, connecting Shenfield to Heathrow and Abbey Wood to Heathrow and Reading. (GZ, 2022)
Elizabeth Line is an alignment of over 100 km, 41 stations with high- frequency and high- speed trains. It connects with other major railways and supports new journeys through central London out to Essex, Buchinghamshire and Berkshire. (Crossrail, 2023) The project estimate of £14.8bn ballooned to £19bn including the loss of revenue from three and a half years with no fares but paying drivers’ salaries. Ultimately, it took 13 years of construction, 4 billion over budget, 42km new tunnels, 10 new stations and 10 000 workers to build the Elizabeth Line. It increases train capacity by 10% and can carry 200m passenger per year. (Low, 2022)
Although Elizabeth Line has a great historical importance and helps the city recover from the pandemic, there were a few shortcomings, uncertainties and setbacks in the initial project plan involving the final results.  This essay provides an opinion and justification on the success or failure of the project as well as recommendations for similar projects. 

2. Crossrail LTD Project
Elizabeth Line is one of the most complex digital railways with new and improved stations and pioneering technology and design. It was opened in phases to ensure its reliable and safe, and platforms are as expected. On 6th of November 2022, train frequencies increased to 22 per hour in the peak and 16 off-peak between Paddington and Whitechapel. The full timetable with up to 24 trains per hour at peak between Paddington and Whitechapel and 20 off peak is planned for May 2023. (Crossrail, 2023) TFL will continue to update the software on Elizabeth Line to keep the railway reliable. Work has also started to make Wi Fi available on trains and tunnels, allowing customers to have 4G connectivity. (TFL, 2023)
The Elizabeth Line Railway is the most significant addition to London’s transport network in a generation and received an incredible reception with 70 million passengers using its services in the first six months. (Crossrail, 2023)
Crossrail LTD was established to build the Elizabeth Line. It is a wholly owned subsidiary of TFL and it’s sponsored by TFL and the Department for transport. The line is run by TFL. (TFL, 2023)
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Figure 1: Tunnel alignment of new CLRL (Source: GZ, 2023)

Crossrail project goal was to connect London’s Docklands in the East via West End to Heathrow Airport. It interconnects with existing railways in the east, west and southeast of the city. Seven new underground stations are located along the tunnelled section and five of them were constructed using SCL/NATM technologies. The central location is based below the busy city of London. (GZ, 2022)
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Figure 2: Tottenham Court Road Station 3D (Source: GZ, 2023)
Gall Zeidler Consultants provided the design services, contract documents, construction strategy of the project’s five stations- Bond Street, Whitechapel, Liverpool Street, Tottenham court road and Farringdon. It also provided senior technical representatives on site during the construction and tunnel handover period. (GZ, 2022)

3. Reasons for schedule slipping and cost increasing
Although tunnelling was on time, soon after the project entered into periods of delays. At the beginning the reasons were technological but then there were political rows regarding the funding and change of management that had to start from scratch with setting up a plan to complete the project. Covid-19 had a very negative effect on the timeline with workers’ number reduced to a quarter because of social distancing. (Edwards, 2020) Lack of specialists also helped pushing back the opening date as the complexity of the work with several organisations responsible for bringing the line into service. 
As a result, there were coordination issues and operating systems failures. Moreover, schedule and budget were unachievable because of management underestimating the complexity of the project. The cost estimate exceeded available funding. Crossrail LTD didn’t have effective commercial levers with its main contractors to prevent further cost and schedule increases despite trying a few initiatives.  (NAO, 2021)

4. Value for money
Elizabeth Line is dramatically improving transport links in London and the Southeast. Journey times are shorter, capacity is increased, accessibility is transformed with step free stations from street to platforms and walk-through trains.
The Line is essential for the Pandemic recovery as it gets 1.5m people to major employment centres in the West End, the City and Canary Warf for 45 minutes commute. It helps avoid the car traffiC and supports people across the country by creating jobs and business opportunities. Ultimately, its estimated that the railway will contribute £42bn to the UK economy. (TFL, 2023)
Major infrastructure project such as Elizabeth line could take years to deliver with economic and societal changes that impact the project inevitably during that time. For example, changes in people’s travel patterns may affect the expected transport benefits from the line. Those benefits were estimated based on increase in population and travel demand set in 2011 and 2015, which are less likely to occur. Passenger demand has slowed since 2015and the pandemic may have more long-lasting effect on travel. In 2021, TFL scenario planning indicated an 18% drop in demand for rail by 2031 with potential revenue loss of £150m a year if demand grows slower than expected. (NAO, 2021)
I believe the Crossrail project is a success because of all benefits it brings and the information it generates to improve the management of other projects and organisational process assets. Good management practice means there’s a general agreement that the application of project management processes is to enhance the chances of success. Good practice doesn’t mean that the skills, knowledge and processes should always be applied uniformly on all projects. So, the manager and the teams are always responsible to determine which processes are appropriate and the degree of rigor for these processes. They should be aligned and connected with other processes to facilitate better coordination. Consequently, actions taken during one process typically affect other related processes, affecting costs. (Project MI, 2012, p. 67) In my opinion, the setbacks are result of faults in the planning and executing processes. 
In addition to the beautiful design, artwork, speed and accessibility, the Elizabeth line is one-of-a-kind transportation system. The project is likely to have a lasting skills legacy and highly positive impact on the UK economy. It would provide journey opportunities, increase London catchment area and ease congestion in busy area. The Elizabeth Line is set to attract economic and social investment and would benefit millions of people with supporting housing and job opportunities. In addition, it would bring people back to the capital especially after the pandemic. 
Another justification of my stance that the project is a success, are the staggering numbers of the project, greatly benefitting the passengers. The journey times are dramatically reduced, cut by as much as half between Abbey- Wood and Paddington (cut by 29 minutes), Liverpool Street to Woolwich cut by 15 minutes and a journey from Farringdon to Canary Warf is down to 10 minutes or 14 minutes quicker. (Tunnicliffe, 2022)
Crossrail provides a blueprint for other projects such as Crossrail 2, which similarly has a long history of proposals, objections and counter proposals with plans drawn and redrawn, pushed ahead and stalled. First proposed in 1970s, the estimated cost of the project now is £33bn for a line that stretches from Broxbourne south to Wimbledon and branching to four final destinations- Epsom, Chessington South, Hampton Court, Shepperton and Surrey. (Tannicliffe, 2022)
The scheme is being developed by the TFL and Network Rail with the support from the Department for Transport and sponsored by the Mayor of London and the Secretary of State for Transport. (Tannicliffe, 2022)
The goal of the new Crossrail 2 project once completed in 2030s is to increase rail capacity by 10% with 30 trains per hour and providing additional capacity for up to 270,000 more people to travel into the city in peak periods, reducing the congestion on the Tube and regional rail services. (Tannicliffe, 2022)
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Figure 3: Crossrail 2 (Source: Tunnicliffe, 2022)
In addition, the initial Crossrail Project also provides a blueprint for Crossrail 3 aka Thameslink 2. (Fig. 4) It’s not yet started although it’s expected to open in 2040s. It would provide additional river crossing and further decongest the busy Jubilee line and DLR. It would also speed up journey times avoiding Zone 1- Stratford to Croydon for 30 minutes. It has the potential to serve Gatwick, Stansted and Southend and the international station at Stratford. (Marius, 2022)
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Figure 4: Crossrail 3 aka Thameslink 2 (Source: Marius, 2022)


5. Conclusion
Although Crossrail tried hard to control costs and time in 2019 the project was anywhere near completion and being more complicated than previously anticipated. Many of the setbacks seem to have occurred due to the obsession with a fixed completion date which was another reason for increased costs. The project was at risk because of no available funding so the management closed some contract and looked for more affordable suppliers to do the more straightforward work. These further increased costs because contracts signed with builders were based on fixed lump agreement with tasks outside this agreement paid separately impacting time and budget unfavourably. Nevertheless, the Elizabeth Line project is a success due to the important social, economic and community benefits. Among them are convenient travel, development of new homes, new jobs, new investments, increased property values while easing the congestion in the city. Town centres and businesses are being rejuvenated due to residents’ flow and construction of new offices and homes.  In conclusion, the Crossrail project faced many challenges and downfalls but established a learning legacy which is a collation of good practices, lessons learned and innovation as well as a recommendation for future infrastructure projects such as Crossrail 2 and 3. Moreover, it is a manual for similar projects including stakeholder coordination, monitoring and control, joined up local authority approach and public investment. 

6. Recommendations

Although some London boroughs are thinking how they can make the most of Elizabeth Line, the TFL doesn’t yet have the strategy and a plan for how to realise and maximise all the benefits of the railway. (NAO, 2021) Therefore, the sponsors need to do more to plan and deliver wider benefits from the line such as economic growth and should be updated over time. There should be a plan on how these benefits would be monitored and measured within time limits and a risk assessment in terms of achieving these benefits as ways to mitigate them. In order to ensure a strong focus on benefits there should be a clear governance arrangement for the strategy on how benefits arrangements will be included in TFL corporate management and compare the realistic ones with the expected. One of the setbacks was the unclear line of accountability which created many disputes. Therefore, for future projects, responsibilities should be set out appropriately, including each role of the contactors involved. 
There were a few issues with the software and operational testing. The complexity of bringing all separate systems together safe and working, and an estimate of how long this would take, seemed to be ignored.  These issues can be addressed by setting up a process to monitor and report on the progress of these tasks including the costs.
Talent shortage, which is another reason for time delays, should have been addressed by identifying the skills and individuals the project needs to complete the programme and those who they need to retain to run the line effectively. 
Because of the complexity of the project and several organisations being responsible for it, coordination issues emerged as they usually appear when responsibilities and roles are shared between different bodies. Project management is interactive undertaking that includes actively managing interactions to meet sponsor, customer and other stakeholders’ requirements. Therefore, a clear line of accountability should have been established, outlining execution processes communicated to the different organisations especially when the management changed.
In summary, Elizabeth Line still has the potential to achieve all the expected benefits but in the light of uncertain impact on travel patterns which were already changing before the pandemic, TFL and the Department need to consider strategies to maximize the return on the almost £19bn cost of constructing the Elizabeth Line.
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