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[bookmark: _Toc118656095]Introduction 
A project is a combination of planning and efforts of a group of people known as a project group. This study is based on a railway construction project known as Cross Rail Project (Elizabeth Line). The objective of the project is to provide high-frequency and faster commuter rail services that connect two major rail lines ending in London i.e. Great Eastern Mainline and the Great Western Mainline. Although the project was approved in 2007, the construction work started in 2009. It has been named as Elizabeth line to commemorate the Golden Jubilee of Queen Elizabeth ιι who inaugurated the project. The study aims to evaluate the project considering the initial project plan. 
[bookmark: _Toc118656096]Cross rail project at a glance 
The cross Rail project is a huge mega project of the UK that will transport around 200 million passengers each year. The travelling time of the people will be greatly reduced and the capacity of the London train will be increased by 10% (Kumar, 2022). Through this construction project, around 14000 construction job has been created and another 1000 jobs will be created for the operation and maintenance of the stations and trains. Moreover, it is expected that the project will boost the national economy by £42 billion. The project is financed by the government, Transport for London (TfL), Greater London Although (GLA), and London Business. The construction work started in 2009-10 and the estimated budget of the project was £14.8 billion. After several delays, the central line between Paddington and Abbey wood has been opened on 24th May 2022 (Al-Kaddo and Halford, 2022). However, it is expected that the project will be fully completed by 2023. The project will have a significant impact on the national economy and soar the capacity of transportation capacity in London and the suburb. The inaugurated line will operate 12 trains per hour which indicate a single train every 5 minutes. Therefore, it will save both valuable time and money for the passengers. 
[bookmark: _Toc118656097]Project budget evaluation 
The project plan was approved in 2007 and the construction work was inaugurated in 2009-10. Initially, Transport for London (TfL) and Network Rail contracted to deliver the project. Although the project was to complete by 9th December 2022, the full completion required several rescheduling along with the cost. In the initial project plan, the estimated cost documented was £14.8 billion. At the end of December 2018, the total cost increased to £17.6 billion which was £2.8 billion more compared to the initial project plan cost estimation. Again in 2020, the project cost further raised by another £1.1 billion and the total cost reached £18.6 billion (Cleland, 2018). The higher cost of the project has reduced to appeal of the project to a great extent. The final cost of the project is higher by £3.8 billion compared to the total cost estimation made in 2009. One of the most probable reasons for the cost increment is the higher cost of materials according to the project manager. The higher time required for the completion of the project has increased the cost over time. As a result of the higher project cost, it created a burden on the government and other project sponsors such as Department for Transportation, the Greater London authority etc (Abbot, 2020). the ultimate pressure falls on the general public as the government is required to impose an extra tax for financing the project. The project manager could not meet the project timeline and complete the project within the resources initially planned. As a result, the project required an extra £3.8 billion for completing the project above the estimated cost. 
[bookmark: _Toc118656098]Project time or schedule evaluation
To consider the project timeline, the initial project plan estimated the completion of the project and the opening of cross Rail in December 2018. However, the line opened on 24th May 2022 after around 4 years of delay. Although the project was approved in 2007, the construction work begins in 2009 (Steensma and Tetteroo, 2020). From the analysis of the project timely, it is indicated that the project was not delivered on time estimated in the initial project timeline. The project tasks that were broken by the project manager did not go according to plan. It means the project timing or scheduling was not perfect. Major construction work required much time to complete compared to the estimated time. For example, underground tunnelling and construction of stations take about 1.5 times higher time compared to time estimation which leads to a lengthening of the total time of the completion of the project (Smith, 2022). However, the tasks such as land acquiring, railway track setting, and purchasing trains and other equipment went well according to plan. The project missed its dateline several times and hence the project budget also increased multiple times. The project was completed with £3.8 billion more budget compared to the initial planning of completing the project with £14.8 billion. However, the project manager is required to focus more on the project time or schedule management where the project manager failed to show his expertise. 
[bookmark: _Toc118656099]Project Stakeholder management evaluation
The Cross Rail project involves managing the different levels of stakeholders who have interest and power in the project (Engemann, 2021). Larger construction projects require managing a wide range of stakeholders and effectively communicating with them so that they can be informed about the benefit and progress of the project. The initial project plan of the cross-rail project identified different levels of stakeholders in the project. The stakeholder management strategies are described in the following table. 
	Stakeholders 
	Description of stakeholders 
	Types (internal or external)
	Power and interest in the project 
	Communication strategy 

	Future passengers 
	The passengers who will receive transportation facilities. 
	External 
	High interest and low power 
	They are communicated by posters, leaflets and social media. Public opinion has been taken and considered during the consultancy phases. 

	London businesses 
	London businesses will be benefited from the project and finance the project. 
	Internal
	High interest and high power
	They are communicated using Telephone, Fax, Email and personal meeting. 

	DfT and HM Treasury 
	DfT and HN Treasury finance the project. 
	Internal
	High interest and high power
	They are communicated using Telephone, Fax, Email and personal meeting.

	National politicians 
	National politicians pass the bull and play a significant role in approving the project. 
	External 
	High power low interest 
	They are communicated in the parliamentary discussion. 

	Local authorities 
	Local authorities deal will be capable of ensuring the facilities of local people. 
	External 
	High interest and high power
	They communicated using the telephone and meetings.

	Local politicians 
	Local politicians deal with the people directly. 
	External 
	High power low interest
	They communicated using the telephone and meetings. 

	Impacted communities
	The communities living nearby and land acquired for the project. 
	External 
	High interest and low power
	They are communicated by posters, leaflets and social media. Public opinion has been taken and considered in the consultancy phases.

	Statutory undertakers and bodies
	The statutory bodies that facilitate undertaking, procurement and quality control of the project. 
	Internal
	High power low interest
	They are communicated using Telephone, email and meetings.

	Other Railway bodies 
	The railway bodies will operate the trains in new lines. 
	Internal 
	Low power and low interest 
	They are communicated using Telephone, email and meetings. 

	Greater London Authorities 
	Greater London Authority is a co-financer of the project. 
	External 
	High interest and high power 
	They are communicated using Telephone, Fax, Email and personal meeting.



The stakeholder management table shown above has identified different levels of stakeholders who have power and interest in the project. Although, the project team has adopted appropriate measures. While managing stakeholders during the consultancy and construction period, the project team regularly informed the stakeholders about what is going on in the project. As part of it, the project team followed some principles (Ghosh and Jintanapakanont, 2014). For example, the project team developed a stakeholder management team. The team worked based on some principles such as updating people before initiation of work as it ensures fewer complaints from the local authority after initiation of the construction. The next principle that the project stakeholder management team followed is doing the right thing. It includes working in the right way so that the project team can obtain the highest support and cooperation from the stakeholders. For example, the project team got the highest support from the local authority due to their transparency, honesty and positive attitude towards local people and businesses. However, the project team emphasised community relations before major construction work was initiated in an area. From the analysis, it is evident that the project team was conscious enough in managing different levels of stakeholders. Still, the project team failed to manage communication regarding the project timeline and cost with the project sponsors. In 2019, after passing one year of the project dateline, the project team failed to announce the expected completion date of the project as major construction work remained unfinished (Crawford, 2021). At the end of 2020, another £825 million fund was required that was not communicated earlier and hence the project faced a severe funding crisis. The global pandemic Covid-19 hit the UK economy badly and hence it became difficult to arrange the amount amid of emergency. However, the fund was arranged by Greater London Authority (GLA). GLA arranged the fund borrowing from the Department of Transport (DfT). Though some are lacking in communication strategies and stakeholder management, the overall performance went well and the project stakeholders are still happy with the performance and communication practices. 
[bookmark: _Toc118656100]Project quality evaluation 
While managing the cross-rail project, the project manager has to focus on the quality of the raw materials, processes and performance of the project team members. The project manager endeavoured to ensure continual improvement of the performance. The project manager developed an internal control and compliance team to control whether the project is going on complying with the legislation, regulations and standards (Abbot, 2022). The quality control team measured the raw materials and logistics supplied by the supplier for the project. Moreover, the quality control team regularly monitored and regulated the quality of performance of the project staff. For this purpose, the project quality control team established standards of performance so that they can compare the actual performance with the standards (Carvalho, Patah and Bido, 2015). They also conducted quality audits frequently over the project period for controlling the quality of the project. Although, the project manager focuses on quality from all ends, still, the project manager had lacking in this area. For example, the project manager failed to control the waste cost of different areas of operation. Six sigma or lean management can support the project manager to control waste in operations. On the other hand, the project manager has failed to ensure Total Quality Management (TQM) in the project and engage all the layers of the organisation in the improvement process. If the project manager could enable the strategies, it is expected that the project could go more efficiently.   
[bookmark: _Toc118656101]Project risk assessment evaluation 
Each project involves risk and it is a crucial part of project management to identify the risks associated with the project and decide on an effective risk management strategy (Smith, 2022). The Cross Rail project or Elizabeth line project also involves different risks and the project manager identified them and adopted measures to control the risks. While operating the project, the cross-rail project manager considered the following risks as the priority. 
	Name of the Risk 
	Description of the risk 
	Probability and Impact 
	Risk management strategies 

	Health and safety risk 
	Health and safety issues of the project staff and local community. 
	High probability and high impact. 
	Managing the risk through adopting proper safety measures for the staff while working and people entering the project area. 

	Business risk 
	Fund shortage and continuity of the project. 
	Low probability but a high impact. 
	Managing the risk through bargaining with the project sponsor and adopting strategies for controlling cost. 

	Engineering and design risk 
	The design and engineering of the construction may fail. 
	Low probability but a high impact. 
	Managing the risk by employing expert professionals for engineering and design. 

	Interface and logistics risk
	The logistics supply is interrupted due to unavoidable reasons. 
	Low probability high impact 
	Managing the risk through signing the agreement with alternative logistics suppliers for continuing operations. 

	Environmental risk 
	The environment may be hampered due to construction work. 
	High probability high impact. 
	Managing the risk by adopting proper measures to save the environment from pollution. 

	Quality risk 
	The quality of the supplied materials and construction may not meet the expected quality. 
	Low probability high impact. 
	Developed a separate quality control team for checking the quality of the supplied materials and construction. 

	Business continuity risk 
	The operation of the business may not be continued due to political or financial crises.  
	Low probability low impact. 
	Managing the risk through developing alternative leadership and bargaining with local politicians. 

	Security risk
	The security of the project staff, raw materials and local community. 
	High probability and low impact. 
	Managing the risk by employing an adequate number of security forces. 



Although the risk assessment and risk management strategies of the cross-rail project have identified different risks and adopted strategies for mitigating the risk, the project manager has missed out on some areas of risk (Kuman, 2022). For example, the project manager might face difficulties in acquiring land for the project. The project manager had not adopted any strategies for managing conflict regarding land acquisition and legal compensation to the landowner. Moreover, the project manager had not focused on monitoring and controlling. As a result, the project might deviate from its goal and objectives. 
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In conclusion, the cross-rail project is one of the biggest mega projects in the history of the UK. The project plan was approved in 2007 and is estimated to complete the project by 2018. Although the project was inaugurated in 2009, two major lines opened on 24th May 2022. Although the project manager adopted different strategies for stakeholder management, schedule management, risk management, quality management etc. there had scope for further improvement of strategies. 
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