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Executive summary

The report aims at the analysis and implements strategies of a project for designing a cross-rail for Avanti West Coast Railway Company and the core objective of the project is to ensure the development of this project to increase the capacity of railway. The project covers the critical analysis of communication methods, sponsorship, scope, Prince2 model implication, project manager skill application, risk management and overall evaluation of the project to meet the aim and objective. Finally, the project critically finds some key factors of the project that have to be analysed and executed to run the project.  

1. Introduction

A project is a special process, made up of a range of controlled and co-ordinated activities, comprising of both starting and finishing dates, undertaken with the intention of attaining a particular objective based on a particular set of requirements, besides cost, resource and time constraints(Stevens, 2002 p.10). Project management is a process which involves the control of the ways in which project objectives are attained. This involves the use the company’s organisation resources and structure with the intention of managing the project through the application of a range of tools and techniques making sure that the company’s operation routine is not disrupted (Kerzner, 1989).

The cross-rail project
The development of this project may increase the capacity of the railway. The engineers of Avanti West Company, the financial manager and the project manager are in our team. The project has been taken by considering the easy movement of many people in the locality in the United Kingdom. In this project, the project may include the 90-mile railway of the company. This cross-railway extension will be built in the north-south area and the whole project paper has been made following the economic conditions of these areas. 

This is important for any project to clearly define the objective or goal of the project. Here, the cross-railway company may facilitate the transportation system in the areas of north and south of London (Crossrail Learning Legacy, 2020). Thus, the scope has also been defined that this will help local people to travel with less possible time and Sharon and Dori (2017) argued that the project manager of any project may help to define the service or product they will offer and the probable benefits that the project may give. Heerkens (2015) demonstrated that to make the project successful it is needed to be informed by all related parties in the project. 

1.1Project scope

Project scope is the fundamental work that needs to be done while conducting the project (Bright Hub PM, 2020). In this case, Team and Team (2020) proposed that the boundaries of the work and work constraints need to be figured out. In this project, the main deliverables that will produce are the prudent service of the railway and shortening the traveling time by cross-rail. To maintain the quality of the service and materials in the cross-rail facility of this project new technology has been used. 

This rail will cover more than 80 miles from the north to south of London and it will facilitate more than 2 million people in the locality. The estimation of cost is £70 billion, on the other hand, the economic benefit is £100 billion. This railway will be connecting the north-south areas and main districts to travel will take not more than 1 hour on average according to the machine capacity and traveling speed. 

2.Project risk management 

According to Bernie Roseke (2017), there were some risks associated with project management and for this reason, managers try to mitigate the risk factors in any project. Besides, Asana, (2020) criticized that the risk management process includes identifying the risk and assigning the likelihood of the risk with the project. In this tool, the project manager can seek help from the experts of other processes and the stakeholders. This may help to understand the risks associated with the project. To justify the project risk and supporting the opinion of Ponnappa (2014), Sharon and Dori, (2017) expressed that project risk is associated with the uncertain condition of any event that may create a positive or negative impact on the objective of the project 

Risk management

This is also important to rank the risks according to the severity and probability. This is important to consider the time and cost associated with risk. However, According to Asana (2020), there are tools and techniques for the risk management process and the first tool of risk management is brainstorming where it begins with the documentation of projects and analysing the data associated with risk and then finding out insights about the project. In the risk management process, the managers should be concerned about identifying the risk of a project, making the assumptions based on the information about future risk, making a list of prioritizing the activities that creates risk and implementing the actions that may hedge risk (Heerkens, 2015).

Identity risk

Secondly, to identify the risk of any project, the manager may do a SWOT analysis, for understanding the internal and external opportunities and threats for any project. In this case, the internal risk factors can be identified and mitigate internally by taking different steps in the operations (Bright Hub PM, 2020). The external risk factors can be identified by using this tool and the project manager can re-structure the project work to hedge the external risk.

Effective risk management starts with accurate and consistent risk identification, it includes the application of a range of methods and processes to make risk identification very successful. These methods include; brainstorming, project documentation review, analysing assumptions, structured interviews, and number of historic lessons learnt as well as information acquired (Stevens, 2002 p.23).

Risk register

Another risk-mitigating tool is the risk register. It will help to identify, record, prioritize the risk factors associated with any project. Finally, another important tool for risk management is the root cause analysis. By using this technique, the project manager may identify the symptoms of risk and the probable outcome of a project (Asana, 2020). It is important for the project team to set up a risk register to generate a statement of the risks and the subsequent actions to be taken by management to counter these risks during the entire project (Stevens, 2002 p.23). The main objectives of the risk register are;

Identification of the risks and how they may affect the project 

Recording risk assessment process results

To guide the project risk review by management

Documentation of the supposed risk management plans to be used in risk mitigation.

Risk analysis (quantitative & Qualitative)

The qualitative risk analysis is carried out by prioritizing the existing risks to be further analysed and action by means of analysing the probability that the risks will occur and the weight of the impact. This would help management to reduce the uncertainty levels by focusing on the risks with high priority. The quantitative risk management is then used to analyse the high priority risks as identified in the qualitative risk analysis by an focusing on the impact of these risks on the project objective (PMI, 2013 p.334).
Risk response

Risk responses are carried out by updating the different plans included in the project. The plans that require updating include; the schedule management plan, cost management plan, quality management plan, procurement management plan, human re source management plan, as well as the scope, schedule and cost baselines (PMI, 2013 p.334).
Mitigate risk, control risk 

Another risk-mitigating tool is the risk register. It will help to identify, record, prioritize the risk factors associated with any project. Finally, another important tool for risk management is the root cause analysis. By using this technique, the project manager may identify the symptoms of risk and the probable outcome of a project (Bright Hub PM, 2020).

2.1 Project Time management 

Plan schedule management

Watt (2020) also proposed that the project’s operational process such as the design of railway routes, interior designs, testing the equipment and also the implementation of this project can only be done successfully managing the parties by project management. According to Bernie Roseke (2017), there were some risks associated with project management and for this reason, managers try to mitigate the risk factors in any project. Besides, Asana, (2020) criticized that the risk management process includes identifying the risk and assigning the likelihood of the risk with the project.

Plan activities 

The activities in the cross- rail project will be carried on by the collaborating works of the team of management. First, according to the work breakdown structure, the financial manager of this project will be responsible for the proper funding of the resources. The procurement team will be responsible for the availability of quality materials that will be used for the construction. The engineering team will also help the procurement team to select the materials that are needed for the construction of the cross-railway. 

Figure 1: Gantt chart (Breakdown of works in the cross-rail project)
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Source: Self-designed

Plan resources

After the Gantt chart has been made to show the time spent on each activity, costs and resources are allocated for each activity (Stevens, 2002 p.30). The types and quantity of the required resources such as human resources, material, supplies and equipment estimated to finish the project are made. This is beneficial for accurate costing and duration planning to the company because it allows the project management team to identify the characteristics, quantity and type of resources required for the project (PMI, 2013 p.57).

Miles stones

Milestones are used to delineate points of progress in a project, as they mark the start and the accomplishment of a project phases in a scheduling plan (Hulett, 1996). Because a milestone represents completion of a major phase, in a project, it means that the milestones is very important in project management. Even the big tasks broken down into smaller tasks can be included on the milestones once they have been accomplished. Such milestones in the Crossrail project include, project approval funds approval, and so on.

Monitoring and control

In the process of monitoring and controlling, the progress and performance of the project is tracked, reviewed; identifying areas where change is required and orchestration of the required change. Changes are controlled and preventative actions initiated, ongoing project activities are monitored in relation with the actual plan and lastly, influencing of factors that enable management to circumvent change control (PMI, 2013 p.334).
2.2 Planning, monitoring and controlling

According to the nature and complexity of the project, the tools and techniques of any project may be defined. Proper management and the application of tools and techniques can lead to better output from any project. There are classic techniques, waterfall technique, agile project management technique, Rational unified process, program evaluation and review techniques (PERT) and others (Pmi.org, 2020). Sharon and Dori (2017) argued that this might create the foundation of planning and costing of the project and thus this will help to draw the guideline of works about the sequence of activities that is essential. However, in this project, the work breakdown structure in the planning stage of management of this project. So, the combination of tools and techniques is needed. 

3. Project implementation 

This cross-railway project of Avanti West Coast, the project manager has the superiority in terms of authority in the organisational hierarchy. The project manager will be responsible for completing this project within time and the engineers, finance manager, procurement team and workers will be in the lower hierarchy (Pmi.org, 2020). 

3.1Kotter’s’ 8 steps 

To further emphasize this commitment the project management team will use Kotter’s steps to implement change during project implementation.

Figure2. Kotter’s’ 8 steps model
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Source: Businessballs.com (2019)

Like in figure 2 above, Kotter’s’ 8 steps were applied to carry out the changes during the cross-rail project implementation. These include;

Create a sense of urgency whereby the need for the change is created in the mind of everyone from the management team to all the workers in the company. An environment pf clear dialogue and communication created to make this happen.

Formation of a guiding coalition is important and therefore a team is formed to manage the change implementation at every stage of the project.

Development of a vision is another aspect to consider as the leader of change in the team must create an inspiring vision for others to follow.

Communication of the new vision is made throughout the project so that all stake holder may be able to cooperate in support of the inspired vision.

Empowerment of employees with the necessary skills to implement the change as per the project schedule.

Short term goals and wins are set to motivate workers as then can now see the entire process.

Consolidation of the vision’s acceleration throughout the whole project is ensured so that the employees can remain motivated to finish the project.

Making the change permanent is the final step whereby the leaders of the project make sure that the culture of change becomes a part of the organisation’s culture.

3.2 The project life cycle

When it comes to following the objective of the project, every project can be defined according to the life cycle of the project. The life phases can be the earliest stage of the project or it can be the middle stage of the project or end. In this project there are serval phases that are required to see that the project is completed successfully. In the initial stage of the project, the objective or foal of the project needs to be identified. Here, Asana (2020) stated that the project manager has to understand the nature of the project and thus finds out the problems or opportunities of the project and this will help to structure the works in the project. 

Greiner’s life cycle model
As Greiner suggests, the organisational growth cycle involves termination or dealing with problems related to the evolution of the organisation.  This means that the organisation must go through several growth stages in which the organisational structure and cultures are very important to monitor (Greiner, 1998). Also, the model suggests that for every organisation, there is a breakpoint in which the tensions and accumulations are calm while at this same time a revolution may be started to cause radical organisational changes. Therefore, each structure of the organisation may be valid only for a particular time and then radical change takes place leading to a structure that may enable the company of project management team to navigate through future problems that the project may face (Greiner, 1998).

Figure .3 Greiner’s life cycle model 
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Source: Greiner (1998)
After the planning phase, the project may have the availability of resources. According to Watt (2020), the project manager may lead the team and collaborate their work time to ensure the proper usage of resources and the project manager will also follow the plan and act. This phrase will start when the execution phase is over. Team and Team (2020) argued that the success or failure of this project will also depend on cross-checking every element of the project and examining every activity properly. The gaps in improvements need to figure out to terminate the project. Otherwise, the areas that the team does not work need to work on and complete the entire project perfectly. 

3.3 Structure of the organisation for supporting the project

Watt (2020) demonstrated that project management structures in an organisation may describe the relationship among the different individuals in the organisation to conduct activities at different levels. In the projected organisational structure, the project manager may define the budget, operations, and schedule of the works. In this organisational structure, the project manager resides in the topmost position (Pmi.org, 2020). This cross-railway project of Avanti West Coast, the project manager has the superiority in terms of authority in the organisational hierarchy. The project manager will be responsible for completing this project within time and the engineers, finance manager, procurement team and workers will be in the lower hierarchy (Pmi.org, 2020). The engineers in the project will be working with the procurement team and they will continuously help them to find out the good quality of equipment for the railway.  

Figure 4. Organisational structure to support the project
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Source: (Crossrail Learning Legacy, 2020).

PRINCE2 project management methodology
According to the statements in Invensislearning.com (2020), PRINCE2 is one of the popular project management tools all over the world. However, Bright Hub PM (2020) argued that this is not only one technique of managing projects rather the computerized new innovative software plans for any project better. This is noticeable that in this project management tool, the process focuses on the very beginning of this project and following the plan of the project, the stages in the life cycle of the project remain properly structured. So, we have taken PRINCE2 has the project management tool in this project.  In this railway project, the six variables of PRINCE2 have been given.

Table 1: Prince2

	Variables of project performance
	Execution of these variables
	Output and achievement of this performance

	Risk
	Project plan and implication of risk management tools
	The tools of risk management have been applied to hedge risk, portfolio of resources and investment in the projects. 

	Costs
	Project Plan
	Construction costs will not exceed more than £70 billion. 

	Benefits
	Completion of Project
	The social benefit will exceed more than £100 billion, pricing of service will be classified according to the railway facilities. 

	Timescales
	Project Plan
	The estimated time is 2 years for completion of this project. 

	Scope
	Project Plan
	Constructing the cross-rail system for 90 miles in the north-south of London. 

	Quality
	Project objective 
	The feasibility, durability and effective materials are the construction will be maintained according to the standard. 


Source: Self-designed 

Other than these aspects of performance, there are some sets of principles for the PRINCE2 project management tool. There are mainly seven principles of PRINCE2 for project management. 

3.4 Stakeholder identification 

According to Sharon and Dori (2017) the project stakeholder can be the business partner, organisational group, sellers of the organisation, function managers, users or the customers of the service of the project, suppliers or the other related parties who are contributing directly or indirectly in the project. In this railway project, the stakeholders are the financial managers, the maintenance team, project managers, and the local authority of railway and also the suppliers of the resources of this project, sponsors (Watt, 2020). They are mainly directly involved in the operations of the project and other than these parties, the customers or the end-users, the fusion community and the local community are also an important part of this project and they are considered as the stakeholders of this project of Avanti west coast. 

Figure 5. Project stakeholders
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3.5 Stake holder analysis

Heerkens (2015) demonstrated that this analysis is necessary to understand the mindset of the stakeholders about any project. The stakeholders such as the sponsor of the project, suppliers, end-users, etc. have some expectations about the outcome of the project. The concept of Fairtrade arises following the stakeholder analysis. Contrarily, Invensislearning.com (2020) does not agree with the one-factor pf stakeholder analysis. In this case, the trading between developed and developing countries usually For example, in this railway project, if the company takes skilled international workers from the developing country or taking expert management professionals from the developing companies, this will increase the income of those countries by getting fair prices for their works. Following the construction of the cross-railway, they also should understand the green agenda of the world. 
3.6 Stake holder mapping 

From a company perspective, the scope of stake holders includes the any body with a stake or interest in the project like customers, investors, and competition as suggested by Harris & Fleisher (2005). Of late, companies are strongly advised to focus on the environmental sustainability during the stake holder management. Every project manager needs to carry out a stake holder mapping, where prioritization of the stake holders is done (Kloosterman, 2014).
Figure 6. Mendelow’s stakeholder matrix
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Source: Jubar (2018)

As shown in figure 6 above, ranking the stake holder based on the level of importance. The identified stakeholders are placed on the map basing on the power and influence they have on the success of the project. The stake holder map enables the project management team to clearly see and balance the conflict of interest in stakeholder priorities and motives and there fore adjust the stakeholder engagement levels depending on the interest and power along the grid (Professional Academy, 2018).

In the case of the Crossrail project, the stake holders include the West Coast Railway Company board members representing some of the main investors in the project such as TFL, management and other employees. The other category includes the government, local communities, other competing rail companies, and the general environment. Occasionally, some stake holders are both affected and contributors to the project as well (Harris & Fleisher, 2005). Stake holders with high interest and power are the key players in the project implementation and they should be given more attention and effort should be put in to engage them to keep them aware of the project progress. The cross-rail project management team must maintain a good relationship with these stakeholders. The group with low power and low interest do not required more attention even effort although the must be monitored, because in this category is where the competitors can exist and can cause great harm to the project if not monitored closely. Its important to monitor the competition and make sure that they do not use the project’s weakness and cause the project to fail.

Project evaluation

Evaluation of the project helps to identify the weakness and successes of the activities in a project (Heerkens, 2015). The project evaluation can be done comparing with the benchmark or with the project plan. After the completion of this project within two years, the first evaluation will be taken place after one year of its completion. In this case, the key factors will be analysed and marked. The key factors are such as: 
The performance of machinery of the railway in the two years

Frequency of repair of the equipment.

The value-adding grading of this project to the end-users

The number of travellers (increasing or decreasing)

The satisfaction of the local authority and stakeholders about the project 

4. Personal development 

Gibbs reflective cycle 

According to Gibbs’ reflective cycle after a person has had an experience, the next step is reflection (Gibbs, 1988). The Gibbs’ reflective cycle can be used to guide the reflecting process.  Several key questions are answered basing on a person’s experience related to thoughts, feelings, actions based on recommendations.

Figure 7. Gibbs’ reflective cycle
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Based on Gibbs’ reflective cycle the following steps are followed during the reflection process (Gibbs, 1988).

Description

During this process, questions regarding the scenario are asked and the description of what was learned from the experience is made.

Feelings

In this process the focus of the question is on how the one felt as they were going through the scenario and the feeling derived from the experience.

Evaluation

Evaluation of the overall experience stating how good or bad it was. Clearly evaluation of what as good or bad about the experience.

Analysis

One makes an analysis if the situation with the aim checking if it makes sense.

Conclusion
After the analysis, one must make a conclusion and the complete overview of the situation is made. It may be important to consider delegation of tasks at this stage to the team members.

Action plan

At this stage a plan about what to do in the incidence that scenario happens again. Choosing which role, one may take in the team, whether leading the team or delegation of the tasks.

4.1 Teamwork 

According to Belbin team working is very important in the successful running of an organisation.  He proposed that although the people have different behaviours, each member can contribute the to the team performance. These behaviours have been grouped into eight roles (Belbin, 1981), which are important to make the team effective under five principals. The five principals include the fact that;

Every member of the team focuses on contributing towards of the team by exercising their team role.
The team should have maximum balance between the team and functional roles that is dependent on the team goals and tasks.

When members of the team recognise and adjust to the team roles based on their strengths and expertise, the team will be effective.

The personal qualities of the members are personalised to each member of the team.

The team can only invest technical resources where they see fit for the success of the team.

4.2 Personal development plan 

While evaluating my personal abilities in managing the project, I conducted a SWOT analysis which came as follows.

Strengths: I have people motivation skills and decision-making skills.

Weaknesses: Poor coordination skills and lack of the ability to control resources.

This will help to reflect on my individual’s goals or objectives on the project. It will help me to keep the strategies and improvement and other elements in the reflection.

Table 2. Personal development plan

	Target
	Action to achieve
	Evidence of completion
	Target date

	Attain department coordination skills.
	Taking classes about department coordination 
	Being able to coordinate my team members
	01.07.2020

	Improve people motivation skills.
	Read more about people motivation  
	Motivate my team members to take up more roles on the project.
	01.08.2020

	Resource control skills.
	Picking up extra work to support the manager and learn from him.
	Being able to manage some logistic tasks.
	01.09.2020

	Improve my decision-making skills. 
	Taking up leadership roles in my team.
	Leading the team
	01.11.2020


Source: Self-designed 

According to table 2 above, implementing my personal development plan can help me implement soft skills while managing a project. In this project, the leadership, decision making, motivation, resources control, and coordination skills have to be improved and implemented to engage the whole team with the goal of the project. Besides, management skill has to be optimally utilized for the resources of the project. Furthermore, the communication skill of the team members in the project can help to mitigate the risk of transmission of misleading information. 

5 Conclusion 

This project has been created following the fundamental parts of managing a project. The different methodological framework has been demonstrated and analysing the action plans have been shown. Proper tools and techniques in a project may help to make any project successful and, in this case, the main benefit of proper management of the project is achieving the objective successfully. In the three stages of the life cycle of the effective management of the project, the participation of the stakeholders in a project may help to execute the project. In this case, communication plays an important part. After executing this project, proper evaluation is needed to understand the weakness and strengths of activities. 
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