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1.INTRODUCTION 
  Crossrail – Elizabeth Line railway mega infrastructure project is one of the world’s most complex projects. The amount of risks in this kind of projects is huge and cannot be determined at planning stage. Because of the complexity of Elizabeth line in 2018 year, Crossrail announced that the opening of the line is unachievable. First challenge for the project is the lack of understanding the work, that lead to cost overruns, underestimating the risks and unrealistic expectations. Crossrail failed to meet the deadlines of so many components of the project plan. Elizabeth line which is intended to change London rail line is already £4 billion over budget and over 3 years delayed. This is costing the taxpayers, around £30 million per week, and is caused by mismanagement, low productivity, lack of coordination and communication, and Covid-19 effect as an additional factor. My opinion for Crossrail project is that the risks are not taken under consideration and the estimates cost are poor and low. Because of the uniqueness project the need of experienced and trained management was underestimated. The length of the programme requires deep understanding and knowledge for every stage of the life cycle of the project. I am agree with the stated from Alhomidan (2013) that when the project has exceeded the initial contract sum, which has effect on the success of the project, it could lead to the project being failure even when is  eventually completed. With analysing reports, documents and public meetings, will be identified what are the lessons to be learned from the failure for current and future megaprojects. 
2. LESSONS TO BE LEARNED 
PREPARE TO RECOVER FROM ANY DISRUPTIONS 
  Introduction to new systems and capabilities can have operational issues, for that is important there to be good planning. The risks can be eliminated through good portfolio planning, good testing and initial procedures such as phased introduction to new systems and services. There should be plan for the worst-case scenario and to be able to back on track as quickly as possible. Also, there should be given accountability to the organisations which are responsible for any incidents, and they need to give directions for effective recovery. All this procedures and recovery plans need to be exercised ahead. The expecting of new systems or services, the communication should be on high level, with explanation of all benefits and potential risks, that will give realistic expectation to all members. 
INCREASED FOCUS ON MANAGING SCHEDULE 
  Discipline in controlling cost risk is higher than controlling schedule risk, when schedule is the main drive of increased costs. Multiple delays lead to unplanned and increased costs and have impact on the other stage of the project. The milestones should be controlled in hierarchy, that will allow the delivery organisation to change subordinate milestones than primary. They can consider the scheduling and allocating of another milestones. Also, that will allow to be detected early any slippage, to optimise the planning and return on track. Reporting immediately of any indicators that are against the date of the target for reducing the risks.   That will allow time to assess the impact and to be prevent as soon as possible. 
IDENTIFY, APPLY, SHARE ANY LESSONS 
 Every project is different, but some elements from them can be huge benefit. From past projects can be evaluate critically what was gone wrong and that can avoid the mistakes in the current, to build success. In every stage of project life cycle are new categories of risks that will require new innovative strategies. Sometimes, taking applications from one project to another can be dangerous, if the circumstances are different, that can arise another completely new sort of issues. Does not matter if the previous project was success or a failure, the lessons must be identified and shared to all – delivery organisation, shareholders, sponsors from the beginning. Lesson management often is done in the very end point of the project, this reduce the value, for that all leaders need to adopt a culture of sharing. 
 PREPARING PLANS FOR RISKS 
  Planning is required to develop and maintain rapid response when high impact increases. Developing risk planning for every stage of project life cycle can avoid poor decision making in critical situations. In this situation is needed to step back and to be consider the best strategy and plan. In the design stage can be included the response of legal challenges in revised political direction or in procurement. In construction stage could be include the dealing with adverse cost trends and emerging delays. 
TEST PHASE 
  The entry of new service has wider impact on scheduling and testing fails on the planned progress. Especially, when the testing is of completely new service, additional time should be planned. Research and investigating should be completed for the duration of the tests phase. This is critical for the project, because often the time for testing is very short and that cause delays in the lifecycle. Project leaders should protect the duration phase with controlling, if some issues emerge and avoid any defects. 
COLECT AND REVIEW COST DATA
  Despite being one of the largest projects, there should be analysing and capturing estimates from suppliers and assessing actual outruns. Data analysis is important to prevent the low-cost estimation for supply chain. There should be standardised cost structure to measure the performance. In some Departments there is no need for analysing cost and time, depending from the expectations that are set. In future projects that can be used for identifying the best practice of calculating the costs. 
CLEAR ACCOUNTABILITY 
There is significant risk for the project, if uncontrolled decisions are taken for proceed when the capability is not ready, can cause safety risks. At the same time, if there is decision to stop the processes can have also wider impact on the project. Managing the balance between proceed or stop requires a controlling of the decisions. The need of carefully planning is essential from the accountable organisation, to communicate and identify what will be the impact from the taken decision. This should be prepared in early stage before the plans are prepared for entrance into service. Also, must be set criteria with technical aspects of commissioning for the accountable organisation, including wider aspect, such as commercial, operational and business change, training and logistic. 
INDEPENDENT ASSURANCE 
  Poorly coordinated, conducted or targeted can distract attention and give false comfort. Successful independent assurance can be delivered with high quality information on which key decisions are taken by the organisation. For this is required capable reviewers with relevant experience, the right terms of references and skilled leaders who can set positive relationships. The organisation’s supply chain delivery is a key for delivering a project. Well formulated assurance strategy with approval plan can target the primary risks and the points of decision. 
BUILDING RELATIONSHIPS 
  For effective procedures is needed strong relationships at all levels. This relationship is vital for ensuring that all challenges are communicated correctly, honest and open and setting the wright tone within the organisation. Meetings can be benefit for all parties, for clear understanding of the requirements and priorities, and understanding of any challenges for success. If there is poor relationship that will have impact on the responses when any cost or scheduling issues arising. 
REDUCE SYSTEM INTEGRATION RISKS 
  Specifications and technological requirements can increase the integration risk. That can be managed with engineering advices for the requirements that are setting, during the design stage according to the complexity and the necessary solutions. The risk is greater when the integration of completely new system into current system, that will lead to unexpected issues. For reducing the risk should be ensure when is completing this stage, skilled and with knowledge organisation must participate. 
BENEFIT PROTECTION 
  The project benefits are delivered the completion of the programme. The decisions that are taken should be considered in beneficial way, and what will be the impact of potential delays, scope changes and cost increases. 

DESIGN OF JOINT SPONSORSHIP 
  Each sponsor should have accountability of delivering the joint requirements and benefits that are agreed. Compromises must be required for trust, close cooperation and well-developed behaviours, and relationships. There should be agreement between the sponsors for a leader, who will take the difficult decisions and ensure the interest of all sponsors are protected. If that is impossible that is a risk of conflicting, divergent interests and weak accountability.

REALISTIC COSTS
  Cost estimation should be developed with reference data from real projects for better and more realistic estimates. The project needs to reconsider the prices that are provided from the supply chain, and plan for cost increase during the early stages of construction. For minimising the scope and costs, the business project must invest more in early stage planning to get clarity of the specifications. 
TARGET DATES 
  There should be reasonable evidence for setting the dates. The duration of the project is main cost driver and if there is set unrealistic schedule it is likely to be delayed. If there is pressure from the policy ambition, that will have impact on the quality of the work. The need of replanning is necessary when significant issues arises and harmful well-being when teams are pushed to operate beyond their abilities.
STABLE SCOPE
  The project complexity should be ensuring that is manageable in relation of the overall capacity. Established clear requirements for investing in detailed understanding from the sponsors requirements, including the scale of the tasks, supply chain, complexity and priorities. The advantage of ensuring that the scope is affordable and realistic, the investment decision will be taken confidently. If there are changes in requirements of funding, that will affect the planned budget and schedule further into project lifecycle. In some cases that is necessary, if there is major change in political direction. 
GOVERNANCE 
  In the project lifecycle stages can be needed changes in autonomy, legal agreements, governance structure and capacity of the delivering team. Governance structure should be appropriate for the lifecycle stage and must be without over-staffing or under-staffing. If there is change in delivery organisation, the sponsor needs to provide support on early stage for effectively operating. 
ENSURE CLARITY OF ROLE  
  Overlapping responsibilities and complex structures can increase the risk of delivery the project. Must be ensure that each function is clear and act with harmony to the other functions, a lack of clarity can cause conflicts. Departments that acting like sponsors, funders or shareholders need to strike balance between empowering the delivering organisation capability of performing. 
From all failure lesson can be observed that the project is designed to fit for purpose, but when there are some changes the reaction is very slow. Any changes in the project must be understood immediately, within hours not in weeks. To be prevented that is needed a flexible project architecture, and leaders can reallocate and adapt resources. There was need of latest digital technology for more deep investigation of the data and identify the root of the issues. The governance structure is not the same as those projects in construction, operating and commissioning. They needed regular review of the experience and skills of the Board members to be sure that the governance structure is in project’s needs. 
3.CONCLUSION AND RECOMMENDATIONS 
  In conclusion can be observed that the management of Crossrail project are with poor communication, poor decision making and aiming to meet the scheduled targets. Many sub-groups and sub-divisions involved in delivering the Crossrail project created complicated network, and stakeholders with own agenda to make more profits, without considering the project interests to meet the cost estimate budget and time schedule. The gap in the communication is huge, the need of establish communications with weekly meetings for updating the progress of the project. This will help for supervising the project performance, the risk can be detected early and will minimise the costs overruns, delays and estimation of the project. Crossrail failed to identify the risks and executive teams failed to challenge the information that was reported. The reported progress of the project was not fully understood from the Executive team, and the work progress asses is not accurate. That cause the slow movement of the project from construction to system integration. Crossrail did not have the strength expertise in system integration for the project performance. In my opinion, the main reason for the failure of Crossrail- Elizabeth line is the management team, who did not have enough understanding of the complexity of the project. Continually failure of assessing the risks from delaying and integration the signalling system. The contractors involved in the project were incompetent and not acting professionally. Hopefully, from the all lesson that is learned there will be used another project planning that is focused on the outcome. That will allow the leaders to shift from one strategy to another, that is better suited for the complexity of this construction projects. 
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