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[bookmark: _Toc120128268]Introduction
Crossrail project i.e. the Elizabeth Line as mentioned in the previous assignment is a megaproject taken by the UK government. Though it took 18 years to complete because of many reasons like – shortage of funds, delay of the project etc., the Elizabeth Line opened for passengers from May of this year. This Elizabeth Line has brought evolution and innovation in the rail industry. Elizabeth Line has connected from Paddington to Abbey Wood and Liverpool Mainline with Shenfield. Class 345 trains have been introduced in this project as the medium of transportation which will pass through newly constructed tunnels beneath the Central London. From 2023, Class 345 trains will be able to provide services 24 times per hour during the peak time and 22 times per hour during the off-peak time. Besides, through Elizabeth Line passengers will be able to enjoy more services than before. The budget for this Crossrail project was GBP 18.8 billion which was collected from various sources (Crossrail, 2022). But during 2021, there was GBP 150 million budget deficit in this project (Loughran, 2021). Besides, during 2010 due to the formation of the coalition government between Conservative and Labor Party, this project was delayed. But this project has shown new railways to the whole world introducing modern rail system.
[bookmark: _Toc120128269]Success or Failure of the Crossrail Project
There are many measuring tools and metrics to analyze whether a project is successful or not. The success or failure of a project can be understood easily from the stakeholder analysis, budget analysis, project goals and objectives, risk analysis and solutions to mitigate risks, schedule of each tasks of the project etc. (Freeman & Beale, 1992). Like this the success or failure of the Crossrail project can also be measured from the analysis of stakeholders, budget efficiency, project goals and objectives, risk analysis and mitigation plans, schedule of each tasks of the project etc. Though measuring success or failure of a project is difficult, but still it is important for the project managers or the project undertaken companies to measure success or failure. In this part of the assignment, success and failure of the Crossrail project has been analyzed below.
[bookmark: _Toc120128270]WBS of the Crossrail Project
Work Breakdown Structure or WBS is a tool of the project management which shows hierarchy or breaks a project into multiple tasks presenting through graphical representation (ProjectManager, 2022). Like this, Crossrail also break down tasks of their Elizabeth Line project into multiple small tasks and presented them through graphical representation, which has been attached below –
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Figure: WBS of the Crossrail Project. (Source: Palczynski, 2017)
The figure shows the work breaking structure of the Elizabeth Line project by the Crossrail. Crossrail after taking the project in their hands separated each tasks related to the project. As this project was a complex one, WBS has helped the Crossrail to arrange their tasks hierarchically like – surveying and checking feasibility of the project, acquiring lands, selecting routes, planning, listing down components, listing down materials for construction etc. As Crossrail used WBS to break down tasks, this has helped them to make this complex project easy and clear. Besides, WBS has also helped them by making their project fast. But it was noticeable that project team tried to construct this project in separate way from this structure and in some cases this project did not compile with the WBS. This has resulted this project to increase in cost structure. Though change in the WBS did not affect this project that much, but still it has affected by cost and delay.
[bookmark: _Toc120128271]Success or Failure of the Stakeholder Management
As mentioned in the previous assignment, stakeholders are entities who can be individual, businesses, organizations etc. who have interests on a project directly or indirectly. In the previous assignment stakeholder analysis was discussed briefly. In this part, whether stakeholders were managed well or not will be analyzed.
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Figure: Potential Stakeholders related to this Crossrail Project. (Source: Author)
The above figure represents the list of potential stakeholders based on their interests and engagement with the Crossrail project using the power and influence matrix. From the figure which will be provided below will be justified with the figure above.
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Figure: Reputation of Stakeholders on the Crossrail Project. (Source: Bailey, 2020)
In case of any projects it is always important to choose the stakeholders based on power, influence and interest. From the first figure, it is most important to keep the government, politicians, local authorities and suppliers satisfied with high priority. Then the DfT, Mayor of London, TfL, Network Rail and Heathrow Airport need to be managed closely as they are the investors who have funded for this project. This is why their both power and interest on this project is high. Communities, other railway bodies and labor union need to be monitored even though their power and interest is low. But the passengers, media i.e. journalists and project team members need to be informed the day-to-day updates regarding the project as their interests are high. So, from the second figure, it can be seen that, in case of journalists, businesses and residents, member of Parliament and local authorities are satisfied with the project as the curves are to some extent constant over the years. From the graph it can be seen that, in case of the transport journalists, the satisfaction of them increased in 2014 but again declined in 2015. But after 2016, their interest behind this project started to raise again. In case of businesses and residents, the same happened like the journalists. In case of members of parliament their interests were always constant. But this project affected local authorities as they observed budget deficit and delay in the project. But observing the speed of the construction the interest graph of them again increased from 2015. These make this project a successful one.
[bookmark: _Toc120128272]Success or Failure of Funding and Finances
To run any projects funding and finances are one of the most important key factors. Because if there is shortage in funding and finances the project will be delayed or might be canceled also. So, it is important to analyze the funding and finances requirement before starting the project so that shortage in funds do not come up in the middle of the project running. In case of the Crossrail project, the total budget was GBP 18.8 billion.
But on July of 2004, the estimated budget declared for this project was GBP 15.9 billion and would be completed in 2017. But in October 2010, the coalition government by Conservative and Labor Party cut the budget by GBP 1.1 billion making the budget 14.8 billion in total, which was signed by David Cameron and Nick Clegg and the new published date to open was set on the December of 2018. In July of 2018, Ministry again raised the budget by GBP 0.6 billion by making the budget GBP 15.4 billion in total again. The reason behind increasing the budget was due to the increase in costs related to the project. Again on December of 2018, the budget was again raised by GBP 2 billion making the budget 17.6 billion in total. In November of 2019, additional GBP 650 million was added with the budget which became GBP 18.25 billion. In July of 2021 the budget was again raised by GBP 18.9 billion (Keay, 2022). Over the periods, it can be seen that from the start of the project changes were made in the budget of this Crossrail project. These changes in the budget had delayed the project over the years. So, it can be said from the analysis that even though the Elizabeth Line started operation from May of 2022, but it was scheduled to open from 2017 and by analyzing the declared opening time period this project failed because of the inefficiency in budget control.
[bookmark: _Toc120128273]Success or Failure of the Risk Management of the Crossrail Project
Projects are always associated with risks. So, it is always important to assess risks which are associated with projects by developing mitigation plans to tackle those risks. In this case, risk management identifies, analyzes and controls the risks which might impact projects directly or indirectly (IBM, 2019). The risk analysis on Crossrail project has been analyzed below using table –
	Risks
	Impact
	Probable Impact
	Recommendation 

	Health and Safety Risks
	Moderate
	Low
	Health and safety measures need to be adopted and ensured.

	Funding and Budget Risks
	High
	High
	Need to be avoided and must be analyzed before announcing budget.

	Engineering and Designing Risks
	Moderate
	Low
	Need to be precise while designing and engineering and need to be analyzed multiple times.

	Environmental Risks
	High
	High
	Sustainable measures need to be adopted and ensured.

	Missing Deadline Risks
	High
	High
	Should be avoided at any costs.



Table: Registering Risks Associated with the Crossrail Project. (Source: Author)
The risks mentioned above which are associated with the Crossrail project have been scored below from 1 to 3, where 1 will indicate Low, 2 will indicate Moderate and 3 will indicate High. The risks have been scored below –
	Risks
	Impact
	Probable Impact
	Overall Score

	Health and Safety Risks
	2
	1
	3

	Funding and Budget Risks
	3
	3
	6

	Engineering and Designing Risks
	2
	1
	3

	Environmental Risks
	3
	3
	6

	Missing Deadline Risks
	3
	3
	6



Table: Risk Score of the Crossrail Project. (Source: Author)
The risk analysis analyzed above was conducted based on the events happened during running the Crossrail project. This Crossrail project was delayed heavily because of the multiple changes in the budget by the government. Besides, while digging tunnels and using heavy machineries there will be always high chance of accidents for which safety measures need to be adopted and ensured. To dig tunnels and constructing rails, heavy machineries have been used which have or might affected environment directly and indirectly. But the government opened a reserved wetland in Essex using the materials excavated from this project. There might be always chance of error in engineering and designing of the project. But in case of this project there were no record of changes in the engineering and design. So, overall, it can be said, though this project was successful but due to multiple changes in budget and shortage in budget, this project was delayed.
[bookmark: _Toc120128274]Lessons Learnt from this Crossrail Project
The Crossrail Project of the Elizabeth Line is a megaproject which has shown the innovation in the rail communication throughout the world. This megaproject has connected the east and west with the Central London. Though this project has improved the passenger services, but from the beginning due to the changes and shortage in the budget and changes in the government, this project was delayed. Besides, work breaking structure is prepared to breakdown the tasks of a project into multiple tasks in order to run the project smoothly and finish on time or within the deadline. But in case of this Crossrail project, it was seen that, even though they had WBS structure, project team tried to construct this project in separate way from the structure and in some cases did not compile with the WBS at all. This changes have resulted this project to increase in the cost structure. But this project was able to manage the stakeholders perfectly which can be seen from the reputation graph. Though at some point this project lost reputation from the stakeholders, but after observing the construction progress of the Crossrail project, reputation among the stakeholders have increased again. In case of risk management and analysis, it is always important to analyze risks which might affect the project directly or indirectly. From the risk analysis and score it was seen that the most risk factors were budget deficit and missing the deadline. These two risks are the main reasons for any projects to fail. This Crossrail Project took 18 long years to complete. Though the bill for this project was raised before 1990s, it was declined. But after receiving Royal Assent in 2008, this project started. But from the start of the project, multiples of mismanagement were observed throughout the time period. The coalition government formed by the Conservative and Labor parties reduced the budget by GBP 1.1 billion which later was increased and was kept increasing during different period because of the increase in the cost of the project. It can be understood that the plan which was prepared for the Crossrail project was full in mismanagement. Besides, there were also lack of collaborations among the project team members. But the Crossrail Project was able to open the Elizabeth Line from May of 2022.
[bookmark: _Toc120128275]Recommendations for Future Projects
Some recommendations for future projects like the Crossrail project have been mentioned below-
· All projects should stick to the work breaking structure
· The budget required for projects need to be analyzed multiple times before raising funds and starting the project
· The risks associated with projects need to be identified and mitigation plans should be developed at the same time
· The stakeholders need to be kept satisfied and strongly monitored based on their power and interest
· Projects should be completed within the deadline




[bookmark: _Toc120128276]Conclusion
A megaproject like Elizabeth Line has brought innovation in both rail system and services. But this megaproject was delayed because of the mismanagement and lack of planning. Due to changes in budget multiple times, this project was delayed. Besides, for any projects these two risks are one of the important factors which might make projects delayed or failed. This is why projects should analyze their risks which might have impact on projects directly or indirectly and should develop solutions to mitigate those risks. Again, it is important for all sorts of projects is to keep the deadline in mind and finishing those project within the due date.
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