[image: Discover University of Wales Trinity Saint David]
[bookmark: _Hlk109661972]Project Management    LCBB5005
Assessment 1











Student name: Ralitsa Yordanova
Student ID: 2023562

Executive Summary
In this report, different core elements of project management like time, risk factors, budget and quality stakeholders are discussed and also relate to the problem that occurred in the Cross Rail Project (Elizabeth Line). The budget became a very big issue as achieving the deadline of the project was near impossible. Time was the main issue as there were many uncertainties present like the government election, Covid 19 situation and many geotechnical issues. Stakeholders are very important for completing this huge project in time. All the risk factors present in the project are also discussed. Some recommendations are there in the last part of the report to overcome any uncertainties in any ongoing project.
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[bookmark: _Toc109659399]Introduction
Project management refers to the way of managing the team and the work in order to the successful completion of the project. There are some core elements present in project management like quality stakeholders, budget, risk factors, and time. All these elements help the management team in planning and evaluating everything till the end of the project. The Cross-rail Project (Elizabeth Line) plan was first approved in 2007 but the project started in the year 2009. Here in this report, the cross-rail project (Elizabeth line) has been critically evaluated based on the budget of the project, and the time allotted for the successful completion of the project. Different types of risk factors during the project in various sections are also included in this report. Factors related to the budgets and how the factors involved in the increment of the budget are also addressed. Through the inclusion of quality management, approaches related to quality control to maintain the standards of the railway construction, quality of the raw material, and many more. The impact of both external and internal stakeholders on the project has been addressed in this report. Some of the financial problems related to the budget of the project will also be discussed. The initial constraints of the project and how those constraints have overlooked the deadline of the project and the impact of delays in the project completion are included in this report. Faults in decision-making that leads to the late completion of the cross-rail project have been discussed here.
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[bookmark: _Toc109659401]Review of Budget of the Cross-rail project
The budget of the Elizabeth cross line was initially around £ 14.8 billons in 2010 but due to several delays from 2002 to 2018, the overall cost is estimated at around £ 18.9 billons by the National Audit Office (Inews, 2022). The famous cross rail project of London named Elizabeth Cross line is constructed to increase the 10% capacity of rail according to the Transport for Rail (TFR) by carrying 200 million people in a year (Sandle, 2022). For dramatical improvisation of transport in both London and Southeast area, the cross line is built for a decade to cut down the traveling time and increase the passenger capacity of existing services. In the first stage of the project, the land-owning process started in 2009 by occupying several properties in the area of Tottenham court road (Cañavate-Grimal, 2022). The owing process also includes the famous music venue having a capacity of 2000 audience, The Astoria. The legendary purchasing of Astoria introduced the preparatory work process of the project. After that, in 2010 the construction process was delayed by the first election of a coalition government due to the dramatic changes in the political ground. As the first coalition process was ready to start so a massive cut down of the budget of about £ 1 billion out of £1.3 billion happened because the cross-rail project was delayed (Tunnicliffe, 2022). 
In the year of 2012, the first-ever tunneling operation of the cross-rail project began to start and it continued for 3 years. The 42 kilometers long tunnels joined for the collective attachment of 200,000 segments, which exceeded the budget of the project as a total of 160 men worked day and night for the completion of the 42 km long tunnel (Tan and Wilkinson, 2020).   In May 2014, the Death of a construction worker including several deaths early on this year confirmed a fine of £ 1 million after being brought into court by the executive officer of the health and safety department. In 2018 an additional budget was provided by the government of the UK when the delayed operation of the cross-rail project seemed to have occurred due to the complex signaling process in the construction (Tunnicliffe, 2022). After that one more optimistic budget was added by the joint venture of the London Mayor’s office and TFL, the government of Uk to successfully meet the delivery window between October 2020 to March 2021. There were also several delays that occurred in project completion between 2019 to 2020 due to the Bond Street action and covid 19 pandemic situation. 
Multiple delays starting from 2009 to 2020, were the main cause of the overbudget of the project. Not all but some unwanted delays can be avoided by proper planning and execution of the project. As the budget is cut down in the financial year of 2012, the cross-rail project suffered financially as the boring and drilling process was ready to begin. During the election time, if more than 90% of the budget is not cut down from the project then the project may finish in the first completion window.  Some essential safety standards should have been maintained to avoid the several deaths of workers, which weakens the manpower, and employees’ trust and cost a million euros fine.
[bookmark: _Toc109659402]Review of time of the Cross-rail project
The cross-rail project (Elizabeth) was approved in 2007 and the main construction process and planning of the project began in the year 2009. Almost two years were taken by the govt organization TFL to approve the budget and allocate the properties for the rail project construction. The official completion of the project was the accumulation of 12 working years on the project. The cross-rail project started in the year of 2009 by purchasing properties including the legendary music venue, The Astoria for the project. Purchasing the legendary music venue was capable enough to signal the beginning of the cross-rail project. In 2010, the construction process had been delayed by the first coalition election of the UK which introduced huge dramatical changes in the political landscape. As a result, the whole budget of the project is cut down and the project has a got delay signal for approximately 1 year. The boring and drilling process had been started with the help of 20 gigantic tunneling machines in 2012. Each machine was processed and operated by a group of approximately 12 people, called "Tunnel gangs". These gangs were able to create a new 42 km tunnel by joining 200,000 segments of the tunnel. In January 2014, one of the first delaying signs as indicated by the National Audit Office of the UK.
In March 2014 due to sudden death of a 43 years old worker followed by several deaths of workers happened because of the fallen of a section of the roof. As a result, a million euro fine had been issued against the cross-rail project when the mismanagement of safety and health standards case was filled by the Health and Safety Executive (Sweet, 2019). Many other deaths during the construction of the cross-rail project increased the whole project timing. As several mishaps already happened, an additional budget was provided by the government of the UK when the delay was indicated due to the complex signaling system. Again, in April 2019 Further budget was provided through the financial package by TfL and the mayor's office of London to meet the delivery window between October 2020 and March 2021.
[bookmark: _Toc109659403]Review of quality stakeholders of the Cross-rail project
In the project of Cross-rail project (Elizabeth Line), the stakeholders are:
	Members
	Government
	Professional Bodies

	Business Group
	National Politicians
	Department for Transport (DfT), U K 

	Emergency Services
	Local Politicians
	HM Treasury

	Community Group
	Local Authorities
	British Railways

	Environmental Group
	Media
	Trade Union

	Passengers
	Parliament Members
	Transport Companies


Table 1: Stakeholders of Cross-rail Corporation
(Source: Created by the learner)
There is a wide range of stakeholders were present in the project as the project had some advantages of developing the whole of central London along with all the existing rail lines present (Liu, n.d.). All the future passengers were considered one of the main stakeholders of the Cross-rail project. The preferred route for the Elizabeth line was discussed with the public for considering all their choices. The sponsors of the Cross-rail project pointed out 11 objectives, one of the objectives was to make consistent and active communication and relation with the media teams, local community members, and stakeholders. In October 2010, after just one year from the start of the project, due to the involvement of the UK Government, the project was delayed. For conducting the UK’s 1st coalition government election, the priority regarding the Cross-rail became less. The budget stated earlier for the project of the Elizabeth line was cut down to £14.8 billion (barryanddistrictnews.co.uk, 2022). Again, in January 2014, The National Audit Office of the UK identified that the project Cross-rail (Elizabeth Line) was in huge delay. In July 2018, again Cross-rail project was delayed due to “cost pressure”.
Some complexity was present in the project related to the signaling system, required for smooth operation during the drilling and boring inside the tunnels. In March 2020, due to the Covid 19 pandemic situation, the project stopped totally, and the total budget for the Cross-rail project again increased. All the business groups, community groups, passengers, local people even the railway company were affected by the huge delay in the Cross-rail project. Proper rigid planning was there behind the project, discussed earlier with the stakeholders but due to the budget issues and other environmental issues affecting the planning and causes for the project delay. Also, the Cross-rail broke their partnership with both their construction partners. There are various reasons present the reason for delaying the project, but the engagement of different government policies and engaging in various conflicts with the stakeholders. Here, the Cross-rail project is mostly affected by the government. Whereas, the local business group, passengers, and locals were affected most by the delay of the project.
[bookmark: _Toc109659404]Review of quality risk factors of the Cross-rail project
For reviewing the risk factors related to the Cross-rail Project (Elizabeth Line), the factors can be divided into four different parts,
· Engineering
· Commercial
· Delivery
· Finance
Engineering: The plan for doing a project of this scale in the middle of London city is itself a huge risk for the engineers. Many proposals were rejected by the contractors assigned for the project as the overall costs of the project become higher due to the uncertainties (Chen, Nicholson and Biscontin, 2019). The management planned to use the traditional method of construction for making the main structure. The company, Crossrail Ltd made contracts for over 80 logistics and construction and 23 for framework design (Pollalis and Lappas, n.d.). For transferring all the risk to contractors, Cross-rail Ltd implemented the delivery method to be design-build. Also, by developing an innovative engineering design the management planned to reduce the waste of material and the future maintenance cost of the Cross-rail.
Commercial: There were 17 companies selected during the tender process for Cross-rail. This opportunity helps the companies in developing themselves by working with Cross-rail Ltd. Some of the contracts are (crossrail.co.uk, 2022):
	Contracts
	Company Details

	Package C209
	Keltbray Ltd

	Package C223
	Select Plant Hire Company Ltd

	Package C225
	Select Plant Hire Company Ltd

	Package C244
	Kier Construction Ltd

	Package C271
	Carillion plc

	Package C330
	Costain Skanska JV


Table 2: Contracts for Cross-rail Project
(Source: Created by the learner)
It became very important for the contractors to complete all the works within the scheduled time, without the proper understanding of the project and communication, completing any project of this scale is just a challenge (Fariq, Ismail and Ab Rani, 2020). There were two types of contractors present in the project, some worked alone and some of the contractors worked in a joint venture.
Delivery: For doing any large-scale project, the company should always go for a trustable supplier, and having any prior experience of working with them is also beneficial. The major supplier for the Cross-rail Project (Elizabeth line) was Watson Steel. The Watson Steel company supplied steel of 2,500 tonnes for the project. Teesside and Leeds provided the main equipment for the construction like transporting and skidding equipment, heavy telescopic mobile cranes, and also the specialist jacking equipment (crossrail.co.uk, 2022). The HPC Products supplied tunnelling machines with the required lubricants and oil in order to maintain all the hydraulic systems used for the construction.
Finance: There were many issues related to the project budget present in the Cross-rail Project. At first, the project budget was £ 14.8 billons in 2010 but the delay in the project increased the budget to £ 18.9 billons, as recorded by the National Audit Office (Inews, 2022). Again, for the governmental election, the budget cuts down, which again affects the project delay. Also, the Covid 19 pandemic situation delayed the project and affected the overall cost of the project. These uncertainties are the main reasons and risks for any large-scale project.


[bookmark: _Toc109659405]Conclusion
After completing the report, it can be concluded as the main reason for delaying the Cross-rail Project (Elizabeth Line) is the lack of use of project management concepts. Approaching the traditional way of construction and the uncertainties like government election, Covid 19 pandemic also affects achieving the project deadline (Whyte and Davies, 2021). Changes in the budget, and breaking the agreements between the contractors also can be the reason for the project delay.
Recommendation
· The project plan should also include all the uncertainties related to environmental, geological, financial, and so on. In order to maintain the deadline of the project, the management team should be prepared for everything with some backup plans. All the progress should be evaluated and the making of a weekly report is also a good way for testing purposes. In order to overcome all the budget-related issues, the contracts between the companies and the suppliers should be maintained. Changing suppliers in between the project can also hamper the project deadline.
· All the loopholes should be identified by the management, it can be possible by arranging the weekly meetings and it also helps in building communication between the employees of two different sectors. All the staff working on the project must be well trained and must be monitored by the managers to prevent any mishappening inside the project area.
· Using modern equipment and modern engineering design technique can help in achieving the deadline over traditional construction methods. Geotechnical risks should have been considered prior to the project as the tunnels are included in the project. These aspects can help the team and the company maintains any project deadline.
· Arranging meetings between the management and the suppliers helps in identifying the capability of the suppliers. On the other hand, these meetings can also help the suppliers to assume the volume of material they have to provide to the company for completing the project. The authorities should always look after their suppliers and contractors for doing the project efficiently.
· Some safety measures related to the employees’ safety and health should be considered. Testing of mechanical equipment, large machines used for drilling, and boring inside the tunnel is also become very essential for completing any large-scale projects.
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