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          Elisabeth Line is considered one of the most complex and innovative projects in the transportation industry. Her Majesty, Queen Elisabeth II, herself marked the completion of the railway and stated that “it looks spectacular” (Lydall, 2022), and it does; it brough many benefits that must not be ignored, such as faster transportation with innovative design and increase in rail capacity. However, starting from the initiation/conception stage and continuing to planning and launching, major issues have occurred that caused delays and the need for a higher budget for the full completion. Even if the project was launched, it has not been fully finished. It is due to be fully completed in 2023; therefore, considering significant reports from Transport for London, National Audit Office and Crossrail, this essay aims to provide an assessment of the Elisabeth project to determine whether the project was a success or failure. The objectives are to evaluate success/ failure factors, discuss essential lessons drawn from all stages of the project lifecycle and provide practical recommendations for similar megaprojects. The analysis is mainly interpreted from an objective perspective, with some references to somewhat subjective statements provided by project stakeholders that will be used to understand better the motivation behind certain decisions made. 
           First, the essay identifies success factors in project management, particularly planning, process, people, power, and contingency. Additionally, the first section will critically evaluate the failure factor, mainly focusing on the poor evaluation of risks, preliminary cost estimates, inadequate task time estimates and poor change management. 
        Second, it projects crucial lessons drawn from the analysis, including both positive and negative experiences, evaluation of desired and actual outcomes, aspects to be improved, and actions to be implemented. The final section provides a cogent summary and valid and practical recommendations.
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         Success and failure factors may differ from project to project, and as suggested earlier, the Elisabeth line is a megaproject; therefore, it is challenging in its nature. As pointed out by Montequin et al. 2016 success in the project is not only about meeting costs, specifications, or deadlines; for example, if the project meets the costs and deadlines but the final product does not meet the expectations of customers so it can be said that the project failed. Similarly, Guru et al. (2008) highlighted that project success is an elusive concept, which means there needs to be more clarity and a clear framework to establish whether the project succeeded or failed because of the existing controversies about what success is. So, while analysing Elisabeth's line, Montequin et al. 2016 perspective on success and failure criteria is considered as Guru's (2008) literature review on project success. The Elisabeth Line is analysed based on three success factors: adequate project/phase planning, relevant process and stakeholders and elaboration of contingency plans.  
        Adequate project planning and phase planning are significant components of project management and are among the success factors for many projects, whether small or large. To ensure the success of project planning, extensive research must be conducted, including setting a rough outline of the project, building the project, presenting it to multiple specialists related to it and executing and making necessary corrections along the way. According to Harris (2015) project plan comprises components that ultimately culminate in realistic sequences of actions and processes. An effective plan, particularly for megaprojects like Elisabeth Line, would comprise several plans or components to ensure efficiency. For example, resource management and risk, communication, change and financial management plans are required. Elisabeth Line went through various stages of planning with disruptions in the process. As reported by Topham (2022), the proposals for train routes across London go back to 1974, almost 50 years in the planning and still have drawbacks in the execution. 
Extensive planning was because of the high costs involved. Another crucial element in project success is the effective collaboration of stakeholders who contribute to smooth processes starting from leadership and continuing with contractors and other specialists.
      People and processes are another critical success factor. Stakeholders have a major role in meeting strategic objectives by contributing with resources, skills, or experience. According to Dwivedi (2021), stakeholders' active participation supports the project's sustainability, success, and performance. Stakeholders make the project possible; thus, facilitating efficient communication and collaboration between them is very important. The research conducted by Dwivedi (2021) shows that the involvement of stakeholders is required at every stage of the project lifecycle. The investigations into the Elisabeth line project reported by Garner-Purkis (2022) point towards issues of mismanagement, the persistence of conflicting ideas, reporting issues and lack of actions from management. For example, the reports from the ground were passed to managers; however, the upper level failed to seriously consider the problem reported, and the quality control was also weak (Topham, 2022). Even if various issues arise to the surface, the change in leadership and the TFL taking over the project shifted how Elisabeth's line performance and delivering what was expected despite raising funds for it to be completed. The higher the number of stakeholders involved in the project, the higher the risks involved due to the variances in the interest and the power. Therefore, a close identification of stakeholders, including their role within the project, can contribute to successful completion.
         As pointed out in the previous paragraph, the shifts in leadership helped to maintain control over the project, which means identifying potential risks and coming up with a plan B not only helps keep the project on track but also minimises the uncertainty related to it. Elisabeth line had a well-structured contingency management plan developed through research into processes including contingency budget, board, programme, sector contingency and contractors. Additionally, a risk matrix was established, including detailed contingencies disaggregated into sectors and projects (Macharg, 2022). On the other hand, the application in practise of this plan seemed challenging due to various organisational gaps.
          Moving forwards to the analysis of failure factors and causes that contributed to delays and higher budget required, the focus is mainly centred on the poor evaluation of risks, inadequate cost estimates, task time estimates and poor change management. In terms of the first risk factor, poor evaluation of risks could have been because of a lack of management support, clear understanding of requirements and allocation of responsibilities due to implications of various stakeholders, including organisational and individuals from different working cultures. In addition, a powerful political impact was felt on the project, which also put a lot of pressure and could have caused fear in reporting those risks. Carr (2001) states that “the construction industry is plagued by risk”; thus, issues in using applied technology, innovative design, and lack of vision or competencies required are among the failure causes. As pointed out above, identifying potential issues in advance may minimise the harm they can do to the project. However, a lack of efficient leadership not only undermines the risk assessment but can also be detrimental to the completion of the project. 
     Another failure factor in the Elisabeth Line project is inadequate cost estimates which could have been because of the pressure for lower investments dues to public funding. Additionally, lack of efficient control at all project levels could have been among the primary causes. As Lock (2020) pointed out, reliable cost estimates are needed for all projects because without effective cost estimates; it is impossible to prepare a business plan, including establishing a detailed budget, predicting resource requirements or controlling project costs. Minimising the level of uncertainty and regularly communicating and controlling progress may positively change the project outcome. For example, if the cost estimates had been updated at an earlier stage, gathering necessary funding would have been easier; thus, severe delays could have been avoided.
        Similarly, the Elisabeth line project had poor task time estimates. The dimensions that make megaprojects challenging to manage include their size, uncertainty, complexity, urgency, and institutional structure ( Denicol et al., 2020). These elements could have contributed to the failure to meet the time schedules, or the time schedules were erroneously predicted. Mark Wild, the CEO of Crossrail, blamed tunnelling for delays and stated that the original plan to have the Elisabeth line by the end of 2018 was a "fantasy" (Marshall, 2019). The deadline seemed unrealistic; there was no clear understanding of the time required to achieve the objectives. Many project managers fail to consider any significant issues that could delay the progress; therefore, allocating enough time with consideration to external factors such as social, political, and environmental can be crucial. 
Last but not least important is poor change management, which seemed to be another failure factor in achieving the objectives and timeline set. Pollack& Algeo's (2015) study on the relationship between change management and project management reveals that providing good leadership, including learning from previous experiences and choosing the tools, are among the responsibilities of change and project management; thus, these factors are associated with those in the position of authority. Even if Pollack& Algeo (2015) approached change and project management as separate entities, change is embedded in project management. It could be treated as a fundamental element of the project. While considering what went wrong in the Elisabeth Line project, it has been identified that management struggled to adapt to changes, particularly during Covid-19, that also impacted delivery. Additionally, Pidgeon (2022) reported that significant concerns raised by TfL's independent reviewer were ignored. The wish to complete by the time set overpowered professional and critical risk assessment, contributing to further problems and delays. 
It is important to reiterate that despite multiple failure factors identified, the project is still considered successful as it revolutionised travel across London by reducing journey times and improving access (Tunnicliffe, 2022). Thus, essential lessons are unfolded from the project lifecycle and stakeholders' experiences.
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  Elisabeth Line is a complex project. With all the difficulties along the way, Crossrail launched a learning project where vital insights, including sound and bad practices, can benefit similar projects. Considering Crossrail Learning legacy recommendations and the analysis of success and failure factors, this section projects key lessons drawn from the Elisabeth Line project with a particular focus on planning processes, joint operations, system approach to infrastructure delivery, and a collaboration of stakeholders and contingencies. 

         Planning and managing processes and insipient stages are crucial for programs at this scale. Based on Learning Legacy Crossrail (2016), the programme controls process has a substantial role, including the controlling stage. While planning similar projects, key elements to be considered, which comprise identifying stakeholders' needs, and precise project objectives, ensure the objectives are realistic, achievable, and deliverable. Additionally, careful consideration must be directed towards the project schedule, the distribution of roles and responsibilities, budgeting, and sources of finance. Not only that, but also communication plans and management tools. Preparing a viable business case is at the centre of all activities; thus, using it as a foundation for the project will help guide operations. Nevertheless, with consideration of potential risks and aspects that may not work in practice, mainly referring to the construction industry, adaptability to change and flexibility of stakeholders will ensure a smooth transition. 

            Ensuring effective collaboration with stakeholders with substantial influence and interest is crucial. Based on the lesson provided by (Learning Legacy Crossrail, 2016), integrating Joint Sponsors via formal agreements and governance early in the programme is essential to secure alignment and a single interface between the Sponsors and the delivery body. Moreover, based on the business case, effective joint sponsorship has contributed to a more effective controlling project scope, with the project agreements enabling the provision of practical issues where one sponsor has sought scope change. This aspect could be considered for future projects. Maintaining a transparent view of the role each plays in the project's success will support the decision-making processes (Wood, 2016). Also, it will help meet the objectives and increase project performance through effective collaboration. 

        In terms of contingency, it is essential to consider the risks and events that may interfere with the successful completion of the project. Based on Learning Legacy Crossrail (2016), the location of risks to the suitable level of the organisation and allocation of contingency allowed risk to be managed under delegation, thus boosting project managers' ownership of costs. Besides that, all modifications to the budget were subject to formal change control under the authority of an executive subcommittee, which guaranteed proper transition. Having a single subcommittee secured efficiency in handling change and contributed to improved consistency and quality of change recommendations. It is suggested for future projects to delegate budgets to appropriate levels of the organisation and specify which risks are to be managed at each organisational level (Learning Legacy Crossrail (2016).


            Furthermore, formally controlling budget changes and adapting solid financial systems aligned with the agreements, governance, and delegated authority arrangements will provide robust security and confidence in project achievement (Mann, 2016). Likewise, financial systems will allow the maintenance of different categories of budget., for example, the performance budget., the expenditures and long-term business plans (Macharg, 2022). It must be considered whether governance is improved by maintaining different types of budgets, thus, considering if it justifies the complexity of budget management.
      Overall, based on the analysis conducted, the Elisabeth Line is quite a successful plan despite various challenges that arise along the way, which could be justified considering the program's complexity, high uncertainties, multiple stakeholders involved and investments. The sustainability of the program and the benefits it brings to society and the transportation industry are outstanding; hence, essential lessons can be drawn to increase the efficiency and performance of future projects. 
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            In conclusion, Elisabeth Line is a complex and visionary project in the transportation industry, and the challenges are as complex. The essay aimed to evaluate success/ failure factors, determine whether the project is a success or failure, and draw lessons from the findings.  
      Regarding success factors, the project had years of initiation and development with viable budgeting despite controversial opinions. The joint sponsorship was also among the decisive factors contributing to project success, including delivering an innovative final product that met customer expectations and satisfaction. On the other hand, the drawbacks haven't been overlooked, so the Elisabeth line project had major delays, the investments increased, and leadership changes were needed to keep the project afloat. Insufficient or poor risk assessment and inadequate time estimates considering internal and external factors that impacted the project could have been better analysed. Additionally, difficulty adapting efficiently to change and coming up with adequate contingencies could have contributed to lower performance than expected.  
       For future similar projects, it is recommended to account for the analysis provided by multiple specialists on budgeting, planning, delivery, and other project elements. Also, stakeholders, particularly sponsors, must be kept at the heart of the project as delays in funding create further problems, such as slowing down operations and dissatisfied workers. Times schedule is essential; however, the focus on quality and safety should be a priority as human lives are at stake; those communicating clearly and regularly decisions to the public and stakeholders can increase transparency in communication and increase the chance for the project's success.
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