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[bookmark: _gjdgxs]Introduction
According to PMI (2006, 383), a project represents a momentary endeavour to create a 'unique product, service, or result.' Consequently, it is clear from the definition that a project must have a cycle with start and endpoints. Similarly, the goal of any project must be to produce a result that was non-existential before for consumers to derive satisfaction. As Larson and Gray (2018) observe, projects are vehicles of change that provide solutions in a society where and when the need arises. A project initiation document (PID) is critical in identifying and leading a project. The charter discusses a project cycle's phases in detail to understand its roadmap, success or failures.
The Cross Rail Project (Elizabeth Line) is a project that was aimed at delivering a railway line across London. The vision of this megaproject dates back to 1974, when the idea was first conceived. However, the realisation of this project took shape in 2005 when the Crossrail bill was submitted to the UK parliament and received assent in 2008 as the Crossrail Act (Tucker, 2016). The Act provided the relevant requisite powers for the construction of the railway, and Crossrail Ltd was appointed as the undertaker for the project (Tucker, 2017). The project aimed to increase London's rail transportation capacity by approximately 10 per cent, decongesting several existing underground stations in London and at Liverpool and Paddington Network Rail Stations. Besides providing a reliable and architecturally significant railway to increase London's railway network performance and capacity, the vision statement described the project as 'A world-class, affordable railway delivered through effective partnerships and project excellence (Tucker, 2017).’
 The Crossrail Act provided the project's funding through joint sponsors, namely the Department for Transport (DfT) and Transport for London (TfL). This paper critically evaluates the Cross Rail project through a review of its core elements as contained in the project initiation document.

[bookmark: _30j0zll]Project Scope
The Cross Rail project involved constructing a 118 km railway line stretching across London and its neighbourhood to Heathrow airport in the west from Reading in Berkshire in the east. The rail line would also extend to Abbey Wood in the southeast and Shenfield in Essex in the northeast. The project was intended to allow nine 200m-long carriage trains running at frequencies of up to 24 trains hourly through central London. The project's central section comprises 21 km of twin-bore tunnels, including nine new stations, five intermediate shafts, five portals, and the tenth station at Abbey Wood.
Quality-wise, the project ought to produce a world-class railway line that would offer affordable rail transportation services without compromising safety and quality standards. The project’s delivery strategy incorporated quality assurance personnel in charge of defining the environmental, health and safety, and quality standards upon which the project would be realised. The construction of the railway line commenced in May 2009, with the opening of the core section scheduled for August 2018. However, the project has been characterised by several delays, with the first postponement shifting completion to autumn of 2019. The project was further pushed to between august 2020 and April 2021. Still, the first opening could not be realised until March 2022.

[bookmark: _1fob9te]Budget and Costs
According to Levy (2018), budget is a crucial component of any project as it influences the pace of accomplishing specific milestones and the quality of work. Regarding the Cross Rail project, the budget was estimated at 14.8 billion pounds. TfL and the Greater London Authority (GLA) contributed 7.1 billion pounds. DfT offered a 4.7 billion grant while London businesses contributed 4.1 billion. Network Rail undertook on-network works not exceeding 2.3 billion pounds to be recovered from the access fees of the Elizabeth line services. Therefore, 60 per cent of the project’s funding originated from London businesses and Londoners, while the rest was sourced from external partners.

[bookmark: _3znysh7]Constraints
There are various constraints encountered by Crossrail Ltd in the carryout of the project. First, time presented the major obstacle to Cross Rail. Initially, the team set the completion date as December 18. However, Moore (2022) observes that the fixed completion date kept informing the company's decision-making even when the project encountered severe challenges, potentially influencing the consequences negatively. For instance, the company in early 2018 started testing trains in line with the initial fixed opening date even as construction proceeded. This exercise was of minimal benefit to the project and, on the contrary, wasted precious time and space available to the construction workers. Similarly, in anticipation of December 2018, the company cut off its staff size during the year, especially from the risk management and significant program teams. These actions resulted in a strained workforce, and the company was forced to rehire, wasting more time and resources.
The second primary constraint faced by Crossrail Ltd was financing. According to Gardiner (2019), referring to the National Audit Office (NAO), Crossrail Ltd was faced with the challenge of sticking to the initial budget even when the reality during implementation indicated otherwise. This led to various contract interface clashes. For instance, the company contracted Siemens to install communications and control systems in the central section at an initial cost of 43 million pounds. However, this cost would rise to over 139 million pounds during implementation due to delays in the construction of the stations. Equally, the cost of installing the tunnels' track and critical systems rose by 80 per cent to £956 from the forecasted £532 between February 2017 and December 2018. Overall, the initial £14.8 billion bulged to £17.6 billion.
Crossrail Ltd was also faced with the challenge of poor decision-making. The implementer has been faulted for failing to read early warning signs. This failure to identify and join the dots led to the company winding down parts of the project before completion. Such decisions compounded the project's challenges by causing delays and, eventually, escalated costs and lost revenues. For instance, the delay in opening cost Transport for London approximately £1 billion in lost revenues.

[bookmark: _2et92p0]Stakeholders and their Involvement
St Stakeholders play an essential role in the implementation of any project. According to Bailey (2017), Stakeholders are the different parties to a project either by performing the actual work or standing to be affected by the project results.  

[bookmark: _tyjcwt]Power and Interest Graph[image: ]
The Crossrail project involved various Stakeholders: 

[bookmark: _3dy6vkm]Crossrail Limited. 
Crossrail Ltd constitutes the critical stakeholders in the project. The company was brought to the project through the Crossrail Act, which allowed the initiation and execution of the project. The firm was in charge of the project's overall implementation, either by performing the actual construction work or subcontracting. 

[bookmark: _1t3h5sf]The Sponsors 
Sponsors play a significant role in the execution of any project. According to Brady and Davies (2014) , finances form the backbone of a project by availing the necessary materials and services involved throughout the entire project cycle. As earlier mentioned, the Cross rail project was mainly financed by TfL and DfT. The Londoners also funded some parts and aspects of the project. As such, all these parties were interested in the operations during the construction and the final opening of the railway line to ensure their money was put to the correct and intended use.

[bookmark: _4d34og8]The British Parliament 
The parliament was also involved in the realisation of the Cross Rail project. This stakeholder provided the legal framework that allowed construction to commence while guiding the entire process. Indeed, the Crossrail Act identified Crossrail Ltd as the company to implement the project. Further, the Act allowed the financiers and other parties to join the project by defining and guiding their specific roles. 

[bookmark: _2s8eyo1]Project Organisation Structure and Roles and Responsibilities
The organisational structure in a project refers to coordinating and implementing the various activities that constitute project realisation. Primarily, the project organisation structure is critical in creating an enabling environment to foster relationships among the parties involved with minimal overlaps, conflicts, or disruptions. Indeed, PM4DEV (2016) observes that establishing the ideal organisation structure is one of the significant responsibilities of project managers.
A project organisational structure chart is a crucial tool in explaining how the project is structured and how different players interact and relate in the realisation of a particular project. Ordinarily, the chart is presented in a pyramid form where the position of every stakeholder is illustrated. According to Watt (2004), individuals at the topmost of the pyramid yield more powers and responsibilities. Additionally, the position of the different individuals in the chart dictates the nature of their relationships.

Organisational Structure Chart
[image: ]
The secretary of state and the mayor of London occupied the top position in the organisation structure. The two played the overall oversight of the project. Below the two positions are the sponsors of the project namely DfT (reporting to the secretary of state) TfL (under the mayor of London). Below the two sponsors and at the heart of the project is the board of Crossrail Ltd. In liaison with the mayor, the secretary of state, and the sponsors, the board was in charge of decisions regarding the actual construction processes. Below this stakeholder are the delivery team, industry partners such as the London Underground (LU), Rail for London (RfL), and Network Rail (NR). The industry partners are at the bottom of the chart and were in charge of various activities including construction of the central station interfaces, central tunnel section, Canary Wharf station, and on-network works.

[bookmark: _3rdcrjn]Project Control Mechanisms
Project control mechanisms are project management measures intended to analyse the project's data to establish conformity with the schedules and costs. According to Project Controls: Key Elements, Benefits and Challenges | EcoSys (2021), these control measures are crucial in predicting outcomes, measuring status, and enhancing performance when targets for every phase of the project cycle are not realised. In this regard, there are several unique control mechanisms adopted by Crossrail Ltd in executing the project:
1. Planning and scheduling. The company developed a Work Breakdown Schedule (WBS) as part of its project management. The WBS contained the scope of the project and divided the activities into various control points. This way, it was easier to effectively and efficiently manage the schedule and control costs. Although the management was blamed for sticking to unrealistic schedules amidst various challenges, the WBS was instrumental in preventing further delays and increases in prices.
2. Development of a risk management plan. The success of a project can be attributed to its ability to deal with unforeseen yet unavoidable events or circumstances. Crossrail Ltd, together with the relevant players, developed a risk management plan that identified potential risks, monitored them throughout, and put in place mitigation plans.
3. Identifying and defining crucial milestones. Milestones are fundamental control mechanisms throughout the project cycle. By defining specific metrics for assessing progress at every phase, the project managers could track the overall progress and, where necessary, revise the schedule to achieve efficiency.
Evidently, the above mechanisms were crucial in keeping the project on track by controlling deviations. The boards of Crossrail limited, the sponsors, the delivery team, the mayor of London, and the secretary of state were all involved in setting up these measures at different levels. Indeed, it was through continuous reporting and communication among the players that we saw the eventual completion of the project in 2022.

[bookmark: _26in1rg]Reporting Framework
The success in accomplishing a project within the scheduled timeframe and budget is heavily reliant on the relationship among the various stakeholders. However, positive relationships cannot be established with proper communication and reporting frameworks. Since the Cross Rail project involved many players performing different activities at different levels, it was paramount to have a clear and concise reporting frame to avoid duplication of duties and delays and to track the overall progress. 
According to Tucker (2017), the Crossrail board was in charge of providing continuous assurances to the sponsors and other stakeholders. The ability to undertake this responsibility was possible through the establishment of procedures, structures, and processes by the board. Specifically, the board established various board committees and an effective organisational structure under the leadership of a senior management team. The reporting framework was set by the board, outlining the procedures that were also agreed with the sponsors' boards, among the reporting procedures included semi-annual reports, periodic reports, and the establishment of a series of project review points. Additionally, Crossrail established an internal audit function in charge of carrying out regular audits and reporting to the Auditing Committee for further reporting to other stakeholders.

[bookmark: _lnxbz9]Project Planning with Milestones
Since a project goes through numerous phases during its lifecycle, it is essential for the project managers to define specific milestones for every stage to track the progress or identify variations.
First, the company sought to complete the project by the end of 2018 at a total cost of 14.8 billion pounds. This milestone was crucial in noting the delays and inflation of costs at the various phases. For instance, it was possible to identify anticipated delays and rise in the overall costs from 2018 to 2022 and from 14.8 billion pounds to 17.6 billion pounds respectively. Consequently, the company initiated measures to prevent further delays and cost inflation. The other milestones included:
· Conclusion of installation of permanent track in the tunnels in 2016 (MacLenna, 2016).
· Continuation and completion of Old Oak Common’s new Crossrail depot by 2017 (MacLenna, 2016).
· Completion of the first Crossrail trains for TfL in Derby by 2016 and testing for delivery to London by May 2017 (MacLenna, 2016).
· Creation of a new station entrance at Whitechapel station by 2016.
·  Commencement of Crossrail services across London which will add 10 per cent capacity to London’s central rail work and serve more than 40 stations.

[bookmark: _35nkun2]Conclusion
The Cross Rail project has been hailed as one of the biggest projects in London and the UK in general. However, the project had been conceptualised many years back, but it only came to reality through the enactment of the Crossrail Act in 2008. The new law provided for the appointment of Crossrail Ltd to undertake the project, which, upon completion, would boost London's rail work services by 10 per cent. Further, the project would introduce 40 new stations, connecting Shenfield and Abbey Wood in the east and Reading and Heathrow in the west. Despite these ambitious plans, the discussion above has illustrated that the overall success and failures of the project were attributable to the nature of the relationship among the various players, such as the sponsors, the contracted company, the mayor of London, and the secretary of state. Further, the paper has illustrated how the project control mechanisms and establishment of an effective reporting framework affect a project’s success. Lastly, the paper has demonstrated the significance of milestones in a project's life cycle by relating some of Cross Rail's milestones to its eventual performance.
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