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INTRODUCTION


Every company launches different projects and products in order to gain more profit and popularity among its existing customers and also help in making new customer's base. For achieving success of the the assigned project, there should be pre-determined objectives and goals so that it can be completed on time. The concept of Project Management helps the organisation to take and establish the effective decisions ans strategies which assist the company to make a project successful (Cekuls, 2019). Project management enables and assist the employees to allocate the resources, tasks and delegating the responsibilities and accountabilities which help in completion of the project in the given time, budget and scope. This management clearly distribute the responsibility and accountability which do not leave any scope of confusion and chaos. By distributing the responsibility to different staff members, it also assists the members to understand the communication process and chain of command. Also, it helps in managing risks effectively by providing managerial support and solutions for the issue faced by the corporation. The project management provides proper tasks distribution and planning which helps the team members to effectively accomplish the project. This report considers the project, Cross rail which is also known as Elizabeth line that was commenced in 2009 in Central London.

MAIN BODY

Overview of the project 

Cross Rail project was introduced in 2007 and the construction was started in 2009 in Central London. The aim of this project is to provide a high frequency hybrid commuter rail by connecting two major railway lines terminating in London and to provide rapid transit system crossing the capital from suburbs on the west to east. The feature of this project is to make a new railway line by joining two existing line in the honour of queen Elizabeth II which run underground from Paddington Station to a junction near Whitechapel (Hatipoglu, Ertuna and Salman, 2019). The route that was chosen for the construction was the tunnel in the west that will connect the Great Western Main Line at Royal Oak. This line splits at the underground junction in the east of Whitechapel. The tunnelled sections were altogether measured as 42 km in length. From the western end of the tunnel of this project continue to spread towards Hayes and Harlington. These tunnels were made of three sections that are a15.39 km from Royal Oak to Victoria Doak, a 2.72 km tunnel from pudding mill lane connecting to an underground junction at Stepney Green cavern and a seperate tunnel of 2.64 km from Plumstead to North Woolwich.


This project was fully owned by TfL which was established to accomplish the construction works and these kind of public projects. The announcement of funding of this project was done by the Prime Minister in October, 2007, in which the government takes the responsibility for become the source of its funding. The cost that was promised by government was a funding envelop of £15.9 billion for its accomplishment. This funding envelope was increased to £17.6 billion which was an additional funding to complete this project. Both the departments that are Department for Transport and Transport for London was committed to successfully completion and delivery of entire project with the final agreement of funding of £18.8 billion (Holm, 2018).
Failure of the project

Cross road rail project being the ambitious project of London is a failure in my opinion as I have thoroughly studied project from starting till date. As per the report published by United Kingdom public expenditure watchdog, NAO (National Audit Office) has also criticized this project for taking bad decisions and very poor planning traceable till 2015 which clearly states that this project is delayed and drove the costs unnecessarily. Report even tells about the various problems which Cross Rail LTD.  has grappled long ago in month of August of 2018, when they were not able to open Central section. This project is failure also because of its poor leadership and this issue was even raised by MPs and TCLA (Transport Committee of London Assembly). Cost of the project was exceeded from its limit decoded as there were many changes needed for designing and scheduling on 36 major contracts which rose the cost up to $2.5 Billion between the year 2013 and 2018 (Kerzner, 2018). Unexpected clashes among contractors for instance-  system wide installations on stations, compensation and delay rewards to contractors and forced changes in design. This project was once referred as the Europe’s biggest project in terms of infrastructure and was to be completed in year 2018 December. It was a 118 km east west railway crossing Greater London tunnelling for more than 40 km under in Central London. Cross Rail LTD. was also not able in producing sufficient plan of detailed delivery till 2018. Project executives took bad decisions such as starting to test the trains even when construction was going on, having view of getting indication of the signal issues, cutting the staff from the teams of central programme and risk management in the same year and many others which lead to failure. 
Reasons for failure of Crossrail Project


Initially, when the work was started in 2010, everything was good, but after the beginning of complicated M&E equipment’s use many problems began to rise like at Paddington Station, equipment’s were to be replaced. Earlier reported by Building in 2017 February, union of construction union branded Cross rail as Hokey Cokey Line as equipment’s were being replaced. Also, testing problems, signalling systems and civil delays were interrelated as decision taken for compressing testing and signal installing at end of program. But installation of signals was not possible when they were testing the train dynamically. Warning signs were given almost 18 months ago. It was quite expected that there will be some delay in completing of the project because of its big budget and size there was delay of approximately of 1 year in termination of the project. Timing issue is common in this type of projects as there are different types of issues and risk involved like lack of proper understanding, finance, construction delay, worker’s unavailability and many others. All the stated problems also occurred in Crossrail project. First the project was to be completed in year 2018 but was shifted to year 2019 due to issue rising. All this delay happened because of projects large size. Big size of project led to unavailability of raw material. There was more requirement of raw material for train line construction which led to budget increment and date of announcement was declared (Kerzner, 2019). There was confusion about opening of line as announced date was passed. Projects complexity was proved by 4 various types of rail signals and high technology train collection. There was doubt about from starting itself as there was issue of budget increase and construction management. Later on appropriate management and planning of budget was implemented but they were of no use. Crossrail was again delayed till 2022 and will require additional $1.1 Billion. Project will be completed 4 years later and cost about $4 Billion extra then decided budget. Also, impact of Covid 19 on construction work which lowered the planned productivity in final completion & handing over the portals and shafts on way of route. Another reason for delay was due to Cross rail meeting on August 20 outlining latest assessment states that the section among Abbey Wood and Paddington will be ready to be open in 1st half of year 2022, which led to improper construction of some lines which again delayed the project. After a year and facing of many problems and issues announcement date was announced but from my opinion this project is a failure as there was no management, execution and implementation of decided design (Manktelow and Birkinshaw, 2018).

Justification and Learning from the project

Cross Rail was the project that was undertaken by the Department for Transport and Transport of London was come to existence in 2009. It was one of the biggest project among the existed projects which also become a major issue for the failure of this project. The cost and budgeting of this project continuously got changed which shows the disturbance in the activities and work in this project. It can be seen that the planning was not adequately delivered between the members and management and due to this, it has to face all the challenges and delay in its work.


When a failure takes place, whether in life or project, everyone gets an opportunity to learn a lesson and make improvements in their mistakes. From this failure of the project I have learnt many lessons which includes when we start any project, the completion goal and way should be there in the minds, so that the workers can focus harder on the completion. If the decisions or plans were made on the basis of completing a particular task, the main direction for the team will become limited to that stage only. That's why it is important to make decisions on the first stage for the entire project. Another important lesson that I get is the effective and appropriate use of technology in collection of data and including modern tools in the activities for accomplishing the goals. The optimum use of technology should also be taught to the employees who are working on the project so that the time and energy could be saved in satisfying the demands of project. The use of technology can also be used in measuring the performances and efforts that are led by the employees which helps in making needed improvements in that areas of the project. The third lesson I observed is the planning and execution is not enough, if one wants positive results as proper improvising and changing the standards, strategies and decisions are required. These changes are very important as the business environment under which the project is executed is constantly changing and affecting the structure and companies as well. I got an opportunity to learn the importance of effective project management for completing every project. I also got knowledge about the risks involved in the project and how to tackle these issues in the path of successfully completion of this project. Also, it is important to motivate the employees so that they can give their best in accomplishing the objectives of the project. Motivation can be increased among the employees when the health and safety, positive environment and better relationship between the employees are properly taken care of. The various methodologies and strategies also plays an important role in completing the project without any major issues. Tracking these methodologies time to time is very important so that changes that are required can be completed on time. I have also learnt about the different complex situations which can occur in any project including identifying the skilled human resource who are perfect fit for the project. 
Recommendation for Similar Project

If this kind of project is again launched by the government, there are some suggestions and recommendations that is useful for the project to be successfully accomplished. The measures and steps which should be taken in order to complete a task are given in detail as:

· Business Environment plays an important role in completing the project on time as it contains internal and external factors which can impact the procedures and strategies of the whole project.  By tracking these factors, the upcoming challenges and problems can be identified at time which helps in preparing the members for making effective changes (Pan and Zhang, 2021).

· Properly defining the scope to the members of project team so that they can get proper knowledge about the project. The scope should be specified and measurable so that the employees could be able to properly understand the information and also the time limit can be clear in their mind. The scope should also be realistic, which means it is possible to make this work in the real world which can receive proper acknowledgement.

· Mentioning and entering every details of the changes and improvements in the list will help the employees in keeping track of the ongoing process of the project. Checking that list on time also help the manager for identifying the errors and mistakes on time that will also increase the efficiency of the project (Silvius, 2019). When the mistakes are found on time, it helps the team to make important changes which will not affect the future issues of the project.

· Assigning responsibilities and accountabilities on the starting stage of the project is very important as it helps in avoiding the future chaos and confusion of the particular duty of the particular employee who are working on the similar project. When every team member is aware about their particular role, the team members become serious for their tasks and make every possible effort for accomplishing it on time.
·  It is main crux of a successful plan of project. If a similar project is made again in future, then management must be honest about its timely completion which helps the concerned authorities to properly make changes according to the time available. Time judgment will also aid in sorting the tasks and make understand the sponsors of the project about the completion of project (Yang, Liu and Liang, 2018).

· All the tasks related to these type of projects must be completed in order, one after one as it will aid in proper completion of project activities. Identifying the critical path will aid in knowing the longest path of the project. As, it will help the project manager to complete the tasks of project on time designated. Critical path will define how much time will the project take to accomplish. Creating critical path will tell the managers about the start and end dates which will clarify about the project completion. This will also aid in re-examining the projects scope and if there is some requirement of workers then with the help of this it will also be accomplished as task dependencies will be known earlier.

·  For successful making of these kind of projects, executives must implement the plan as decided earlier. It will aid them for having regular check in with plan and if there is need of any update then it may be done accordingly (Zhao, Hwang and Lim, 2020).

CONCLUSION


For the successful implementation and completion of any project, a proper guidance and direction is needed to the members. For completion of any project, the project management works as a shield for hitting the goals efficiently and timely as it provides proper guidance and direction for walking on the path of success. The above report is all about the project management principles, importance and life cycle. It covers the detailed information about the Cross Rail project which was established in London in the honour of Elizabeth II. This report discusses the failure and the causes of this occurrence and the recommendation steps to improve. It also talks about the important lessons that have learnt from this failure and suggestions for making efficient project management strategies o the similar kind of project.
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