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[bookmark: _Toc118310752]Introduction
The appraisal of projects is one of the most important components of project management. It is necessary to analyze a project based on the various success and failure variables associated with it, in conjunction with the examination of various project management tools. The evaluation of the Crossrail project can be found in this report. In order to accomplish this goal, the report contains the results of an in-depth study that was performed on the project's stakeholders, budgets, timeline, risks, and other aspects. In addition to that, a suggestion has been made for the initiatives that will take place in the future. 


[bookmark: _Toc118310753]Project Summary
The Crossrail project is currently considered to be one of the most topical issues within the contemporary civil engineering paradigm as well as the realm of modern building (Dodgson et al., 2020). Because to this project, London now has a large train connection that spans all of its many neighborhoods, one that has been in the works for quite some time. Crossrail Limited was established as a corporation that is completely owned by Transport for London (TfL) with the goal of developing, executing, and managing the Crossrail construction in order to hasten the growth of London (Bailey, 2017). Crossrail Limited's founding aim was to accomplish this goal (BBC, 2022). The culture of the company is constructed on a basis of basic tenets such as a commitment to safety, honesty, respect, creativity, and teamwork. These core values provide the foundation upon which the organizational culture is built. The Elizabeth Line will be developed as a part of Crossrail, that is the largest construction project that is currently being undertaken in Europe (Lloyd-Davies and Rowark, 2021). The Elizabeth Route will be a train route that is 100 kilometers long and will have 40 stops along the way. Additionally, 42 kilometers of new tunnels will be built underneath central London. 
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Figure 01: The Crossrail Route | Source: (Crossrail.co.uk, 2022)
The total budget for the project was initially estimated to be 14.8 billion dollars. Later on, this budget had to be altered for many times as a result of ineffective management of the project as well as unavoidable delays in the completion of the project's most important deliverables and milestones. In light of this, the total cost of bringing the project to a successful conclusion had risen to £25 billion by the year 2022 (Stärk et al., 2019). As a consequence of this, and the fact that people had been waiting for years and hearing about the project, they began to view it as the primary point of interest when it finally began to be opened to the general public for use.  


[bookmark: _Toc118310754]Success/Failures of the Key Project Factors
To evaluate a project’s success and failing factors, there are different tools and techniques that can be used (Heerkens, 2018). For example, by looking at the overall stakeholder management, risk management and mitigation strategies taken within the project, and evaluating the schedule baseline, a project can be evaluated and concluded if it was a successful project or not (Cooke and Tate, 2014). Here, the satisfaction and morale of the stakeholders at the end of the project is the most important factor. So, in this part, to evaluate the project, these issues have been evaluated. 
[bookmark: _Toc118310755]Deviations from the Project Development Agreement
This part covers Crossrail project’s response to the Government's 2010 Complete Spending Review, which required value management to optimize the program. Crossrail project’s financial viability increased sponsor confidence, resulting in a PPRN for Review Point 4. (RP4). Programme Controls ensured the Crossrail Board had the power and resources to implement the Delivery Strategy in this report. This part is for pre-construction of any large-scale project or program that needs program controls to pass government reviews. For any 
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Figure 02: Review Sections 3 and 4 of the Project Development Agreement | Source: (Bartlett, 2022)
A great deal of change has occurred in terms of the criteria and the design, as well as the mobilization of delivery partners since the time of the construction had begun for the project. Hence, it was vital to establish a new baseline for the program to utilize as a point of reference for the purpose of controlling the project (BBC, 2022). It was necessary to persuade the new leadership team and partner organizations that the changes were necessary, and it was essential to get a firm and comprehensive understanding of the ramifications that the changes would have. 
[bookmark: _Toc118310756]Achievements from the Initial Program Baseline
The initial control baseline, also known as the ICB, is an all-encompassing evaluation of the many different inputs that go into the project, such as the standards, commitments, and assumptions (Heerkens, 2018). Additionally, it evaluates some outputs, such as the timetable, an estimate of the costs, potential risks and opportunities, etc. The following enumeration constitutes the program baseline:  
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Figure 03: Program Baseline Development | Source: (Worsnop, Miraglia and Davies, 2022)
There were a number of various success elements that need to be highlighted during the course of the project based on the study of the program baseline. Among these is the fact that the requirements of the sponsors were matched up with the outputs of the project. Additionally, the initiative was successful in documenting all of the pledges that were made.


[bookmark: _Toc118310757]Success of the Project’s WBS
Work breakdown structure, also known as WBS, is an essential component to the completion of any project. The set of responsibilities that need to be addressed by the project can be more easily understood with the help of a WBS that has been thoroughly defined (Heerkens, 2018). Following is a breakdown of the WBS for the Crossrail project:
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Figure 04: WBS of the Crossrail Project | Source: (Crossrail.co.uk, 2022)
The comprehensive working plan for the project can be derived from the work breakdown structure that was shown before. Additionally, the WBS was successful in a variety of areas, including the alignment of the procurement strategies with the WBS, bringing the projects up to speed with their comprehension of the WBS, and the significance that was placed on complying with the planned code structure contained within it. Recognizing when it is the right moment during the program to evolve the WBS (Crossrail.co.uk, 2022). For example, the transition at Project Level to focus on fields of study (Sectors) rather than geographical "areas" was made while the System level contracts still were ramping up, etc. Recognizing when it is the opportune forum during the program to evolve the WBS. 
[bookmark: _Toc118310758]Success/Failure of Stakeholder Management
For the Crossrail project, there were a significant number of stakeholders from a diverse range of backgrounds. The list of project stakeholders includes everyone: the people who use the transportation system, the government, the local authorities, the construction companies, the project management teams, the media, and anybody else who had an interest in the outcome of the project. However, due to the fact that each stakeholder was intimately associated with the project and had an interest in it, the wide variety of stakeholders that needed to be managed required to be managed with the utmost care. According to Cooke and Tate (2014), the achievement of success in the management of a project's stakeholders is contingent on the satisfaction that the stakeholders experience with the project.
The Crossrail project's various stakeholders were broken up into four distinct categories. Due to the fact that these groups' interests in the project were distinct from one another, it was necessary to devise distinctive modes of communication for each of these groups. For the purpose of determining the level of contentment felt by various parties involved in the project, one can monitor their happiness using the following graph:
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Figure 05: Stakeholder Satisfaction on the Crossrail Project | Source: (Crossrail.co.uk, 2022)
The satisfaction levels of transportation journalists and members of parliament are depicted in the 4 graphs given above, and it can be observed that these levels have been quite consistent over the years. Nevertheless, after the year 2013, when the Project's work began moving along at a faster pace, the level of satisfaction among the local authorities improved. In spite of the controversy surrounding the Crossrail project, all of these demonstrate that the project's stakeholders were managed relatively successfully by the Crossrail project (Crossrail.co.uk, 2022).
[bookmark: _Toc118310759]Success/Failure of Schedule and Budget Management
The schedule and budget management are the most important and significant areas of a project. In the beginning, it was estimated that the overall completion of projects would expense a total of 14.8 billion dollars (Bailey, 2017). In spite of this, when everything was added up and taken into account, the grand total was somewhere in the neighborhood of 25 billion dollars. 
Despite this, this enormous budget has been financially supported by a diverse range of sources coming from a wide range of different locations around the world. Because the schedule again for Crossrail project is so extensive, it took more than eighty years from the conception of the idea for this type of project until the project was finished in its entirety. This is because the timetable for the project is so extensive. The year 1941 marks the beginning of the record for when the very first concept for the project was conceived (BBC, 2022). In later stages, a multitude of issues that arose necessitated the postponement of the entire project on multiple occasions. 2009 was the year that marked the start of the project's construction phase (Bartlett, 2022). In addition, the initial route did not become operational before the year 2022. So, from this, it can be concluded that, the project was a complete failure and nightmare in terms of its management of timing and finances. 
[bookmark: _Toc118310760]Success/Failure of the Project’s Risk Management
The undertaking was an extremely time-consuming one. The project, on the other hand, was extraordinarily difficult and expensive because of its enormous length (Palczynski, 2022). There were a lot of dangers associated with the project because of its high costs and considerable delays in the works with the project. In addition, there were complex civil engineering issues (Worsnop, Miraglia and Davies, 2022). In several instances, the risks associated with the initiatives were effectively managed. However, in certain instances, the risks were not addressed as effectively as they should have been. For instance, the risks that were related with timing and budgeting were not managed well, which increased the likelihood of adverse outcomes. Due to the ineffective management of these many sorts of risks, the project had become a significant issue for the United Kingdom. As a result, the project was repeatedly delayed, and its costs were rapidly rising in comparison to the expenses it had initially had (Stärk et al., 2019). Other risks, such as those related to construction and technology, were controlled rather effectively, and sufficient preventative measures had been implemented to address the unpredictability of the scenarios that could arise throughout the course of the project's construction.
[bookmark: _Toc118310761]Lessons Learnt from the Project: Crossrail
The Crossrail project is one of the greatest cases that can be studied to learn various aspects of a project. The project was a very complex, big-budget and lengthy project. However, despite the fact that these dangers were effectively controlled, the project was unable to adhere to the risk register issues that it had originally designed. In consequence of this, the entirety of the project was put behind schedule, and the expenses skyrocketed, despite the fact that the goal of the project was to be both on budget and on schedule. Therefore, it is possible to draw the conclusion that the overall risk management of the project was a failure, in particular with regard to the situations of schedule risk management and budget risk management. Also, the fact that the project was so difficult to comprehend was the most significant challenge that was connected to it. As a direct consequence of this, a stringent approach and method were ineffective in terms of finishing a project with this level of complexity. The reason for this is because as time goes on, new situations and projects appear that were not able to be predicted in the beginning. This is the reason why this is the case. 
[bookmark: _Toc118310762]Recommendations for Future Projects
So, for a similar project like this in the future, it is essential not to make an inaccurate estimation of the length of time that will be required to construct a credible project planning. The amount of time that will be required may very well vary considerably depending on the scope and complexity of the program. Because the Crossrail project is such a complex one, the amount of time that was necessary to establish this aspect of the program was around seven months. On the other hand, the work that was put in has shown to be useful since it has provided a firm platform from which change can be effectively controlled. This is a result of the work that was put in. 


[bookmark: _Toc118310763]Conclusions
Crossrail is not only one of the greatest construction projects ever undertaken in the UK but also one of the largest and most prominent examples of effective project management. The project fared well in the argument that while being a difficult and complicated project to complete, it was still able to reach its goal in the allotted amount of time. However, the most significant argument against this project will never be resolved, and that is the fact that it consumed significantly more time and money than was previously anticipated. 
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