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[bookmark: _Toc121419443]Introduction 
The purpose of the essay is to evaluate the reason for project success and failure through a proper project plan. The Crossrail project aim is to provide a high-frequency cross-traveller rail and fast transportation system crossing the capital from conurbations on the west to east, by linking two main railway lines abandoned in London. The project took 2 years to complete, but the whole plan and accomplishment time gap was about 50 years. The project also exceeded the projected budget.
The report will show the budget and time of the project to evaluate the reasons for the wrong things that made delayed the project’s completion. The report will also analyse the risk factors and quality stakeholders to assess the whole project’s positive and negative aspects that led the project to accomplish. 
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Project management principles
Project management principles are –
Address significant questions at the start of the project: The first principle of project management is to analyse some questions, such as – whether the project can bring benefit the organization, whether the project happened and other things (Chambers et al., 2017). The Crossrail project was analysing the questions and proposed the project to the government to make the transportation system faster. It would bring benefit for the traveller of the capital and other locations people. 
Draft out a possibility and goals for the project: The principle suggests that the organization need to draft a possible plan and goals for the projects (Cooke and Tate, 2017). The Crossrail project also set the goals to accomplish the project as early as possible to make the transportation system fast and easy for the people. But it failed to create SMART goals and it took a huge time to pass the plan of the project and accomplish the project. 
Connect roles, prospects, and objectives to the team: The principle suggests that the organization need to make communication clear to the team members and show them the objective, roles and expectation of the project (Crossrail, 2017). The Crossrail project was unable to make clear communication with team members and failed to make understand them the importance of the project. So, the project took a huge time to accomplish. 
Monitor development and recognise barriers: The organizations need to monitor the progress of the project, such as – the project plan is effective or not and need to recognize barriers, such as – why the project is delayed to accomplish (Crossrail Learning Legacy, 2017). The Crossrail project was unable to monitor the barriers and recognize that the cost is excessing the budget on time. So, it was delayed to accomplish. 
Ensure all deliverables have been met and complete the project: In this case, the project manager needs to ensure that all the deliverables and resources are able to meet the needs of the project. The Crossrail was unable to provide resources on time, so it was delayed to complete. 
The life cycle of a project
Deeprose (2018) said that the project life cycle has 5 phases in the whole life of the project, such as – the initial stage, the planning process, executing stage, monitoring and controlling as well as closing process. The Crossrail project life cycle will be shown in this section. 
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Figure 1: Project life cycle.
Source: (Dodgson et al., 2018).
Initial process: Initial stage has two major processes. One is the project chapter and another is the stakeholder register. The stage includes project goals, vision, documentation and risk analysis. The Crossrail project has proposed the project in 1941 but it was not granted by the parliament (Dulake, 2018). In 1991 the project proposal was presented again and in 1994 it was rejected. The project was approved in 2007 by the department for transport and transport for London and they agreed to pay a fund of £15.9 billion (Farin, 2018).  In this process, the Crossrail project failed to present the benefit of the project properly and develop clear information about the accomplishment of the project. So, it took a huge time to grant by the parliament. 
Planning process: In this stage, the organization create a full plan for the project, such as – project scope, resource plan, and budget estimation. The Crossrail project also failed at this stage. It was unable to estimate the accurate budget, plan and time for the project. So, the project was delayed to accomplish. 
Executing Process: In this process, the plan becomes executed. The project plan was created by a technical engineer and executed by civil engineers, so the plan clashed. It led to the project plan failure (Glaister and Travers, 2019). The project also faced many technical issues. Tunnelling was started in 2012. The tunnelling activity was okay, but Bond street station skated seriously behind. So, the project becomes delayed. 
Monitoring and controlling process: The monitoring and controlling process analyse the progress of the project and find the reason behind not reaching the target. By identifying issues and overcoming the issues, the managers control the activities of the project (Hebbert, 2017). In this case, the project manager found that the civil engineer and technical engineer faced miscommunication and their plan was not matched. So, the tunnelling and line activities were crushed and the project became delayed. 
Closing process: This is the stage of accomplishing the project. The central part of Crossrail was planned to open on 9th December 2018. But because of technical issues and the pedestrianisation of Oxford Street issue made the inauguration of the project was rejected (Kwon and Kang, 2018). The Crossrail project was accomplished in 2022 and started during the platinum jubilee of the queen after solving technical problems and government support.  
Project management methodology (waterfall)
The Crossrail project focuses on Waterfall methodology. There are 5 stages in the methodology. A detailed discussion of the methodology will be shown in this section.
Requirements: Requirements refer to collecting and organising resources and documents for the project, such as – the need of the project, cost, benefit, risk and timeline of the project.  The Crossrail was unable to present the documents, such as – cost, timeline and risk properly in the parliament (Labuschagne and Brent, 2017). So, the project was rejected in 1991. In 2007, the project was able to show the document properly and get permission to start work. It was also unable to identify the actual requirement of the fund for the project. It was another reason of delaying in the project. 
Design: In this stage, the organizations identify and list tasks and create a workflow and timeline for the project.  The Crossrail develop a design to connect two major railway lines to make communication faster in the capital. According to the information of Thesing, Feldmann and Burchardt (2021) the project was designed for cross-London railway tunnels extending to George Dow in 1948. In 1974 the design changed and extended to the Paddington-Liverpool street cross tunnel. The design was modified in a different period, so the project plan changed frequently and it took a huge time to accomplish. 
Implementation: It is the process of implementing the plan. In this stage, the project progress is tracked and challenges are identified. When the Crossrail execute the plan in 2009, it faced many challenges (Ting, Gilson and Black, 2020). First of all, it faced technical issues. The design was made by the technical engineer and execute by the civil engineer, so the technical issues arise because of miscommunication between them. It also faced challenges, such as – a shortage of funds. The project faced a shortage of funds because of frequent changes in project design. 
Testing: In this stage, the project activities and progress are reviewed. The Crossrail test the tunnel and line. It found a technical problem in the tunnel. It found that the load of 200 million passengers in a year the line cannot take (Worsnop, Miraglia and Davies, 2016). It also found that tunnelling is unsafe. So, it needed to develop the tunnel and line. It took time to accomplish the project. When it was finalized that in 2018 The Crossrail would start. Because of Covid-19, the activities were delayed and the project became complete in 2022.
Development and maintenance: The process is focusing on development and maintenance. The Crossrail is started in 2022. The project activities are not finished yet. The Crossrail is upgrading the tunnel and line. It is also developing links with Liverpool and another street to make it a Superlink scheme. So, the project is delayed. 
Budget of the Crossrail project 
The estimated budget for the Crossrail project will be discussed below: 
	Year 
	Amount 
	Reason 

	1991 
	300 million 
	The estimated expense for the project was 300 million in 1991 when the project was promoted to the Paddington-Liverpool street tunnel (Chambers et al., 2017).   

	2004
	13 billion 
	When the senior railway managers promoted an extended regional Superlink scheme, the budget was estimated at £13 billion. 

	2007
	15.9 billion 
	When the proposal was approved by Transport for London and Department for transport the budget was estimated. 

	2022
	18.9 billion 
	In 2022, the Central section of the Elizabeth line is opened the actual expense of the project reached £18.9.  



Actual budget of the project
	Activity 
	Cost £ Billion 

	Plan creation 
	£1

	Fees of civil and technical engineer
	£1

	Labour cost
	£5

	50 days of exhibitions cost 
	£0.2

	Material cost 
	£8

	Another cost
	£3.6


Work break down

Figure 2: Work breakdown structure of the project.
Source: (Labuschagne and Brent, 2017).
The budget was estimated at 300 million in the first proposal. But the plan of the project changed frequently, so the budget was changed and the expenses were raised.  In 2007 the Department for transportation and Transportation for London agreed to pay a fund of £15.9 billion for the project. £2.3 billion financed by Network rail was included in the fund. But because of plan changes, the project needs to test the tunnel, technology and process frequently time (Cooke and Tate, 2017). So, the budget exceeded by £18.8 billion. Another reason for exceeding the budget is – the project took a huge time, so the inflation rate increased and the prices of the materials increase. It increases the cost of the project and the budget exceed. The above table shows that different activities of the project needed funds. The labour cost is increasing because of changes in monetary policy and the inflation rate increased. So, the budget exceeded extremely. Due to different technical issues and permission issues, the cost and time of the project increased. So, the project was delayed. 
Time of the Crossrail project
The timeline for the project is –
	Activities 
	Time (estimated)
	Time (Actual)

	Plan creation 
	1 year
	2 years

	Digging 
	2 year 
	3 years

	Tunnelling 
	2 years 
	3 years 

	Line establishment 
	2 years 
	3 years 

	Capacity enhancement 
	1 year 
	2 years 

	Reconstruct of Pudding Mill Lane DLR station
	1 year
	2 years 


The project faced different challenges, so the project takes time to complete. The reason behind the delay is many. First of all, the plan was not effective so it needed to develop the plan and time exceed (Crossrail, 2017). The plan was rejected frequently because of not getting permission from the government and parliament. Because of technical problems the digging also took more time than estimated. The tunnelling activities also changed, so the time exceed. To ensure safety, the tunnelling to time. Line establishment was okay, but it also needed to extend for Superlink scheme. So, the time also exceeded (Deeprose, 2018). When the Superlink scheme started, the capacity of lines and trains needed to extend. So, the new plan execution needed a huge time. The project also needed to reconstruct the Pudding Mill Lane DLR station. So, the project needed a huge time to complete. 
Gantt chart 
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Quality stakeholders of the Crossrail project
The main stakeholders of the Crossrail are the Mayor of London, Transport for London and the Department for Transport. In 2007 the Transport for London and Department for Transport promised to provide funds for the project. They promised to pay £15 billion for the project. But because of monetary policy changes and other reasons, they were unable to provide the fund on time (Dulake, 2018). So, the project was delayed. 
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Figure 3: Stakeholder matrix.
Source: (Own).
On the other hand, the plan for the project was very poor. So, the project was rejected in Parliament. But the Mayor of London and the departments try their best to approve the project in the parliament to make the transportation system of the capital fasters. The stakeholders were also unable to monitor the project activities accurately. So, the project faced delayed. The stakeholders’ estimation was not accurate and the project faced changes in its plan several times (Hebbert, 2017). So, the project was delayed because of a lack of control and risk management. 
Risk factors of the Crossrail project
The stakeholders were not assessing the risk of the project properly, such as – plan change can increase cost, safety issues and others (Labuschagne and Brent, 2017). So, it needed to develop the infrastructure and design frequently which also increased the time for the accomplishment of the project. The project faced a shortage of funds. It also faced strategic risks, such as – permission from parliaments and other risks. So, the project was delayed.  
[bookmark: _Toc121419445]Conclusion 
The Crossrail project is the biggest rail project in London. The was failed several times to get permission, but finally, in 2022 the line is started. The project faced many challenges, such as – managing permission, fund and other problem. The plan of the project changed several times. The main reason for the delay of the project was – a poor plan. The plan was first done to establish Criss-London railway tunnels that may extend to George Dow. But it extended to Paddington-Liverpool and Superlink scheme. So, it exceeded the budget and time. It did also not assess the risk properly, so it faced delays to accomplish the project by facing the risk. Covid-19 also delayed the project inauguration for 2 years. 
If the project focused on the actual plan and forecasting it may not delay. The project could forecast the needs of the people of Liverpool and other people. If it did, it may not change the plan frequently times and can complete the work on time. It also could analyse the safety risk of the tunnel. It would help them to reduce the cost and time of reconstruction of the station and lines. The project also could manage funds from government grants. It would help them to manage the increasing cost. The project could take the help of the stakeholders, such as – Transport for London and the Department for Transport. It would help them to manage costs and plan properly. Because of miscommunication among them, the project activities were delayed and safety risks arise. It also could arrange a meeting for the civil and technical engineers. When the engineers talk to each other, they could analyse actual factors and design of the project that would make the project successfully without any technical problems and the project would complete on time. 
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