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[bookmark: _Toc121325294]Introduction 
The process of directing the project from the beginning through its lifecycle is known as what we understand as project management. The core purpose of managing a project is to complete it within the settled goals of budget, quality and time. Whether a person is having many years of experience of project management or is completely new to the profession, finishing and managing a project within the proper time and budget is not an easy thing to do. Moreover, every project is different and contains a different set of challenges. As per a survey done by the PMI (Project Management Institute), the actual importance of project management that brings benefits like efficient resource management, higher risk tolerance and flexibility, better quality, retrospective learning and many more are only realised by 58% of the organisations (Kerzner, 2018). Henceforth, the current assignment will be evaluating one such project (The CrossRail Project) and examine the reasons that led to delays and huge overruns.  Thereby, providing a strong example as to why project management is crucial for the success of any project. 
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Opened on 24 May, Tuesday, 2022, the CrossRail Project, Elizabeth Line offered services between Paddington and Abbey Woods. On the same day, the TFL Rail Services were rebranded to the Elizabeth Line. By cutting journey times, transforming accessibility and providing additional capacity, the Elizabeth Line is transforming travel across London and South-East (Crossrail, 2022). This project has been considered to be a historic and once-in-a-generation masterpiece, added to the transport network of London to save the capital city from the pangs of the pandemic and provide new journey options to support regeneration in and around London. 
Although the core elements of a project vary depending on the nature of the project there are few elements that are common to all projects, comments Puscasu, (2022). Penning down or assessing these key components help in overcoming unprecedented situations as well as task and team organisation. Project goal is what one expects from the project and explains the reasons for undertaking the project. The main goal of this project of the CrossRail services is to connect the outer fringes to the West End of London and to the heart of the City along with providing a quick route between the Heathrow Airport and Central London. Providing an economic legacy is the main purpose of the Elizabeth Line (Gov, 2022).  The project scope is the next element included in the project charter and the one that a project manager should example within the plan. A project scope is the part of the plan that documents and determines specific goals, tasks, deliverables, features, deadlines, budgets and functions. The scope of the Elizabeth Line of CrossRail is to deliver a 74 mile railway. Additionally, the plan also includes delivering a new fleet of trains, expanded and upgraded stations along the route of Crossrail and 13 miles of new tunnels under London (Worsfold et al., 2018). After its competition the services will be running from Shenfield and Abbey Wood in the east to Maidenhead and Heathrow in the west. 
Identification of the quality stakeholders and their needs is the next important consideration that leads to a successful project completion. A project stakeholder could be the customers, sponsors, clients, end-users and many more. The approach to stakeholder relationship management was justifiably outlined by Simon Bennett, the Head of Learning Agency of Crossrail’s, who was involved since the beginning of this project. Different stakeholders of this Crossrail project have been identified through standard napping processes and were assessed periodically through the project. To mention a few of the stakeholders, include:  Future passengers, Sponsors, Partners, Local politicians, Statutory bodies, Engineers and Media.  As commented by Bailey (2017), the future passengers or the local communities have been an important part of this entire project. Even before the construction began, Crossrail services consulted over the choice of the public's preferred route. Leaflets were distributed at the stations to make the public aware. In order to excite the future passengers and future engineers of Crossrail, a Young Crossrail programme was designed. All these events were discussed with the planners and engineers who were developing the project scheme (Udoagwu, 2022).  All were instructed beforehand by the project manager to ensure the planners and engineers had the right skills to develop and plan the entire project as well as deal with the consultee questions in an appropriate manner. 
Within external affairs was involved the media team that was responsible for new media and press events. The relationship with the local politicians was managed by the public affairs team involved in this project. Bailey (2017), further mentioned that, ensuring that the route MPs were always kept updated about the project proceeding was an important concern of Cross Rails so that in times of consistency enquiry, they knew where to go. Additionally, the company also arranged for Crossrail appearances at committees at London Assembly and at Westminster. The Sponsors of Crossrail are the Secretary of State for Transport through DfT (Department for Transport) and the Mayor of London through TFL (Transport for London). Some of the partners included: Berkeley Homes, Canary Wharf Group Plc and Network Rail (Crossrail, 2022).
The project schedule is the next important element to be involved in the project plan, that keeps the stakeholders informed about when to expect the final delivery. A project timeline helps the team members as well as the project manager keep the project operations in the right speed and right direction. Europe's biggest construction project, Elizabeth Line, a 73-mile railway was first formulated in the 1980s, got cancelled the next year and was again approved in the 2000s. In 2009, the work ultimately began with 10000 workers and after many delays, budget overruns and struggles, the project took 13 years to complete. 

	Tasks 
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In August 2020, the Transport for London took over full control of the building of the Elizabeth Line and announced a new target to be achieved by the first half of 2022. The testing of trains on the track started by May 2021. The next year in the same month, nine new stations and the underground part of the line was opened. Finally, in September 2022, first through trains started running into Central London (Topham, 2022). 
Risk assessment is another important element that should be assessed while preparing a project plan. Four risks have been identified by the project managers and the team while completing the Crossrail project. 
Time crunch: Project schedule risk can have an impact on the delivery date, budget and on the overall project performance. The Crossrail project was delayed by six years. Initially the plan was to launch it in December 2017, but that finally came into action on 24th May 2022. 
Low performance: This occurs when the project does not perform as per the planning. Similar; was noticed in the Crossrail project. Many technical issues evolved like the signalling systems failed and the Bond Street Station had slipped behind (Edwards, 2022). 
Health and safety issues: Health hazards are another risk factor that the project management team can face while completing the project. Death of workers can have an impact on the overall workflow. The contractor of Cross Rails was fined an amount of 1m £ for the injuries and death occurred at the construction site. 
High costs: When projects go over the budget, the risk of higher costs gets involved. This can happen due to improper budget planning during the initial stages. The project cost of CrossRails exceeded from 15.9 bn £ to 18.25 bn £. 

	                        Impact 

	Risks 
	Likelihood 
	High
	Medium
	Low

	Time crunch
	
	
	
	

	Low performance
	
	
	
	

	Health and safety issues
	
	
	
	

	High costs 
	
	
	
	



Deciding the project budget is the next important element included in a project management plan. The budget is the money allotted to complete the project and the project manager is given the responsibility to ensure that the financial resources are utilised properly. In September 2003, the Transport for London, Department for Transport and the Cross London Railway Links Ltd, had proposed the decision of investing in the project (Haylen, 2019). The Crossrail project has been expected to have a benefit-cost-ratio of 1.80 including user benefits of around 16 billion Euros delivered through 
· Benefits to mobility disabled passengers
· Time savings
· Reduction in crowding and increased comfort
· Cost savings of operating highway vehicles
· Reduction in accidents
In 2014, the business case was reviewed by the Secretariat of the State and then confirmed the requirement for the project CrossRail, although with a concern over the deliverability of this project. 

	Expenditure and Funding for CrossRail (£bn)
	
	Total funding amounts provided to Crossrail Ltd by the Department for Transport (DfT) and TfL in relation to the construction of Crossrail
	Expenditure incurred by Crossrail Ltd in relation to the construction of Crossrail (excluding recoverable VAT on Land and Property purchases)
	Total expenditure incurred by Crossrail Limited in relation to the construction of Crossrail (excluding recoverable VAT on Land and Property purchases)

	2008/09 
	0.20 
	0.20
	

	2009/10
	0.77
	0.96
	1.16

	2010/11
	1.48
	0.72
	1.88

	2011/12
	2.75 
	1.04
	2.93

	2012/13
	4.26
	1.51
	4.43

	2013/14
	5.98
	1.58
	6.01

	2014/15
	7.95
	1.58
	7.65

	2015/16
	10.00 
	1.60
	9.25

	2016/17
	10.86
	1.64
	10.89

	2017/18
	11.71
	1.62
	12.51






A proper funding formula was required for Crossrail that would reflect multitude interests and different financing and funding mechanisms. The entire funding for this project was split into three parts between the London Businesses, the taxpayers and the future fare payers of the Crossrail. The rolling stock has been largely financed by the Transport for London (TfL). Through TfL and GLA (Greater London Authority), the Mayor of London contributed 7.1 billion euros for the project (Haylen, 2019). A grant of 4.8 billion Euros was provided by the UK government. Additionally, other contributions to this project came from Heathrow, Berkeley’s Homes, Canary Wharf and many more. The Network Rail contributed 2.3 billion Euros that was spent on improving the infrastructure of the east-west of the central tunnelled section.  

The entire project management process of Crossrail was divided into five different stages:
Initiation: This is the first step of the project where the purpose is stated along with declaring the proposed budget (Worsfold et al., 2018).  In January 2002, with the Cross London Rail Links Ltd being established as a joint venture between the Transport for London and Strategic Rail authority, the project was proposed. Between 2005-2008 a budget of 15.9billion Euros was declared by TfL and the government as needed to complete the entire project. The expected opening date for the railways was declared to be December 2017. 
Planning:  This is the second and the most important step to a successful project management. In May 2009, Boris Johnson and Lord Adonis marked the beginning of the construction. The next year (2010) there was a reduction in the project budget by 1.1 billion Euros, which was a total of 14.8 billion Euros. Moreover, the opening date was shifted to a year later in December 2018. 
Execution: Implementation or execution is the step where the project plan is put into action. The local communities and residents were informed about the project to build an outstanding reputation and trust with the stakeholders. The community relations representatives acted as the first line of communication for the local residents (Field, 2021). In 2012, under Central London, the boring machines started drilling 13 miles of tunnel. By 2015, the tunnelling work was completed using eight tunnel boring machines to dig 41 km of tunnels. In 2016, the Queens made a visit to the site and announced that the project CrossRail will be named after her and hence came to be known as the Elizabeth Line.  
Monitoring and Control: This step involves monitoring the project progression as well as the performance of the workers and dealing with any issues that arise mid-way. In 2017, the first sign of construction issues was noticed as an electrical explosion in the Pudding Mill substation occurred. The Crossrail bosses in 2018 announced that the project is going to face further delays along with an increase in the project by 0.6 billion Euros. This was because of the increasing cost pressures across the project and hindrances faced while installing difficult signalling systems. When TfL executives took over the lead, it predicted that the project would require an addition of another 2 billion Euros taking the total cost to 17.6 billion Euros.  The opening date was delayed beyond 2021. In November 2021, Crossrail Ltd estimated a budget hike of 650 million Euros, which became a total of 18.25 billion Euros. 
Closure: This is the final step of a project that involves releasing staff and resources or handling over the deliverables (Herausgeber Project Management Institute, 2017). In August 2022, finally TfL took full control of the construction and the testing of the trains started by 2022. TfL announced that on 24 May 2022 the Central part of the Elizabeth Line will be opened. The through trains started running into Central London from September 2022. 
By reviewing the core elements of the project, it can be said that the main reasons behind the project delays and exceeding the budget are:
· Temporary pause in construction and work slowdown due to the pandemic
· Issues with energisation tunnel
· Problems arises while testing the software in the new trains during phase 3
· Onsite accidents, deaths and injuries of the construction workers
· Failure in the signalling systems
· Lack of accountability among the project sponsors and political disagreements
 These delays have further exceeded the actual budget cost that had a negative impact on the sponsors and partners. Moreover, as the UK economy shrinks in March 2020 by 0.8% along with a 7% inflation hit, it also delays the project (Milliken and Schomberg, 2022). 
 
[bookmark: _Toc121325296]Conclusion 
Finally, after a delay of four and five months with an exceeding budget of 3bn Euros, the doors of the train were finally opened and the project Crossrail became a dream come true for the Londoners. Although it has cost billions to the taxpayers and disrupted the lives of the people in and around London, as claimed by Andy Byford, this east-west rail link will be an envy of the world. However, the project team can follow these recommended strategies to avoid any further delays and help Cross Rails operate fully by 2023.  
Proper scheduling can help avoid further delays and higher costs. The project team should have a clarity of the timelines and the project resources. Some project scheduling tools such as Liquid Planner or WorkflowMax can be used to ensure proper scheduling. Another strategy that can be followed to ensure project success is encouraging accountability. All the investors or the sponsors should be held accountable to complete work related to the project within the deadline. 
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