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Introduction
Contracting plays a central role in project management because it shapes how responsibilities, risks, and resources are shared between clients and external parties. Project management itself involves applying knowledge, skills, and tools to meet defined objectives within limits of time, cost, and quality (Project Management Institute, 2021). The choice of contracting method therefore has a direct impact on project performance, the client’s risk exposure, and the degree of control they retain. As projects grow more complex and resource intensive, selecting the right contracting approach becomes a strategic decision rather than a routine administrative step.
This essay explores four commonly used contracting methods: Turnkey, Multicontract, Do It Yourself (DIY), and Multicontract + DIY. Each approach allocates responsibilities differently and is suited to project types. The discussion outlines how each method works, its advantages and disadvantages, and the contexts in which it is most appropriate. Organisations typically outsource work to access specialist expertise, transfer risk, stabilise costs, or focus on core activities (Winch, 2010; Eriksson, 2017). At the same time, contracting can introduce challenges such as reduced control, coordination difficulties, and potential cost escalation. The subsequent sections examine each method using academic literature and practical reasoning.

Turnkey contracting places full responsibility for design, procurement, construction, and commissioning in the hands of a single contractor. The client sets out the required performance standards, and the contractor delivers a complete, operational facility. This model is widely used in industrial plants, energy projects, and major infrastructure developments where an integrated delivery approach is essential (Ndekugri & Turner, 2014).
Advantages
One of the biggest strengths of turnkey contracting is the transfer of risk. The contractor becomes accountable for design mistakes, procurement delays, and performance issues, which significantly reduces the client’s exposure (Lahdenperä, 2012). This is especially helpful for clients who lack technical expertise or project management capability. Turnkey contracts also offer strong cost and schedule certainty because lump‑sum pricing encourages contractors to manage costs tightly and deliver efficiently (Zuo et al., 2018). Since design and construction are integrated, coordination improves and interface problems are minimised. Another practical benefit is simplified management: the client deals with only one contractor, which is particularly advantageous for public sector organisations or firms without engineering departments. Turnkey delivery can also lead to more optimised design solutions (Eriksson, 2017).

Disadvantages 
The biggest drawback of turnkey contracting is the limited control the client has once the contract is awarded. From that point onward, the contractor directs both design and delivery, which makes any client‑requested changes expensive and potentially disruptive to the contractor’s planned workflow (Winch, 2010). Turnkey projects also tend to come with higher upfront costs because contractors include risk premiums to protect themselves against uncertainty (Lahdenperä, 2012). As a result, this approach can be more costly than methods where the client retains greater responsibility.
Another concern is reduced transparency. Since the contractor manages procurement, the client has little visibility over supplier choices, material decisions, or cost structures. Turnkey delivery is also a poor fit for projects that rely on iterative development or ongoing stakeholder input, such as hospitals, research facilities, or cultural buildings,where user engagement is essential for achieving the right functional and operational outcomes.
Suitable Project Types 
Suitable for:
· Industrial plants
· Power generation facilities
· Water treatment plants
· Standardised infrastructure
Less suitable for:
· Bespoke architectural projects
· Projects requiring high levels of client involvement
· Clients with strong internal technical capability
Turnkey contracting works best when the client values certainty, simplicity, and the transfer of risk.
Multicontract Contracting 
Multicontract contracting divides a project into several distinct work packages, with each package awarded to a different contractor. Instead of relying on a single organisation for delivery, the client distributes responsibilities across multiple specialist firms. The client—or a project management consultant acting on their behalf, then takes on the role of coordinating all contractors, managing interfaces, and ensuring that each package aligns with the overall project plan. This structure allows the client to engage experts for specific disciplines while maintaining oversight of design, sequencing, and procurement. Because of its flexibility and ability to accommodate specialist inputs, the multicontract approach is widely used in commercial building projects, transport infrastructure, and complex engineering developments where diverse technical skills are required (Winch, 2010). It is particularly effective in environments where the client has strong project management capability and wishes to retain a higher degree of control over project decisions, contractor performance, and cost transparency.
Advantages
One of the main strengths of this method is the high level of control it gives the client. They can influence design decisions, choose contractors, and determine the sequencing of work, which is particularly valuable for bespoke or technically sensitive projects (Eriksson, 2017). It also provides strong cost transparency: competitive tendering for each package can help reduce costs and avoid the risk premiums often built into turnkey contracts (Lahdenperä, 2012).
Multicontracting also offers flexibility. If a contractor underperforms, they can be replaced without disrupting the entire project, and scope changes can be made at the package level. Another advantage is the ability to select specialists for specific tasks, which can improve quality and reduce technical risk (Zuo et al., 2018).
Disadvantages
The biggest challenge is the significant coordination effort required. Managing multiple contractors demands strong project management skills, particularly in scheduling, risk management, and interface control (Winch, 2010). The client also carries more risk, including exposure to design errors, delays, and interface failures (Lahdenperä, 2012). Fragmentation is another potential issue, if contractors interpret specifications differently or fail to coordinate effectively, disputes or quality problems may arise. Procurement can also be time‑consuming because each package requires its own tendering process.
Suitable Project Types
Suitable for:
· Commercial buildings
· Transport infrastructure
· Projects requiring specialist contractors
· Clients with strong project management capability
Less suitable for:
· Clients with limited technical expertise
Multicontract + DIY Contracting 
The Multicontract + DIY approach blends internal execution with external contracting. The client carries out tasks that align with their in‑house strengths while outsourcing specialised or labour‑intensive work packages. As in standard multicontracting, the client is also responsible for coordinating all parties and managing interfaces (Winch, 2010).
Advantages
This hybrid method offers strong strategic flexibility. Clients can retain control over critical or sensitive tasks while outsourcing non‑core activities to external specialists (Eriksson, 2017). It can also support cost optimisation: using internal resources reduces reliance on contractors, while external experts handle complex or highly technical work (Lahdenperä, 2012). Risk is shared between internal teams and contractors, with each handling the areas where they are most capable. The approach also helps build organisational knowledge, as internal teams gain hands‑on experience. In addition, it improves alignment with long‑term operational needs, since internal staff can ensure the project fits the organisation’s future goals.
Disadvantages
Despite its flexibility, the Multicontract + DIY method brings several challenges. The most significant is the high level of coordination required. Internal teams and external contractors must work together across multiple interfaces, increasing the risk of communication gaps, scheduling conflicts, and integration issues if coordination is not managed effectively (Winch, 2010). These problems can lead to delays, rework, or inconsistent quality.
Another drawback is the potential for internal resource overload. When staff are expected to contribute to project tasks while still supporting day‑to‑day operations, capacity constraints can emerge. This dual workload may slow decision‑making, reduce productivity, and place pressure on internal teams, affecting both project outcomes and routine performance.
The hybrid model also exposes the client to dual risk responsibilities. Although some risks are transferred to contractors, the client remains fully accountable for internally executed tasks, such as design accuracy, labour availability, and performance outcomes, while also overseeing contractor performance and contractual obligations. Ambiguity in responsibility allocation can further complicate matters. If internal and external scopes are not clearly defined, disputes may arise over delays, defects, or cost overruns, making accountability and claims management more difficult.
Procurement and administration also remain resource‑intensive, as multiple contracts must be managed simultaneously.
Suitable Project Types
· Organisations with partial internal capability
· Industrial upgrades
· Projects involving proprietary technologies
· Public sector projects with internal works teams
Less suitable for:
· Clients with weak project management capability
· Highly complex, tightly integrated projects
· Projects with aggressive timelines
The hybrid method works best for clients seeking a balance between control, cost efficiency, and access to specialist expertise.
Conclusion 
Each contracting method carries its own strengths and limitations, and no single approach is suitable for every project. Turnkey contracting offers simplicity and strong risk transfer but limits the client’s ability to influence design and delivery. Multicontract contracting provides greater flexibility, transparency, and control, yet demands significant coordination capability. DIY contracting gives the client maximum control and supports internal learning, but it also requires substantial resources and exposes the organisation to higher levels of risk. The hybrid Multicontract + DIY method blends internal capability with external expertise, though it increases coordination demands and can blur responsibility boundaries.
Ultimately, the choice of contracting method should reflect the client’s technical capability, the complexity of the project, the level of risk they are willing to carry, and their broader strategic priorities. A clear understanding of these methods enables project managers to select the most appropriate approach and improve the likelihood of achieving successful project outcomes.
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