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[bookmark: _Toc1351452887]Introduction 
A project represents a time-bound effort carried out for distinctive goals which are expected to be fulfilled within a specific duration (PMI, 2021). Successful achievement of this goal requires the execution of well-designed processes that have been thoroughly planned and controlled according to Kerzner (2010). Project Management operates as a system for defining organisational goals while creating plans for execution and control, as well as justifying objectives (Axelos, 2017). Project Management functions as a strategic tool which generates value while managing organisational uncertainties through effective resource mobilisation and optimisation (Wheeler, 2019).

Today's project environments that operate under global supply chains and digital workflows alongside complex government regulations force companies to lack the complete technical abilities essential for carrying out complicated tasks internally. In this regard, contracting has become an important strategic tool to share responsibilities, configure risk and source capabilities (Lock, 2013). The essay looks at four contracting strategies, including: Turnkey, Multicontract, Do-It-Yourself (DIY) and Hybrid (Multicontract + DIY) and discusses their advantages and disadvantages.
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[bookmark: _Toc197411058]Turnkey Contracting 
Turnkey contracting delivers all responsibilities for design, procurement, construction, commissioning and handover to one contractor. Through this contractual agreement, the contractor provides the client with a fully functional asset that meets all compliance requirements (Housing News, 2021). The model has wide applications in infrastructure, aviation, and energy projects with high integration needs and assured delivery. The key advantage of this model lies in its single-point accountability, which eliminates the need for client coordination while greatly simplifying liability issues.

The Noida International Airport (Jewar Airport) case. Zurich Airport International leads the turnkey project with a centralised responsibility for technical, regulatory and construction interfaces. The project stayed mostly on track with completing its timeline despite needing to acquire extensive land for its large-scale development (TNN, 2025). This points to how minimising interfaces can increase schedule reliability in turnkey contracting. This case presents how turnkey contracting enables total system integration. The turnkey contract integrates various aviation functions, which include IT systems and baggage handling, as well as terminal design and airfield operations.
Advantages 
· Single, unified accountability
· Eliminates disputes across suppliers; Zurich Airport acts as the sole responsible party.
· Integrated design coherence
· Aviation subsystems of security, digital infrastructure, and terminal flow are engineered holistically, reducing interface failures.
· Schedule reliability
· Fewer inter-contractor dependencies contribute to the project progressing largely in line with planned milestones.
· Predictable financial exposure
· Fixed-price elements transfer cost-overrun risk from government to contractor, shielding the public sector from financial volatility.
· Reduced administrative burden
· The government avoids multiple procurement processes, which are critical in the regulation of heavy aviation environments.
Disadvantages 
· Restricted client flexibility
· Once design baselines are approved, changes to terminal configuration or technology become costly, reducing strategic adaptability.
· Concentration of risk
· Any performance or financial issues on the contractor’s side jeopardise the entire project.
· Higher initial contract costs
· Contractors add risk premiums because they assume design and schedule risks.
· Limited capability development for the client
· The government learns less about complex aviation construction, reducing internal expertise for future projects.
Turnkey contracting succeeds in contexts requiring compliance and integrated performance, but its rigid framework creates adaptability challenges. Long-term projects dealing with advancing technology and policy updates may find this approach challenging. The transfer of excessive risk can shift contractor incentives towards defensive strategies and away from cooperative problem solving (Johansen, Olsson and Rolstadås, 2019). The turnkey's appropriateness depends on both project design stability and the client's preference for risk, combined with the regulatory environment.
[bookmark: _Toc803255770] Multicontract Contracting 
Multicontract contracting is used to procure and manage different specialist work packages separately. The project is broken into sections, with each work package procured separately and being managed either directly by the client or by the lead authority (Kerzner, 2010). Large scale infrastructure projects that surpass the management capacity of one contractor typically require this method.

The Gulf Railway Project, which involves six countries, demonstrates the modern relevance of this methodology. Each of the six GCC countries released individual packages for track work, as well as signalling and civil engineering and additionally for rolling stock procurement. Political alignment across regions influenced the process of cross-border integration (Blackridge Research, 2025). The multi-contract approach caused economies of scale to decrease yet permitted individual nations to complete their project segments.
Advantages
· Specialist expertise tailored to regional conditions
· Desert-resistant track engineering in Saudi Arabia and port-rail integration in Oman were awarded to contractors with relevant competencies.
· Independent national progress
· Even when geopolitical negotiations stalled, individual states advanced their allocated packages.
· Highly competitive tension
· Multiple procurement rounds fostered price competition, reducing cost premiums compared with turnkey.
· Scope adaptability
· Countries prioritised freight corridors, stations or urban links according to national strategic needs.



Disadvantages 
· Complex interface management
· Divergent standards across signalling, track gauge and safety systems make integration difficult.
· Schedule misalignment
· Delays in one country undermine cross-border connectivity, eroding the network’s intended value.
· Inconsistent quality control
· Different contractors adopt different technical practices, requiring extensive harmonisation later.
· High governance burden
· Each government must develop strong procurement and oversight capabilities, which vary considerably across the region.
Multicontract contracting is an organisational approach that works well in fragmented settings by providing flexibility through local autonomy. The system itself displays complex governance requirements which necessitate a competent and authoritative coordinating leadership. Transnational schemes face higher integration failure chances when responsibility dispersion occurs because alignment between national regulatory systems becomes difficult. The Gulf Railway demonstrates that success in achieving flexibility and resilience through multicontract contracting relies on the presence of a coordinating entity capable of enforcing standardisation among all partners. The absence of a coordination structure leads to multiple incompatible subsystems instead of a unified system.


[bookmark: _Toc48942217] Do-It-Yourself (DIY) Contracting 
DIY contracting means that internal resources are completing the project work, with no scope for external contractors to be involved. DIY contracting proves effective for low-risk operations and simple projects like light refurbishment projects or basic maintenance work (Larson and Gray, 2018). DIY is also coherent with organisational learning theory: bringing work in-house for delivery retains more knowledge and capability for future operational work.

In DIY practice, exterior workers perform common tasks like room repainting as well as partition building and furniture installation, in addition to basic flooring tasks. Because these tasks do not need specialist qualifications, internal maintenance teams can perform them to save money on procurement expenses while preserving operational adaptability.
Advantages 
· Capability development
· Teams gain hands-on understanding of building systems, improving future troubleshooting.
· High adaptability
· Scope can be changed instantly without contractual variation orders.
· Cost savings
· Organisations avoid contractor mark-ups, overheads, and profit margins.
· Enhanced ownership and morale
· Staff feel invested in the physical environment they help improve.
Disadvantages
· Heightened safety and compliance risk
· Tasks requiring certification, e.g., electrical rewiring, fire-rated assemblies, cannot legally be performed by unqualified staff.
· Operational disruption
· Diverting staff to project work reduces capacity for routine operations.
· Variable quality
· Without specialist skills, workmanship may be inconsistent, leading to deterioration or future rework.
· Limited scalability
· Internal teams cannot feasibly deliver large-scale or technically complex projects.
Organisations benefit from DIY contracting through cost savings and autonomy, but must remain aware of certain significant limitations. When prescriptive regulations govern certain projects like structural systems and life-safety measures, implementing a DIY contracting model becomes impossible. Rapidly escalating opportunity costs for internal labour often surpass initial savings as operational performance diminishes. Finally, while DIY contracting can help build the internal knowledge, ecosystem, capacity, and risk are still significant limiting factors. DIY contracting works best under conditions of low technical complexity and minimal regulatory requirements according to project-governance principles.

[bookmark: _Toc273323791] Multicontract + DIY Contracting 
External contractors handle specialist and high-risk tasks under hybrid contracting, while internal teams manage low-risk routine work. Hybrid contracting stands between turnkey and Mult contracting methods by providing both firmness and adaptability (Johansen, Olsson and Rolstadås, 2019). The approach benefits environments with limited resources that aim to develop capabilities through external partnerships.

The construction of the Grand Ethiopian Renaissance Dam represents a hybrid delivery model. International contractors oversaw hydropower engineering, turbine installation and other complex structural work, while government teams of Ethiopia did local civil works, logistics and phasing (Ahmed et al., 2025). The hybrid delivery method allowed both financial savings and the development of national expertise during sensitive megaproject construction.

Advantages
· Cost efficiency through mixed labour sources
· Local teams reduced civil-works expenditure while specialists handled complex components.
· Knowledge transfer and national capability development
· Ethiopian engineers gained exposure to advanced hydropower techniques.
· Parallel execution of workstreams
· Specialists installed turbines while local teams constructed access infrastructure, reducing downtime.
· Retained strategic control
· [bookmark: _Int_6QoCHhUP]The government maintained oversight while benefiting from foreign technical assurance.
Disadvantages
· Ambiguous work boundaries
· Inconsistent interpretation of responsibilities occasionally delayed decision-making.
· High documentation and configuration-management requirements
· Hybrid models depend on disciplined information exchange to prevent misalignment.
· Potential inconsistency in quality standards
· External contractors followed international benchmarks, whereas internal teams required additional oversight.
· Governance complexity
· Hybrid projects require strong communication frameworks, especially when different organisational cultures intersect.

 Hybrid contracting can bring structure and flexibility. This approach provides knowledge sharing abilities which help achieve operational independence from external experts and lower costs by engaging local participants. However, it can be associated with high interface definition and documentation costs. The GERD is a good example of the developmental opportunities and coordination challenges of this approach. From a theoretical perspective, the hybrid model is consistent with socio-technical systems theory: the organisational capability of local actors is developed through interaction with outside experts. However, if governance structures are not mature, hybrid delivery can suffer from fragmented workflow and variable quality assurance.








[bookmark: _Toc902844419]Conclusion 
Contracting approaches can influence many aspects of the project, including risks, responsibility, capabilities, learning, and performance. Turnkey contracting is advantageous for integrating performance and predictability of outcomes, but it can limit strategic flexibility and lead to reduced learning for clients. Multicontract approaches support the use of specialist expertise and competitive procurement processes, but they require effective governance mechanisms to manage interfaces and ensure standardisation. The DIY approach can build internal capability and can minimise direct costs, but it is constrained by technical and regulatory factors. Projects that use hybrid contracting models benefit from cost efficiency along with knowledge sharing and parallel work, but need strictly managed documentation processes and powerful coordination mechanisms to succeed.

Global examples such as Jewar Airport and the Gulf Railway demonstrate that project costs, timelines, as well as operational resilience and institutional development are heavily influenced by contracting approach decisions. The selection of an appropriate contracting strategy is a critical decision that should be made based on the complexity of the project, the organisation's maturity, its risk appetite, and the desired outcomes.
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