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[bookmark: _Toc233914667]INTRODUCTION
Project management is an organized body of knowledge, practices and knowledge that is applied to the planning, organization, execution, monitoring and closure of projects within the specified constraints, which include time, cost, quality, scope and risk (Mohamed, 2023). It helps organisations to meet specific goals through the use of recognised methodologies, tools and governance frameworks to effectively manage complex activities.
In project management, contracting is the process of assigning project activities, responsibilities and/or products to someone or something internally or externally to the project team. The contract is a core component to the way project activities are delivered and outlines the responsibilities, risk, cost and technical responsibility between the client and the contractors.
Contracting is vital in projects as it has a significant impact on the cost, risk spread, managerial control and specialist knowledge. The right contracting decision can improve project performance, minimize uncertainty and guarantee project outputs on time, while the wrong contracting decision can cause delays, cost overruns, and coordination problems (Sanusi, 2024).
The objective of this essay is to explain and critically evaluate the four important contracting approaches that are being employed in project management: turnkey contracting, multicontracting, do-it-yourself (DIY) project delivery and hybrid (multicontract plus DIY) approaches. They will be compared and contrasted, highlighting their strengths and weaknesses, and using examples to demonstrate their application in practice to give a critical awareness of the effects of contracting strategies on project outcomes in the real world.

[bookmark: _Toc233914668]TURNKEY CONTRACTING
Turnkey contracting is a project project delivery approach whereby one contractor takes over the responsibility for the design, procurement, construction and commissioning of a project until it is ready for use by the client. The term “turnkey” implies that when the facility is completed the client only needs to “turn the key” to put it into operation. This will streamline accountability to one organisation, who is responsible for all stages of the project lifecycle with one contract in place.
One of the major benefits of turnkey contracting is that the single point of responsibility is established. This makes it easier to govern for the client, since the communication and accountability go through one contractor, rather than the two, which would otherwise lead to confusion in decision making. Furthermore, this approach can help streamline the process and reduce delays caused by having to coordinate multiple projects to ensure they are completed on time. It also greatly helps to lighten the client's management task, enabling organisations to concentrate on strategic management as opposed to day-to-day project management (Kerzner, 2023). In addition, the complexity of coordination is reduced as there is only one contractual entity that governs over all activities.
But, there are also some drawbacks to turnkey contracting. The greatest drawback is the high price tag – contractors are generally going to take on the entire risk of the project, so that is going to come at a price. Apart from that, it is hard to involve clients in the project as sometimes, clients do not accede to changing design or specifications. The ability and reliability of the designated contractor is also a significant factor as well; if they have a problem with performance then the project could be a problem.
Technical skills and integrated delivery are very important in large-scale, complex and expensive projects, like an airport, a highway or the development of a hospital, which is why this method of contracting is most appropriate. In the case of airport construction, turnkey contracts are sometimes used because it takes time to deliver the project and get it running, and there are various aspects of the project that must be coordinated, such as civil engineering, systems integration, and operational readiness.
Pros and cons of turnkey contracting viewed from a critical perspective: When projects are complicated, and clients' knowledge is lacking, turnkey contracting is the most effective. Although it helps to minimise risk for the client by passing the risk through to the contractor, the risk transfer also has an impact on the overall project costs, which is a fundamental trade-off between control, cost and certainty in a project outcome (Zhao, 2023).
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Multicontracting is a project procurement approach that involves the client directly engaging and managing multiple separate contractors to deliver various work packages of a project, instead of a single contractor. This is done by the client who is responsible for the coordination, integration and performance management of all the contracted parties. They all work under different contracts, usually depending on the type of work they are tasked to do, whether it be civil works, electrical, mechanical or finishing.
One of the primary benefits of multicontracting is the result of cost savings. Having multiple contractors is a direct engagement with the clients, thus helping them to get any cost reduction due to the competitive bidding process which eliminates the involvement of any middle man which could add to the cost of the client. Furthermore, this approach offers more control of the project components, with the client being able to monitor and observe every contractor and their output. It also provides flexibility in the hiring of highly specialized contractors to undertake a particular task that can help enhance the quality results in technically challenging projects.
Often, however, there are disadvantages to multicontracting, too, which are mainly connected with the complexity of coordination. When working with several contractors at once, it's essential to have the necessary project management skills to keep everyone on the same page concerning timelines, obligations, and results. The risk of delays due to interface technical problems between contractors, especially when the work is inter-dependent is high without effective coordination (Ojiako et al., 2026). Moreover, the integration and the success of the project are in the client's hands which puts a strain on the management and exposes the client to operational risk.
Structural, electrical, plumbing, and interior finishing are typically divided among various contractors in commercial construction projects, such as office buildings or retail projects, so this type of contracting is commonly used in those cases. When this is the case, the separation of contracts can allow specialist knowledge to be brought in on the project, but requires robust coordination systems to ensure all project elements work together.
Multicontracting can work best in cases where the client has a good knowledge of project management and in cases where they can ensure the proper management of complex workflows. It provides more control and possible cost savings, but adds to the possibility of misalignment among contractors, making it more complex and risky than single-contractor delivery systems like a turnkey system.
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This is a form of contracting where a client organisation is responsible for planning, delivery and control of the project and only outsourcethat part of the project which a client requires. In this model, resource allocation, scheduling, technical implementation and quality assurance of all the activities in the project are handled internally. The role of the client is very much the role of the project sponsor and the main delivery organisation.
One of the main benefits of a do-it-yourself project is that you have a lot of control over the project lifecycle. All decisions are made internally meaning that there is a complete control of design changes, priorities and execution strategies (Rudiyanto and Prayitno, 2025). Moreover, this approach will also help in cutting down the expenses of external contracting because it involves minimal external suppliers and contractors. It also guarantees complete control of decision-making processes, potentially leading to better integration with the internal strategic goals and organisation culture.
But there are a number of challenges to the self-built delivery of projects. It is very labour intensive and demands a significant degree of internal capacity such as manpower, technology and project management skills. Project quality and efficiency could be affected if many organisations have a lack of the required specific skills. Moreover, this can introduce delays and inefficiencies in the process, especially if your team is stretched thin or inexperienced with handling complex project environments.
This approach is generally suitable for smaller and/or less complex projects, such as within the office for changes to the internal IT system, the scope is limited and the internal resources are sufficient to manage the delivery of the project.
A critique of the DIY approach to project delivery is that it is not scalable for large or complex infrastructure projects because it heavily leverages on internal resources, and on availability of specialised external expertise (Walker, Vaz Serra and Love, 2022). It provides the highest level of control and can also help to save money, but can create a high level of organisation risk exposure, and might not be appropriate for projects which are very valuable or technically complex, where external expertise may be needed.
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A hybrid contracting model, also known as a combination of multicontracting and DIY project delivery, is a contracting model under which an organisation takes management of certain functions on the project, but leaves certain more specialised functions to external contracting parties. The model allows the client to have strategic control over the project with the outsourcing of certain technical, operational or resource-heavy elements. It is a model that is more and more being adopted in more complex projects of today that demand the involvement of external specialists as well as an in-house team.
The hybrid approach has one of the key benefits of having an equitable division of control and flexibility. While keeping a tight grip on the important decisions that are made in the project, organisations can take advantage of the expertise and efficiency of external contractors (Guilherme et al., 2025). This can in turn often help to optimize resources, as the internal team concentrates on tasks that are more in their core competency and the external team on those that are more technical or special. Furthermore, the model can be used for cost sharing and risk sharing, which helps to share the risk and cost with others and makes the project more resilient.
But there are also a number of drawbacks to the hybrid approach. One of the more typical challenges is role confusion especially when there is no clarity regarding responsibilities of in-house teams and external contractors. This may result in inefficiencies, duplication of effort or a lack of accountability. Organisational culture, reporting and working practices may also be different between internal and external stakeholders, leading to communication problems. Therefore, it is necessary to have a robust governance framework for the model to be aligned, co-ordinated and well monitored for good performance.
This is common practice in digital transformation projects where an internal IT team works with external vendors to deploy enterprise systems, the cloud or automation systems. It's also seen in retail automation, in which businesses bring on in-house teams alongside experts in the space.
The hybrid model is gaining popularity in today's context as it is adaptive and scalable, from a critical viewpoint (Wilson and Anwar, 2024). But it needs to work well if it is to be successful in terms of its integration mechanisms, communication channels and governance structure. If not managed properly, these controls may not be able to offset the complexity of the dual delivery structures, resulting in inefficiencies and not delivering a cohesive project.
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There are four contracting approaches, well different in several aspects: cost, control, risk distribution, complexity and suitability. Turnkey contracting is usually quite expensive because transferring the risks onto the contractor; it is low client involvement and low management time, which is good for large and complex infrastructure projects (Bhattarai, Kisi and Kayastha, 2023). On the other hand, multicontracting offers a high level of client control and may offer cost savings, but is characterized by high levels of coordination complexity and centralised integration risk, needing a high level of project management. Delivering the DIY project means having maximum control over the project and lacks external contracting costs, but it means that the entire operational risk falls on the client, and is suitable for small projects and low-complexity. Hybrid model involves internal control and external expertise without having all the burden or cost on the internal control, but it adds to the complexity of communication and governance.
In terms of a critical viewpoint, the most appropriate use of turnkey is to suit those clients who are not risk-takers, to suit those project managers who have experience in multicontracting, to suit those who want to do it, and to suit those organisations who want flexibility in dynamic environments. Generally, selection is not the same for all contexts, but varies from one context to another.

[bookmark: _Toc233914673]CONCLUSION
To sum up, the contracting process can have a profound impact on a project's performance, risk distribution, cost effectiveness and overall results. Turnkey contracting is an organized solution with one-point responsibility that is ideal for big-value and complicated projects for which the customer may desire very little involvement. Multicontracting provides more control and cost savings, but is challenging to effectively manage integration risks if coordination skills are not strong. Whereas DIY project delivery has the benefit of being highly controlled internally, and costs less than hiring third-party contractors, it is not suitable to large or complex projects due to resource requirements. The hybrid approach is a mixture of internal management and external expertise, flexible but not without strong governance arrangements to minimise communication failures.
In general, there is no golden rule to the contracting method one should use. Each approach will be effective to a certain degree, depending on the level of complexity of the project, the capability of the organisation and the level of risk to be taken. Hence, the proper selection of the most suitable contracting type that best fits to the project needs and environment, is a key aspect that will ensure project success.
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