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[bookmark: _Toc1157258247]Introduction 
[bookmark: _Int_68O4nu4d]Project management is a systematic discipline focused on the planning, coordination, and control of resources to achieve specific goals within the limitations of time, cost, quality, and scope. Menon (2024) claims that successful project management relies on the intentional use of tools, strategies, and governance frameworks that assist businesses in navigating uncertainty and obtaining value. The execution of projects is more than technical; it is influenced by organisational perspectives, governance practices, and the interpretative assumptions that affect participants' perceptions of performance. Bevir (2011) argues that public administration, including project delivery, is shaped by narratives and meaning systems, indicating that contractual frameworks operate efficiently only when congruent with organisational values and principles. 
In this environment, contractual procedures are crucial since they dictate the organisation of risk, accountability, and interactions between parties. Recent megaprojects in the UK illustrate how contracting decisions may either facilitate or impede successful execution. The National Audit Office’s examination of Crossrail reveals that fragmented multi-contracting, inadequate system integration, and impractical timelines led to significant cost escalations and delays (Comptroller and Auditor General et al., 2019). Similarly, Hinkley Point C illustrated the hazards of allocating considerable risk to a single contractor despite low technical expertise, leading to cost challenges and considerable delivery risk (Hinkley Point C, 2017). These scenarios demonstrate that discrepancies between contractual expectations and project circumstances result in systemic failure. 
[bookmark: _Int_AcU2CR16][bookmark: _Int_9ptuUAmv]Insights from public-sector delivery indicated that contracting methods are effective only when reinforced by robust internal capabilities. A grounded theory investigation of a provincial department of Public Works revealed that both insourced (DIY) and outsourced projects had analogous performance issues in the presence of poor governance frameworks (Awuzie et al., 2022). Research on Turnkey Project-Based Organisations indicates that relationship traits like supplier commitment, trust, and collaborative efforts substantially affect results (Cullen, Calitz and Buys, 2023). Research on Integrated Project Delivery (IPD) indicates that cooperation and risk-sharing enhance creativity and coordination (Influence of Multiparty IPD Contracts on Construction Innovation, 2017). 
Contracting techniques are neither automatically successful nor unsuccessful; Their effectiveness is contingent upon alignment with project complexity, technical unpredictability, and organisational capabilities. This essay critically analyses four contracting methods: Turnkey, Multi-contract, DIY, and Multi-contract plus DIY, using significant case examples and project management theories. 
[bookmark: _Toc133616816]The Role of Project Management in Contracting Decisions 
Project management offers the comprehensive frameworks and procedures that enable businesses to convert strategic objectives into tangible results. The introduction emphasises that governance, organisational narratives, and distribution of risks impact project performance, while project management provides the actual procedures that facilitate the coordinated operation of these aspects. Jovanović and Beric (2018) claim that modern businesses depend on project management due to its systematic methodology for overseeing interrelated activities and manoeuvring throughout more intricate operational contexts. Project management dose not ensure success; instead, it provides the procedural framework, encompassing planning, scheduling, resource allocation, and risk assessment, that facilitates informed decision-making across the project lifetime. 
[bookmark: _Int_ytzIv6u9][bookmark: _Int_APxY4nZP]Standardised frameworks like PMI’s MPBOK formalise this structure by delineating process groups and knowledge areas designed to facilitate methodical planning and execution. Abyad (2018) asserts that the usefulness of PMBOK is in its systematic procedures, which assist practitioners in clarifying goals, organising tasks, and reconciling limitations such as time, money, and quality. However, these approaches do not operate independently of organisational structures. Bevir’s (2011) interpretative viewpoint emphasises that project management procedures are deeply rooted in institutional values and traditions; their efficacy is contingent upon their adaptation to organisational culture rather than their rigorous application. 
Menon (2024) believes that technologies and techniques increase performance only when powered by organisational expertise and robust management. Project management serves as the operational link between management and execution. The principles influence organisational planning, coordination, and monitoring; nevertheless, their effectiveness is reliant upon their integration whit contractual decisions, internal competencies, and unique challenges to each project. 
Comprehending project management as both a methodological and organisational activity is crucial prior to assessing contractual models. Each contract type, such as Trunkey, Multi-Contract, DIY, and Multi-Contract + DIY, utilises project management methods to distribute risk, coordinate those involved, and synchronise delivery with strategic objectives. 
[bookmark: _Toc1502717427]Turnkey Contracting 
Turnkey contracting designates a single contractor accountable for design, procurement, construction, and commissioning. It is often described as straightforward, effective, and appropriate for customers with less technical proficiency. Industry analysis focuses on the benefits of turnkey projects, including singular responsibility, fewer coordination demands, and the opportunity for predictable cost results (Turnkey Project Advantages and Disadvantages: What to know before signing a Contract | H+M EPC, n.d.). Turnkey models depend on a steady scope, technical maturity, and the contractor’s capacity to effectively predict risks. 
[bookmark: _Toc654687143]Hinkley Point C study case 
[bookmark: _Int_uqzB2Y7G]Hinkley Point C, a British megaproject, illustrates the constraints of the turnkey approach in contexts marked by technological unpredictability and regulatory intricacy. While not acquired as a true turnkey contract, the project used turnkey-like principles by shifting significant delivery risk to the French company EDF, despite the early stages of the European Pressurised Reactor (EPR) design. The National Audit Office pointed out that persistent design issues, insufficient worldwide experience with the EPR, and continuous regulatory interventions directly led to increased costs and delays (Hinkley Point C, 2017). This shows a fundamental issue in turnkey contracting: contractors are unable to appropriately estimate or manage risks arising from uncertainties. According to Williamson’s Transaction Cost Economics, limited rationality prevents contractors from effectively anticipating and pricing risks in complex and unpredictable contexts. This illustrates why turnkey-style risk transfer at Hinkley Point C proved impracticable. Relational dynamics further compromise turnkey arrangements in nuclear megaprojects. Research on turnkey project-based organisations indicates that trust, teamwork, and collective problem-solving substantially affect results (Cullen, Calitz, and Buyz, 2023). Nuclear delivery transpires inside a tightly controlled, politically sensitive context where relational autonomy is limited. These constraints diminish the efficacy of the collaborative behaviours inherent in turnkey contracts, making risk transfer mostly symbolic rather than genuine. 
[bookmark: _Int_uGniSq4i]A phased or hybrid contracting method would have been more suitable for Hinkley Point C than a turnkey delivery. A hybrid strategy incorporating several contracts and DIY elements, where the government maintained system-integration accountability while specialised contractors provided distinct packages, would have facilitated enhanced supervision and a more pragmatic allocation of risk. Data from public infrastructure projects indicates that hybrid methodologies improve accountability and knowledge transfers when governance capacity is robust (Awuzie et al., 2022). 
Combining aspects of Integrated Project Delivery (IPD), like early contractor engagement and shared risk strategies, would have fostered more flexible decision-making. IPD has shown the capacity to boost creativity and cooperation under unpredictable conditions (Influence of multiparty IPD contracts on construction innovation, 2017). Although not normally used in nuclear construction, these concepts are more in line with Hinkley Point C’s fundamental complexity and unpredictability. 
[bookmark: _Toc1278478802]Multi-contract Contracting 
Multi-contract contracts segment a big project into several specific work packages, each assigned to a distinct contractor. This method provides adaptability, affordable rates, and access to specialised skills. Studies on the subject demonstrate that fragmented delivery systems heighten interface complexity and need robust coordination methods to prevent misalignment across modules (Influence of multiparty IPD contracts on construction innovation, 2017). While industry practice often emphasises benefits like improved technical quality and more supplier competitiveness, multi-contract arrangements can entail considerable coordination challenges for the customer. Their success, therefore, relies on efficient governance frameworks, transparent communication pathways, and clients’ capacity to oversee the interdependencies among contractors. 
[bookmark: _Toc942765364]Crossrail Case Study 
Crossrail, one of the United Kingdom’s most ambitious infrastructure initiatives, exemplifies the intricacies involved in multi-contracting. The project was executed via many specialised contracts, including tunnels, stations, transportation stock, and signalling systems. The structure facilitated the acquisition of specialised suppliers; however, the National Audit Office identified that the fragmented responsibilities, inadequate system integration, and impractical timelines directly led to increased costs and extended delays (Comptroller and Auditor General et al., 2019). These challenges underscore the underlying difficulties of coordinating diverse contractors within a unified delivery structure. According to systems integrative theory, the probability of coordination failures escalates with an increase in connections. 
From a Transaction Cost Economics (Williamson, 1985) viewpoint, multi-contracting increases transaction costs owing to the substantial monitoring, renegotiation, and coordination efforts necessary to handle interdependent packages. Bounded rationality restricts the client’s capacity to predict all contractor interactions, increasing the likelihood of integration risks arising. Moreover, interpretative governance theories, as specified by Bevir (2011), indicate that uneven reporting cultures and varying perceptions of success might compromise community comprehension, a phenomenon seen in the governance issues faced by Crossrail. 
[bookmark: _Int_j5tE18al]A more efficacious strategy for a project of Crossrail’s magnitude would have included a multi-contract framework supported by a robust central systems integrator with unequivocal control over decision-making and technical interfaces. Integrating collaborative components similar to those in IPD, such as early experts' engagement and shared responsibility frameworks, might have facilitated the integration and migration of associated risks. 
[bookmark: _Toc788602300]Do-It-Yourself (DIY) Contracting 
DIY (Do-It-Yourself) Contracting defines projects where the client organisations maintain accountability for planning, coordination, and supervision instead of delegating these responsibilities. This methodology ensures stronger control, knowledge retention, and alignment between corporate goals and project results. Yet, successful DIY delivery is significantly dependent on the client’s internal capacity and governance sophistication. Menon (2024) argues that project success is contingent upon strong governance frameworks, effective decision-making mechanisms, and organisational competency, highlighting that even meticulously constructed procedures may fail when internal capabilities are inadequate. This viewpoint indicates that DIY contracting poses risks when companies lack the administrative competence or technical proficiency necessary for complex project contexts. 
[bookmark: _Toc918819406]South African DPWI Case Study
[bookmark: _Int_QluBXh1J]The difficulties of DIY contracting are clearly shown in the South African Department of Public Work and Infrastructure (DPWI). A systematic analysis shows that insourced projects encountered delays, cost overruns, and quality deficiencies similar to inadequate governance frameworks and insufficient technical expertise (Awuzie at al., 2022). Rather than increasing control, DIY setups aggravated fundamental deficiencies inside the department, as internal teams had challenges in coordinating tasks, regulating contractor performance, and ensuring continuous monitoring across project phases. These results indicate that DIY contracting does not necessarily improve performance; it is only beneficial when robust organisational capabilities and decision-making frameworks are already established. 
From an Analytical governance standpoint, Bevir’s (2011) theory claims that organisational perspectives and internal cultures influence the comprehension and response to project information. The disjointed communication and irregular reporting processes inside DPWI compounded these interpretation difficulties, hence diminishing coordination and internal responsibility. Consequently, DIY contracting in this setting heightened the department’s exposure to delivery risk. 
A more appropriate choice for DPWI would have been a hybrid approach, integrating internal control with focused external specialised assistance. This method would enable the organisation to maintain strategic control while addressing capacity limitations, facilitating more steady project delivery during times of institutional restriction. 
[bookmark: _Toc83874819]Multi-contract + DIY (Hybrid) Contracting 
Hybrid contracting integrates aspects of DIY with multi-contract contracting styles, enabling the client company to maintain strategic authority while assigning technical responsibilities to contractors. This paradigm seeks to harmonise control, efficiency, and proficiency. Theoretical viewpoints assert that hybrid structures may boost project results when underpinned by strong leadership, clear decision-making power, and developed coordination mechanisms. Menon (2024) emphasises that organisational competency is a crucial factor in successful project delivery, indicating that internal management structures must be adequately created to handle external interfaces efficiently. 
Once these foundations are established, hybrid contracting may alleviate the capacity constraints inherent with pure DIY while circumventing the fragmentation issues often associated with multi-contract arrangements. 
[bookmark: _Toc426398503]Pinnacle Case Study
Pinnacle Consulting Engineers exemplifies the actual use of hybrid contracting concepts. Pinnacle functions under a delivery framework where internal engineering teams oversee project management and decision-making, while experts' contractors are employed for specific technical assignments. The project’s environment demonstrates how hybrid structures can strengthen supervision, collaboration, and integration when supported by efficient organisational procedures. By using shared digital tools to facilitate collaboration, Pinnacle strengthened document management, interdisciplinary coordination, and the clarity of designed interactions, according to the Bluebeam case study (How Bluebeam helped Pinnacle drive collaboration and project outcomes, n.d.). Although not a large-scale project or government-led endeavour, Pinnacle’s experience highlights how hybrid structures enable internal teams to maintain responsibility while harnessing external technical skills. This case highlights the significance of management maturity, solid communication processes, and cohesive data flow in hybrid delivery environments. 
Interpretive governance theory maintains that synchronising organisational narratives and internal practices with external contractor processes improves coherence, hence mitigating the misalignment issues often associated with completely outsourced or fragmented approaches (Bevir, 2011). Furthermore, IPD research indicates that collaborative mechanisms, such as shared information environments, early contractor involvement, and joint decision-making, can increase cooperation within hybrid structures, especially in circumstances that are uncertain (Influence of multiparty IPD contracts on construction innovation, 2017). 
A well-structured hybrid model provides a balanced approach, enabling businesses to maintain strategic control and oversight while using specialised competencies to manage technical complexity. When solidified by solid management and cooperative methodologies, hybrid contracting may provide a more resilient and adaptable delivery framework that is either do-it-yourself or multi-contracting alone. 
[bookmark: _Toc1695343798]Conclusion 
This essay demonstrates that the efficacy of contracting approaches is contingent not on the fundamental advantages of each model, but on their alignment with project complexity, unpredictability, and organisational capacity. Project management establishes the frameworks that facilitate coherence; however, its effectiveness depends on the interaction between governance, decision-making, and internal competencies with contractual selections. 
The case studies illustrate this clearly. Hinkley Point C demonstrated that turnkey techniques are ineffective when technical and regulatory uncertainties prevent substantial risk transfer. Crossrail demonstrates that multi-contract frameworks need robust system-integration proficiency to prevent fragmentation. The DPWI case illustrates that DIY contracting exposes companies to delivery risks when governance and skills are inadequate. In contrast, the Pinnacle case demonstrated how hybrid models may reconcile internal control with external knowledge when supported by developed organisational procedures and collaborative frameworks. 
Contracting selections should be strategically aligned with project requirements. No single model is uniformly effective; success relies on the selection and customisation of the strategy that most appropriately aligns with organisational capability and the intricacy of the task. This alignment is crucial for attaining reliable and value-oriented project results. 
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