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Contracting Methods in Project Management
[bookmark: _Toc217005647]Introduction
Project management plays a critical role for any organisation to develop its strategic goals and create a new achievement plan while responding operationally in complex and uncertain environments. Projects are temporarily undertaken to develop a new product, service, or bring new opportunities. The project's success depends on the effective coordination of resources, stakeholders, risks, and governance systems (PMI, 2021). One of the key strategic picks that confronts project sponsors and project managers is to find the appropriate way to deliver the final project, to calculate the time, resources, and financial resources needed to finalize the project. Once the appropriate decision is made, it can determine how the responsibilities, power, authority, and risks will be distributed between the client organization and external parties.
In project management, contracting techniques, including alternatives to traditional contract methods, refer to the structural approach adopted to organize project delivery and define relationships between the project owner and those responsible for executing the work. This contrasts with pricing and payment protocols, which focus on what constitutes work and how much people are paid (Turner, 2016). Still, it's all about who was doing the job and how responsibility was distributed. Studies find that making the wrong contracting choices can result in project failure, with unacceptable cost increases, late deliveries, and disputes among stakeholders on large or complex projects (Flyvbjerg, 2017).
The purpose of this essay is to present a critical review of four popular contracting methods used in the project management field: Turnkey, Multi-Contracting, Do-It Yourself [DIY], and a hybrid approach combining Multi-Contracting with DIY. This essay focuses on the methods of each approach and critically assesses their compatibility for different project types, including construction, infrastructure, information systems, and organisational change initiatives. The success of a project depends on how effectively all components are integrated, rather than on the preferred contracting method that can deliver services at a specific moment and is within our organization's current capabilities.
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Project management encompasses the application of knowledge, skills, tools, and techniques to fulfil project activities according to specific requirements (PMI, 2021). It involves managing constraints such as scope, time, cost, quality, and risk within a governance framework that clearly defines accountability and decision-making authority (Müller 2018). Additionally, contracting is essential in this process, as it formalizes relationships among involved parties and sets enforceable expectations.
Bower (2019) defines a contract as a legally binding agreement that specifies rights, duties, performance, and remedies between two or more parties. In project settings, contracts function as tools to steer behavior and management by creating incentives, promoting risk-taking, and encouraging cooperation (Turner, 2016). Inadequate contracting environments may result in opportunism, adversarial actions, and shifting blame, whereas well-designed contracts foster collaboration, accountability, and high performance (Hartman, 2000).
The rise in project complexity, faster technological advancements, and greater globalization have led organizations to rely more on external contractors (Merrow, 2011). However, outsourcing doesn't remove management responsibilities but shifts them. Therefore, selecting the procurement method is a strategic choice that affects the long-term distribution of risk, control, and value generation.
[bookmark: _Toc217005649]Why should companies hire someone else to do project work? 
Most organizations currently subcontract their work to specialized companies. One of the main reasons is to gain experience and special knowledge as most companies may not have any technical expertise especially in areas like construction, engineering or IT where technical skills are sometimes non-existent (Walker 2015). Contractors have expertise, trade secrets and refined processes that would allow for a much faster pace of work. An additional reason to outsource is resource based – work is temporary and it is not cost effective nor sensible to have a standing staff for varying work loads (Kerzner, 2022). With regards to source (Flyvbjerg, 2017).: " How can Outsourcing talents help your business grow? " It gives companies the ability to scale up quickly as demand increases without having to bear the long term costs associated with hiring an employee. It is good way to transfer risks to actors who are better equipped to manage those types of risks (e.g., performance or technical integration) (Flyvbjerg, 2017).
However, contracts don’t make the risk completely go away. Some risks are merely transferred, while others emerge, such as coordination issues and reliance on suppliers, and the learning process will diminish. These compromises highlight the importance of selecting a contracting method that aligns with both the project's needs and the organization's maturity level.

Commonly, methods for contracting are described as independent and specific options. But actually how well these methods work likes highly on your organization and project condition. Contracting is something typically viewed as technical or operational, but that’s an oversimplification when you have to think about all of the different ways it can get complicated for a project that is as large and complex as project execution. Empirical evidence shows that “the same contract model can give different results in different client organisations, or for the same organisation under different conditions of maturity and stability of the project environment” (Merrow, 2011) and “(t)he same delivery model used in two otherwise identical situations can have widely differing consequences if factors impacting context differ – assuming only one model allows for no specialisation to the specifics of a project (Müller, 2018). So, don’t make decisions on contract work without first ensuring your organisation is ready.
The best organisations have strong project governance structures, experienced project managers and established assurance processes – especially when dealing with a complex structure such as multi-contracting or hybrid delivery modals. Facilitating easier coordination may be achieved in some instances by promoting control, integration and decision which makes sense. But even those companies that happen not to be brilliant project managers and perhaps you don’t implement six new basins per decade could find managing so many interfaces a challenge, even if they pay specialist contractors. In that case, the kinds of squeezing manoeuvres that ought to work in theory might make things riskier rather than safer (Turner 2016).
And the location of the project itself makes it that much harder to make contract decisions in the current climate. Projects characterised by great uncertainty, a high degree of varying customer requirements and the strong impact of the client also need to have correspondingly high flexibility in shorter working times. (Rimmer, Sankaran, & Read, 2015) Inflexible contracting mechanisms in particular turn-key like contracts are non-flexible means and they foster adversarial behaviour when change happens which it does (Flyvbjerg, 2017). On the other hand, in a project with well-defined limits of work and clear outputs, it could be more efficient to assign that responsibility to one individual. That is, the degree of uncertainty should be one determining factor in choosing to sign a contract or not.
Agreements may also be included in contracts over how power is exercised within projects. Client may have limited bargaining power relative to time taken and also how quickly things would happen when the suppliers has high skill or delivery capabilities, especially at finishing phase of a project (Winch 2010). So the claim is that contract mechanisms are not morally neutral technology, but governance systems that influence behaviour, incentives and power. You have to know how to contract well and you also have to be a strategic thinker in order to be successful at project management. To decide to use a given contract type, one that doesn’t limit but fosters project success, the relations between OCs and project uncertainty and CS should be analysed in depth. 
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Turnkey contracting is a delivery system in which a single contractor takes the responsibility of the whole design, construction, test and hand over of a ready for operation project (Walker, 2015). The employer sets out high level requirements and performance standards, and the contractor is able to decide how the work is delivered. When finished, the site is delivered ready-to-use.
Turnkey contracting offers the advantages of simplicity and clear responsibility. With one contractual interface less coordination effort is involved and integration failures can be attributed clearly (Turner, 2016). This arrangement is particularly appealing to clients who lack strong skills in either technical aspects or project management roles. Risk Comparison transfer is also seen as an advantage, because design and construction risks are diversified to a greater extent with the contractor (Kerzner, 2012).
Nonetheless, such turnkey contracting carries a heavy control cost. The client looses control of design decisions, some solutions may meet the contract’s speciﬁcation but will not sufﬁci- ently optimise the long term operational performance (Merrow 2011). In addition, turnkey contracts are inflexible by nature; Post award changes can be expensive and lead to disputes. Thus, turnkey contracting is most appropriate for “hard” projects, such as infrastructure and industrial buildings, that have a stable product definition, and is less well suited to “soft” project types involving innovation or a lack of certainty (Flyvbjerg, 2017).
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Multi-contracting includes the situation of clients signing various contracts with a number of contractors, each for specific part in the same project (Turner, 2016). The customer is responsible for interfacing and integrating across work packages.
Enhanced control is the serious advantage of multi-contracting. Kerzner (2022) explains that clients by choosing specialist subcontractors for specific parts of a project can maximise quality and minimise reliance on one supplier. There is also a competition angle to this, which can encourage progress and innovation. Consequently it is well suited to complex projects, where a wide range of skills are needed such as large scale construction and IT programmes.
These advantages are, however, reached only at the expense of an extreme level of management complexity. It should be noted that with IBC, interfaces are taken over by the client leading to greater exposure to disputes, delays and cost increases (Walker 2015). Reality would indicate that many of the problems on failed projects are less to do with contractor incompetence than client neglect (Merrow 20 11 ). As a result, multi-contracting requires strong project management maturity and is not suitable for organizations with weak governance.
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The Do-It-Yourself (DIY) method mainly uses internal organizational resources to carry out project activities, relying little on external contractors (Kerzner, 2022). External expertise may still be used selectively, but the organisation retains primary responsibility for execution.
DIY delivery offers maximum control and strong alignment with organisational culture and strategy (Porter, 1985). Knowledge generated during the project remains within the organisation, enhancing long-term capability and reducing dependency on external suppliers (PMI, 2021). This method is particularly effective for internal change initiatives, where stakeholder involvement and organisational learning are critical.
Nevertheless, DIY delivery is constrained by internal capacity and capability. Organisations may lack specialist skills, leading to inefficiencies or quality compromises (Flyvbjerg, 2017). Opportunity costs also arise when staff are diverted from core operations. As such, DIY contracting is most appropriate for low-complexity projects where internal expertise is sufficient and risks are manageable.
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This hybrid model involves core functions being delivered in-house, with several ‘outsourced’ contracts for tasks, as required (Walker, 2015). This method strikes a balance between control and flexibility and is frequently used in large organizational projects.
The advantageous point of such method is its flexibility. Organizations maintain strategic control while benefiting from expertise and extra resources (Kerzner, 2022). Risk is dispersed, not centralized, and this centralization of risk under one bank roof could increase resilience. Yet, the hybrid model complicates coordination and demands more mature governance mechanisms to govern interfaces between internal teams and external contractors (Turner 2016). Without strong leadership and clear accountability, the hybrid model amplifies risks rather than solving them.
[bookmark: _Toc217005654]Evaluation of the four methods 
Comparison reveals contracting mechanisms to be context-dependent  in their efficacy. Turnkey contracting is suitable for high-value, large, well-defined works; multi-contracting suits complex, specialist-intensive works; DIY delivery is appropriate for low-value and low-risk internal projects, and businesses with mature governance can benefit from using hybrid arrangements. The key implication is that contracting action have to be viewed as decisions, not merely administrative activities (Merrow 2011).
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This essay discusses and critiques four separate methodologies of contract management used in the project field. The approaches included Turnkey, Multi-Contract, Do-It-Yourself, and a Multi-Contract DIY hybrid. In terms of control, sharing of risk, flexibility, and managerial complexity, each method has its pros and cons. The evidence from the investigation suggests that no particular procurement process guarantees projects being successful.
A successful project management requires the intersection of the contractual strategy, qualities of the project and organisational skills. Project managers need to apply a contextual and analytical lens when contemplating contracting strategies. It is crucial to understand that poor decisions can undermine even carefully crafted proposals. The use of an enterprise-appropriate contracting approach increases the chances that a project will be successful and provide accountability and governance.
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