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Introduction 
Project Management represents the knowledge, skills, tools, and techniques to deliver great value through projects that meet specific objectives in terms of time, cost, quality, and scope (PMI, 2021). Projects frequently involve multiple stakeholders and complex interdependencies, making contractual arrangements which is essential for clarifying responsibilities and managing risks. Contracts are not merely legal instruments but management tools that structure relationships, ensure accountability, and distribute rewards and risks among participants (Turner, 2014).
Organizations frequently engage external contractors to deliver specific components of a project for a variety of strategic and operational reasons, including the acquisition of specialist expertise, cost optimization, risk allocation, and the management of internal resource constraints (Kerzner, 2017). By outsourcing selected project elements, client organizations can concentrate on their strategic objectives and core competencies, while leveraging the capabilities of contractors to achieve defined project outcomes. However, the success of this approach is largely contingent upon the selection and application of an appropriate contracting method, as this determines the distribution of responsibilities, risks, and control mechanisms throughout the project lifecycle.
However, contracting decisions also shape project governance structures, communication flows, and performance accountability. Choosing the wrong contracting method can result in fragmented coordination, conflicting interests, and uncontrolled risk exposure (Walker, 2015). Therefore, understanding the advantages, limitations, and contextual fit of each contracting method is crucial for ensuring project success.
This essay provides a critical evaluation of four principal contracting approaches commonly utilized within project management: Turnkey, Multicontract, Do-It-Yourself (DIY), and Multicontract + DIY. Each method is examined in relation to its structural characteristics, potential advantages, inherent limitations, and contextual suitability for different project environments. The discussion further explores how these approaches influence project governance, stakeholder coordination, and performance outcomes. The essay concludes by comparing the four methods and proposing key considerations to support the selection of the most effective contracting strategy in alignment with organizational objectives, project complexity, and risk appetite.





Contracts and Their Role in Project Management
Contracts provide the base foundation through which project stakeholders establish expectations, allocate resources, and distribute risks. In the context of project management, they define how the project will be carried out, assign responsibilities, and set the criteria for measuring success (Lock, 2020). By outlining these parameters, contracts help ensure that projects are executed within agreed limits and safeguard the interests of all involved participants.
An effective project management contract should comprehensively address three key aspects: scope, risk allocation, and governance (Walker, 2015). The scope specifies the expected deliverables and services, risk allocation identifies which party assumes risks, and governance sets out the reporting structures and decision-making procedures. Consequently, choosing the appropriate contracting method is a strategic decision that can significantly influence project outcomes and the power dynamics between client and contractor.
In industries such as construction, energy, and manufacturing, the choice of contracting method often depends on project complexity, technical demands, and the client’s internal capabilities. For instance, a government infrastructure initiative may adopt a turnkey contract to streamline management, while a technology company might opt for a multi-contract or hybrid model to retain flexibility and control. Therefore, the selected contracting approach not only determines how the work is executed but also mirrors the client organization’s strategic goals and core competencies (Müller & Turner, 2017).










3. Methods of Contracting
3.1 Turnkey Contracting
The Turnkey method involves a single contractor responsible for the entire project lifecycle from design through procurement, construction, testing, and commissioning until the facility is ready for operation (Lock, 2020). The term "turnkey" originates from the idea that the client can “turn the key” to start operations immediately upon project completion.
Advantages
1. Single Point of Responsibility: The client interacts with one contractor who assumes overall accountability for cost, time, and performance. This arrangement simplifies communication and reduces the client’s management burden (Kerzner, 2017).
2. Risk Transfer: Most technical and construction risks are borne by the contractor, protecting the client from unforeseen complications.
3. Time and Cost Certainty: Turnkey projects typically operate on fixed-price and fixed-schedule contracts, enabling accurate budgeting and planning.
4. Efficiency in Delivery: Integration of design and construction under one contractor often accelerates decision-making and reduces delays caused by coordination gaps.
Disadvantages
1. Limited Client Control: Once the contract is awarded, the client’s influence over design or specification changes is minimal.
2. Higher Contract Costs: Because contractors assume greater risk, they often include risk premiums in their pricing.
3. Dependence on Contractor Competence: Poor performance or financial instability of the contractor can jeopardies the entire project.
4. Reduced Innovation: The contractor may priorities cost and schedule over innovative solutions, particularly under a fixed-price arrangement.
Contextual Example
Turnkey contracting is usually best for large projects like power plants, refineries, or manufacturing sites where different technical parts need to work together and clear results are expected. For example, in a hydroelectric dam project, a turnkey contractor would handle everything from the design to the construction and setup, making sure all the systems fit together properly and meet the required operational standards. (kenzar, 2017).
3.2 Multicontract Approach
A Multicontract method breaks a project into multiple packages, each assigned to a separate contractor. The client maintains direct contracts with all the contractors, who may focus on specific areas like design, civil construction, mechanical installations, or electrical systems (Walker, 2015).
Advantages
1. Greater Client Control: The client can monitor each component closely and ensure that design and construction align with project objectives.
2. Cost Efficiency: Competitive tendering for each work package can lead to lower overall project costs.
3. Flexibility in Contractor Selection: The client can select the best specialist for each aspect of the project, improving quality and technical precision.
4. Resilience: If one contractor underperforms, the client can replace them without halting the entire project.
Disadvantages
1. High Management Complexity: The client must coordinate multiple contracts, schedules, and interfaces, requiring strong project management capability (Turner, 2014).
2. Risk of Interface Problems: Misalignment between contractors can cause scheduling conflicts, cost overruns, or technical incompatibilities.
3. Increased Administrative Burden: The client must manage multiple procurement, legal, and communication processes.
4. Ambiguity of Responsibility: In the event of defects, identifying which contractor is accountable can be challenging.
Contextual Example
Multicontracting is usually used for large infrastructure projects such as railways or airports. Each component, including tracks, signalling systems, and electrical work, can be managed by different specialists. This approach allows the client, often a government agency, to maintain control and closely supervise the technical aspects of the project (Walker, 2015).

3.3 Do-It-Yourself (DIY) Method
The DIY contracting approach involves the client managing the majority or all the project tasks using their internal resources. In this method, the client assumes full responsibility for design, procurement, construction, and commissioning, without engaging major external contractors. This approach offers greater control over the project's execution and can lead to cost savings, but it also places the onus of coordination and risk management squarely on the client.
Advantages
1. Maximum Control: The client retains full authority over scope, design, and execution decisions, enabling rapid adjustments when necessary.
2. Internal Knowledge Retention: All skills, technical knowledge, and project data remain within the organization, strengthening long-term capability.
3. Cost Savings: In-house resources can reduce external profit margins, especially for smaller projects.
4. Flexibility: The organization can adapt to changing priorities without renegotiating contracts.
Disadvantages
1. Resource Intensive: This method requires extensive internal capacity in terms of expertise, labour, and financial resources.
2. High Risk Exposure: The client bears all risks associated with delays, cost overruns, and performance failures.
3. Lack of Specialized Skills: Internal teams may lack experience in complex or specialized areas.
4. Potential Opportunity Cost: Focusing on project delivery may divert resources from the organization’s core business activities.
Contextual Example
The DIY approach is ideal for small internal projects, like IT upgrades or office refurbishments, allowing organizations to manage scope, control risks, and use in-house expertise without hiring major contractors (Smith, 2020).

3.4 Multicontract + DIY Method
The Multicontract + DIY method is a hybrid approach that blends external contracting with internal project execution. The client performs certain project tasks in-house such as design, supervision, or procurement while contracting out specialized or labor-intensive work to external providers.
Advantages
1. Balanced Control and Efficiency: The client retains authority over critical decisions while leveraging external expertise for complex components.
2. Cost Optimisation: Internal work reduces the need for expensive external contractors in areas where the client has competence.
3. Flexibility and Adaptability: The client can adjust responsibilities dynamically depending on project needs.
4. Knowledge Retention with Risk Sharing: Combining in-house and external teams ensures knowledge transfer while distributing technical risks.
Disadvantages
1. Coordination Complexity: Managing internal and external teams simultaneously requires robust communication systems.
2. Scope Ambiguity: Overlaps or gaps may arise between in-house and outsourced work scopes.
3. Moderate Risk Exposure: The client retains some exposure to schedule and cost risks.
4. Possible Cultural Differences: Variations in work culture between internal staff and external contractors can affect collaboration.
Contextual Example
This hybrid approach is common in engineering, manufacturing, or technology projects. For example, an automotive company developing a new production line might conduct design and equipment selection in-house while outsourcing the construction and installation phases to specialized contractors. This ensures strategic control over design while benefiting from external efficiency in execution.



Comparative Discussion 

The choice of contracting method depends on project characteristics size, complexity, risk profile, and client capability (Winch, 2010). For instance, Turnkey contracts excel where risk transfer and time certainty are critical, while DIY and Multicontract systems suit clients with strong project management resources and a desire for control and customization.


	Contracting Method
	Client Control
	Risk Transfer
	Cost Certainty
	Coordination Complexity
	Suitable Project Type

	Turnkey
	Low
	High (to contractor)
	High
	Low
	Large, standardized infrastructure

	Multicontract
	Medium
	Shared
	Medium
	High
	Complex, multidisciplinary projects

	DIY
	Very High
	Low (client retains)
	Variable
	Low
	Small, internal projects

	Multicontract + DIY
	High
	Moderate
	Medium
	High
	Medium to large hybrid projects


Ultimately, no single method is universally superior. The optimal contracting strategy aligns with organizational strengths, project objectives, and market conditions. Effective governance and communication are vital to managing risks inherent in each approach.
5. Conclusion
Contracting plays a crucial role in project management, shaping how resources, risks, and responsibilities are distributed among stakeholders. This essay has explored four major contracting methods Turnkey, Multicontract, Do-It-Yourself, and Multicontract + DIY highlighting their key advantages and disadvantages.
Turnkey contracts provide simplicity and risk transfer but limit client flexibility. Multicontract arrangements enhance control and specialization but increase coordination complexity. DIY contracting ensures maximum control but requires substantial internal capability. Finally, the hybrid Multicontract + DIY model offers balance but demands sophisticated management.
Selecting the right contracting method depends on project size, complexity, and organizational maturity. Successful project delivery requires not only an appropriate contracting model but also competent project governance and risk management to align all stakeholders toward shared objectives.
Furthermore, as industries move toward integrated and technology-driven project delivery methods such as Building Information Modelling (BIM) and digital twins the boundaries between traditional contracting approaches are becoming increasingly fluid. Future project managers must therefore possess not only technical understanding of contracting mechanisms but also the strategic insight into how these influence collaboration, innovation, and long-term value creation.
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