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Project management means using the right skills, tools, and methods to finish a project on time, within budget, and with good quality (Project Management Institute, 2021). One of the most important choices a project manager has to make is whether to do the work using their own team or hire outside companies to do it. This is called the "make-or-buy" decision. Once you decide to buy, you must choose a contracting method.
This essay explains four contracting methods: Turnkey, Multi-contract, Do-it-yourself (DIY), and a mix of Multi-contract + DIY. Please do not confuse these with pricing methods like fixed-price contracts. The contracting method tells you who does the work and how they are organised. Pricing tells you how much they are paid (A&O Shearman, 2025).
A project may choose to contract out work for several reasons. The owner may not have the right skills inside the company. They may want an outside expert to take on risks. Or they may want to save time by using a specialist (Ngereja & Jørgensen, 2025). Each method has good points and bad points. The best method depends on the type of project, the owner's experience, and how much risk they are willing to take.
[bookmark: _Toc228479258]2. Main Body: Four Ways to Contract
[bookmark: _Toc228479259]2.1 Turnkey Contracting
In a Turnkey contract, the owner signs one single agreement with one main contractor. That contractor is responsible for everything: design, buying materials, building, and handing over a fully finished project. The owner just "turns the key" and starts using it (Gloria, Siegfriedt & Carstens, 2011).
· When to use it: Turnkey works best for big, complex projects like power plants, oil refineries, or large factories. It works well when the owner does not want to be involved in daily work.
· Advantages: The biggest benefit is one person to blame. If something goes wrong, the owner talks to only one company. No fighting between different contractors. This method also transfers risk to the contractor. The owner can keep a small team and save on management costs.
· Disadvantages: The main problem is the high price. Because the contractor takes on many risks (like price changes for steel or delays due to weather), they add a large safety margin to the bill. Also, if the owner does not explain the scope clearly, the contractor may cut corners on quality. Finally, the owner loses control over small details (A&O Shearman, 2025).
[bookmark: _Toc228479260]2.2 Multi-Contract
In Multi-contract, the owner does not hire one single main contractor. Instead, they break the project into many small pieces and hire a different specialist for each piece. For example, to build a hospital, the owner might hire one company for the concrete, one for the electrical wiring, one for the plumbing, and one for the painting (Sargent & Lundy, 2011).
· When to use it: This method suits owners who have a very strong internal project management team. They must be able to manage many contractors at the same time.
· Advantages: It can be cheaper because you remove the main contractor's profit and management fees. The owner has direct control over each part of the project. You can also hire small, local specialist firms, which increases competition and may lower prices (Guide to Floating Offshore Wind, 2025).
· Disadvantages: The owner now takes on the risk of bringing everything together. If the electrical contractor and the plumber do not coordinate, the project stops. The owner must have a big team to manage this. Also, when something breaks, contractors blame each other. One says the other did bad work. The owner spends time solving fights instead of building (CO2PEC, 2025).
[bookmark: _Toc228479261]2.3 Do-It-Yourself (DIY)
DIY means the project owner does all the work using their own employees and equipment. They do not hire any outside contractors.
· When to use it: This works best for very small projects where the owner has deep skills. Good examples are building a small internal software tool, rearranging an office, or fixing minor problems. It also works when the project is a secret and you cannot let outsiders see the work (CUInsight, 2025).
· Advantages: The owner pays no contractor profit, so cash costs can be lower. They have complete control over every decision. They also keep all the knowledge inside the company and build their team's skills (Hartford Courant, 2025).
· Disadvantages: The biggest risk is that employees already have full-time jobs. They may not have time for the project. Deadlines slip. Also, the internal team may lack the right skills for a new kind of job. Finally, if something goes wrong, the owner cannot sue a contractor. They must pay all the costs of fixing the mistake themselves. There is no insurance or risk transfer.
[bookmark: _Toc228479262]2.4 Hybrid Approach: Multi-Contract + DIY
The hybrid method mixes the two previous ideas. The owner keeps some work for their own team (DIY) and contracts out other parts to specialists (Multi-contract). For example, a car company might design the engine using its own engineers (DIY) but hire an outside company to build the painting booth or install the conveyor belts (Multi-contract).
· When to use it: This is perfect for projects where the owner must protect trade secrets (do those parts internally) but needs extra hands for the rest of the work.
· Advantages: The owner can focus on what they do best (core competencies). They can also scale up or down easily. If you need more people for a short time, hire a contractor. If you need fewer, just end the contract. You do not have to fire your own employees. It gives a mix of control and risk transfer (Ngereja & Jørgensen, 2025).
· Disadvantages: The owner now has to manage two different cultures. Internal staff may resent outside contractors. Outside contractors may not respect internal rules. Also, the biggest problem is who pays when things go wrong? If the internal team's design is bad, but the contractor's installation is also bad, then it is very hard to decide who is at fault. This leads to long and expensive arguments.

[bookmark: _Toc228479263]3. Example: Building a Football Stadium
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How it works:
The football club owner signs one contract with one big company (e.g., "Stadium Builders Ltd."). That company does everything:
· Design the stadium
· Buy all materials
· Build the pitch, stands, roof, lights, toilets, and food stalls
· Hand over a fully finished stadium
Result: The owner just pays the bill and opens the stadium.
Best for: A rich football club owner who does not know much about construction and just wants the stadium ready on time.

[bookmark: _Toc228479265]3.2 Multi-Contract
How it works:
The football club owner acts as their own project manager. They hire many different specialist companies separately:
· One company for the concrete stands
· One company for the steel roof
· One company for the grass pitch
· One company for the floodlights
· One company for the seats
· One company for the toilets and food stalls
Result: The owner manages all these companies directly.
Best for: A football club with an experienced construction manager on staff who wants to save money and doesn't mind hard work.

[bookmark: _Toc228479266]3.3 Do-It-Yourself (DIY)
How it works:
The football club owner decides to use only their own employees to build the stadium. No outside contractors at all.
Result: The club's grounds staff, maintenance team, and some hired casual workers do everything.
Best for: Almost no football club – this is realistic only for very small projects like a new training ground fence or a small changing room. For a full stadium, it is very dangerous and likely to fail.

[bookmark: _Toc228479267]3.4 Hybrid (Multi-Contract + DIY)
How it works:
The football club splits the work:
· Contract out the difficult, specialist parts to outside companies (concrete stands, steel roof, floodlights, pitch drainage)
· Do themselves (DIY) the parts they are good at (painting the seats, installing the club shop, setting up the TV screens, connecting the ticketing system)
Result: The club's own staff work alongside outside contractors.
Best for: A well-run football club with some skilled internal staff (e.g., IT, maintenance, retail) who want to save money on non-critical work while letting experts handle the dangerous or complex jobs.







[bookmark: _Toc228479268]4. Conclusion
No single contracting method is the best for every project. You must choose based on your goals for risk, cost, and control.
· Turnkey is best when you want to transfer risk to someone else and you do not want to be involved. But you will pay a high price.
· Multi-contract is best when you have a strong internal team and you want lower costs. But you take on the risk of coordinating everyone.
· DIY is only good for very small, simple projects where your team already has the skills. For larger projects, the risk is too high.
· Hybrid gives you the best of both worlds: keep control of important work, hire outside for the rest. But you must manage the tensions between internal and external teams.
In the end, matching the contracting method to the project's complexity is one of the most important decisions a project manager makes. A wrong choice can lead to delays, cost overruns, and even project failure (Gloria et al., 2011; A&O Shearman, 2025).
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