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Contracting Methods in Project Management: Turnkey, Multicontract, Do-It-Yourself, and Multicontract + DIY
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Project management, according to APM (2023), involves the application of knowledge, skills, tools and techniques to project activities in order to achieve an agreed objective within certain constraints such as time, cost, scope, quality and risk. Due to projects being temporary and they do require resources or expertise that are not available internally, some or most organisations often rely on contracting to obtain specialist capabilities and divert the responsibility of delivery. Thus, contracting is therefore not jus a simple purchasing activity, but it is more a strategic project-management decision that influences governance, risk allocation, coordination, cost certainty and the amount of control retained by the project owner.
As underlined by Lark Editorial Team (2026), the term contracting is represented by the agreement between a buyer and the supplier, having its main purpose to determine a shared understanding what the project is, when it must be finished, and how much it will cost. Choosing a method for the project at hand depends on its complexity, companies’ capacity, how much risk is it willing to assume, and how much flexibility it disposes of.
This essay will serve the purpose of evaluating four contracting methods, the turnkey method, multicontract method, do-it-yourself (DIY) method, and multicontract + DIY method. To help have a better understanding of the given methods, they will be hypothetically applied to a project that involves the development of a four-storey building of ten residential flats on a brownfield urban site. The project would be budgeted with a £2.8 million limit, a 14-month timeframe, restricted access, and environmental groundwater risks. This will help demonstrate why different contracting approaches can create different advantages and disadvantages on the same project.
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The turnkey contracting method, as underlined by Joyce (2025), is the method that takes the responsibility of delivering most or all of the completed project from the project manager towards one principal contractor. This method is mainly utilised within the construction and engineering industries, in which the contractor integrates the design, procurement, construction, and commissioning before handing over the finished project back to the client. In more simplified terms, the project manager sets the required and desired outcomes, while the contractor is responsible for managing the specialist organisations required to achieve them.
Applying this methodology to the residential development project, one main contractor would be required to coordinate architects, engineers, groundworkers, building-services specialists and suppliers. Given the contamination of the brownfield site, high risks in underground water, and the restricted access, the responsibility of managing difficult to one organisation.
The strongest advantage provided by the turnkey contracting, as stated by Jarvale Construction LTD (2024), is the fact that the responsibility has a single point. This means that if there would be any design or construction interfaces fails, the principal contractor remains responsible for overall integration. This method, besides the fact that it would accelerate the delivery due to its design, procurement and construction overlapping, it also takes the tedious administrative tasks from the client and simplifies accountability.
Analysing the disadvantages, we can conclude that it can have a higher financial cost, as contractors would include, within their pricing, contingency and risk premiums, especially when a project contains uncertainty. Whitin the chosen project, considering that the site is a brownfield site and has groundwater problems, this can entitle bidding organisations to price significant allowances within their proposals.
Another disadvantage in the turnkey method is the limitations imposed on the project manager’s control. Major changes can have a high cost once the design and procurement have progressed, but at the same time, poorly defined requirements may entitle the contractor to only achieve minimum specifications, rather than focusing on the maximisation of the projects life value. This must determine the project manager to provide clear instructions and requirements at an early stage and maintain consistent quality monitoring arrangements.
After analysing the turnkey method, it can be determined that it is a method most suitable to projects that have a clearly defined scope, where the client wants a single point of accountability. It is not suitable for clients that expect frequent design changes or wishes for a more in-depth control over individual specialists.
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According to Helmi (2025), under the multicontracting method, the client divides the project in a number of work packages and enters into separate contracts with different specialist organisations, having, instead of one principal contract bearing the weight of the responsibility for almost all delivery, the client coordinates a multitude of contractors and manages the interfaces between their activities.
Applying this method to the residential project, separate packages might cover contamination remediation, piling or foundations, structural works, roofing, and much more divided individual contracts, thus enabling for a more enhanced selection of specialist firms according to their competence in the given area of expertise.
One of the advantages provided by this method is the enhanced control provided to the client in contractor selection, design, and quality, as well as providing a direct competition for individual packages which in turn can improve price transparency and avoid some management margin charged by a turnkey contractor, but it also retains the ability of the client to replace or reconsider an individual specialist, without the need to change the entire delivery structure.
The multicontracting method does have a major weakness, and that would be the interface risk. What this entails is that the success of one contractor, the majority of the time, depends on the performance of another contractor. As an example within the residential project, if the remediation contractor is delayed with its finish, the foundation contractor works might be delayed; if mechanical services are not coordinated with structural elements, costly reworks may result. Having multiple contractors, identifying the one responsible for delays may become difficult and disputes may commence over whether one contractor prevented another from completing their task.
The client therefore requires greater project-management capability, having scheduling, procurement, quality control, contract administration, and effective communication as essential for success.
For the residential project, multicontracting could be the preferred method to be applied, but only if the developer has an experienced construction management team, that is capable of handling the difficult site restrictions. It also provides the ability to appoint highly competent teams in certain expertise areas. On the opposite side, if the developer does not have the mentioned skills, the complexity of coordinating multiple contracts on a task-dense project, could create significant losses.
Upon analysing the multicontract method, it can be determined that is a method best suited for more sophisticated clients that value direct control and possess the resources to coordinate multiple specialist packages. It would not be a preferred method if the project manager does not have the technical knowledge or cannot devote sufficient management capacity to integration.
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The do-it-yourself (DIY) method is the method that has all the owner’s direct involvement. By using this approach, the organisation undertakes most of the project activities using its own human resources, management protocols, equipment and technical capabilities instead of outsourcing the delivery of the project to external contractors.
In the residential project mentioned, DIY could involve a construction company utilising its own project manager, engineers, site supervisors, plant and tradespeople to deliver the development. This method would not be considered by an organisation who has no knowledge from the construction industry.
As underlined by Bata (2016), one of the main advantages of the DIY method is control. The organisation directly controls the working methods, the quality, what are the priorities and resources, while decisions being implemented faster without the need for negotiation of contractual variations, keeping the internal communication linear.
Another advantage of using this method would be the fact that it can create organisational learning, as knowledge would remain within the organisation and could be applied to similar projects in the future, reducing drastically the need for external suppliers. It can be determined that organisations that undertake repeated development programmes, having built internal project capability can create a long-term strategic value.
However, these advantages can only exist if the owner of the project possesses the necessary competences. As underlined by Brown (2024), specialist resources can be expensive to recruit, train and retain, particularly if they are required for only one project. The need for investment in additional equipment may also pose as a risk if their use will be limited after completion of the project. 
Another major disadvantage of the DIY method would be the retained risk. In comparison to the turnkey method and the contracting method where the risks are transferred contractually to specialists, the DIY method leaves most of the cost, schedule, technical and performance risk with the owner of the project. Considering the project being positioned on a brownfield site, specialist issues such as contamination or groundwater management could expose an inexperienced internal team to serious safety, legal and financial consequences.
Considering the advantages and disadvantages of the DIY method, it cannot be determined that it is cheaper due to avoidance of contractors’ margins, as that particular cost has to be implemented in the internal labour, management time, equipment depreciation, and probability of risks. Making it the method that is the most appropriate when the project’s requirements are met with the organisations core capabilities, resources that are already available, and probability of similar projects to reoccur. It is a less suitable method for a one-off project that requires highly specialised expertise, or where risks tend to be beyond the organisation’s capabilities of mitigation.
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The multicontract + DIY method implies the combined organisations capabilities for internal deliveries with the specialised external contracting. It requires the owner of the project to perform activities at which he has expertise on, while directly appointing specialist contractors for work that cannot be delivered efficiently or safely in-house. 
Considering the residential project, the developer might hold the project management, quantity surveying, procurement and site supervision, whilst having specialists for contamination remediation, electrical systems, and lift installations. 
Underlined by Bradley (2023), the multicontracting + DIY method, also known in the industry as modern methods of construction, has the major advantage of flexible resource allocation. This emphasises that tasks that pose any risk should be handled by the party that has the most expertise in mitigating them. The approach can also reduce cost by retaining functions already performed efficiently by the organisation, while acquiring specialist expertise only when necessary. For example, an experienced property developer might have strong commercial and project management skills but have no justification for permanently employing contamination specialists.
The disadvantage of using this method is that it combines the difficulties of the multicontract method and the DIY method, as internal teams and contractors must operate in partnership, despite different management structures. The owner also remains responsible for overall integration of the project, as if an internal team fails to prepare an area for a specialist contractor, the delay of the contractor will remain as the client’s risk.
For this project, this method may provide the stronger balance if the developer has a competent team but lacks only the specialist’s expertise. The internal management can maintain close control on the parameters of the project; however, its success depends on the quality of the coordination.
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After analysing and evaluating the four methods, it can be revealed that there are significant differences between them regarding control, capability, coordination and risk. The turnkey reduces coordination but involves higher premiums. Multicontracting increases control but places interface risk on the client. DIY provides internal control yet retains most of the delivery risk, while multicontracting + DIY provides flexibility but requires interface management.
By applying all four methods to the residential project, it can be underlined that the characteristics of the project owner are as important as the ones of the project. A property investor with limited construction expertise might favour the turnkey method, but an experienced developer with a strong project team could benefit from multicontracting method. A construction company would select DIY method, but a developer with strong management capabilities may obtain higher value from multicontracting + DIY.
Considering the comparisons, deciding on one of the methods on price alone is not enough. The client must consider total management cost, control, exposure, quality, human resources and consequences. The most effective strategy would be the one that aligns contractual obligations with the teams that are best fitted for the given task and risk.
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Contracting plays a central role in project management as it separates work, responsibility and risk between the owner and external organisations. This essay has evaluated turnkey, multicontract, DIY and multicontract + DIY methods by implementing them to a residential project.
Turnkey offers simplified accountability and substantial risk transfer but can reduce client control and increase cost through contractor risk premiums. Multicontracting provides flexibility, transparency and direct access to specialists, although the client assumes greater coordination responsibility. DIY offers maximum control and organisational learning but is highly dependent on internal resources and leaves most risk with the owner. Multicontract + DIY can combine internal strengths with specialist external capability, but only where interfaces are carefully managed.
It can be concluded that no single method is universally superior, but it requires alignment between a project’s complexity and the client’s resources, competence, risk appetite, and priorities. In addition, project managers should evaluate contracting as a strategic decision, not a procurement choice, as having an appropriate contracting structure can significantly influence the cost, schedule, quality and success of the project. 
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