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1.Introduction
Project management (PM) is widely defined as the structured application of knowledge, skills, tools and techniques to project activities in order to meet project requirements within constraints such as time, cost and quality (Project Management Institute, 2021). In modern industries such as construction, IT, and infrastructure development, project success is highly dependent on how responsibilities are allocated and managed, particularly through contractual arrangements.
Contracts play a central role in project management because they establish legally binding agreements between parties, clearly defining scope, responsibilities, risk allocation, and performance expectations (Kerzner, 2022). The decision to contract work externally, rather than executing it internally, is often driven by several strategic considerations. These include access to specialised expertise, cost efficiency, risk transfer, and the need for improved project delivery timelines (Walker, 2015). For example, organisations may lack the technical capability or resources required for complex projects, making outsourcing through appropriate contracting methods a practical and efficient solution.
The aim of this essay is to critically examine four key methods of contracting in project management: Turnkey, Multicontract, Do-It-Yourself (DIY), and Multicontract combined with DIY. Each method will be explained in detail, alongside an evaluation of its advantages and disadvantages. Furthermore, the discussion will contextualise these methods by identifying the types of projects for which they are most suitable. This comparative analysis will highlight how different contracting approaches influence project outcomes, particularly in terms of risk management, control, flexibility, and cost efficiency.
Understanding these contracting methods is essential for project managers, as the choice of contracting strategy can significantly impact project performance and success. Selecting an inappropriate method may lead to inefficiencies, cost overruns, or disputes, whereas an informed choice can enhance coordination, accountability, and overall project delivery.


2.Turnkey Contracting Method
The Turnkey contracting method refers to an arrangement in which a single contractor is responsible for the design, construction, and delivery of a complete project that is ready for immediate use by the client. The term “turnkey” implies that once the project is completed, the client only needs to “turn the key” to begin operations (Kerzner, 2022). This method is commonly used in large-scale infrastructure, engineering, and industrial projects.
Under this approach, the contractor assumes full responsibility for delivering the project according to agreed specifications, timelines, and budget. The client typically provides high-level requirements, while the contractor manages all technical and operational aspects, including procurement, construction, and commissioning (Walker, 2015).

2.1.Suitability of Turnkey Contracting
Turnkey contracting is particularly suitable for:
· Large and complex projects (e.g., power plants, highways, manufacturing facilities) 
· Projects where the client lacks technical expertise 
· Situations where time certainty and cost predictability are critical
 
2.2.Real-World Example
A well-known example of turnkey contracting is the Burj Khalifa project in Dubai. The construction of the world’s tallest building involved a primary contractor responsible for delivering the project from design coordination to completion. The client, Emaar Properties, relied heavily on the contractor consortium to manage the complexity of engineering, procurement, and construction. This demonstrates how turnkey contracting is effective for highly complex, large-scale developments where the client prefers a single point of responsibility.

2.3.Advantages of Turnkey Contracting
One of the primary advantages of the turnkey method is risk transfer. The contractor assumes most of the project risks, including design errors, cost overruns, and delays. This reduces the burden on the client and provides greater certainty in project outcomes (Project Management Institute, 2021).
Another key benefit is simplified project management. Since there is a single point of responsibility, coordination becomes more straightforward, reducing the likelihood of disputes between multiple contractors. This can lead to improved efficiency and faster decision-making.
Turnkey contracts also provide cost and time certainty. The agreed price and schedule are usually fixed at the outset, which helps clients manage budgets effectively and reduces financial uncertainty.
Additionally, this method allows clients to focus on their core business activities rather than being heavily involved in the technical execution of the project.

2.4.Disadvantages of Turnkey Contracting
Despite its benefits, turnkey contracting has several limitations. One significant drawback is the limited control the client has over the project. Since the contractor manages most aspects, the client may have less influence over design decisions and execution processes.
Another issue is reduced flexibility. Changes during the project can be difficult and costly to implement, as the contract is typically fixed and comprehensive from the beginning.
There is also a risk of quality compromise, as contractors may prioritise cost savings to maximise profit, potentially affecting the final output if not properly monitored (Kerzner, 2022).
Furthermore, turnkey contracts may involve higher initial costs, as contractors include risk premiums in their pricing to cover uncertainties and liabilities.

2.5.Critical Perspective
While turnkey contracting is highly effective in transferring risk and simplifying management, it may not be suitable for all projects. For example, in projects where innovation, flexibility, or stakeholder involvement is crucial—such as research and development or creative industries—the rigidity of turnkey contracts can be a disadvantage. In contrast, for highly technical and well-defined projects, the method offers strong efficiency and accountability.

3. Multicontracting Method
The multicontracting method refers to a project delivery approach in which the client enters into separate contracts with multiple contractors or suppliers, each responsible for a specific portion of the project. Unlike turnkey contracting, where a single contractor manages the entire project, multicontracting places the responsibility of coordination and integration on the client or project manager (Walker, 2015).
In this method, the project is typically divided into smaller work packages—such as design, construction, electrical installation, and procurement—which are then assigned to different contractors. This approach is commonly used in construction and engineering projects where specialised expertise is required for different components.

3.1.Suitability of Multicontracting
Multicontracting is particularly suitable for:
· Projects requiring specialised expertise across different disciplines 
· Large construction projects with clearly separable components 
· Clients who have strong project management capabilities 
· Projects where flexibility and control are important 
It is often used in public sector infrastructure projects or complex developments where the client wants direct involvement in contractor selection and performance.

3.2.Advantages of Multicontracting
One major advantage of multicontracting is greater control for the client. Since the client directly manages multiple contractors, they can closely monitor performance, quality, and progress across all project components (Kerzner, 2022).
Another benefit is access to specialised expertise. By hiring different contractors for specific tasks, the client can ensure that each part of the project is handled by experts in that particular field, potentially improving overall quality.
Multicontracting also provides greater flexibility. Changes can be implemented more easily compared to turnkey contracts, as adjustments can be made within individual contracts without necessarily affecting the entire project.
Additionally, this approach can lead to cost savings, as the client can negotiate directly with contractors and avoid the additional costs or risk premiums typically included in turnkey contracts.

3.3.Disadvantages of Multicontracting
Despite its advantages, multicontracting presents several challenges. One of the main disadvantages is the increased management complexity. The client must coordinate multiple contractors, which requires strong project management skills and resources (Project Management Institute, 2021).
Another significant drawback is higher risk exposure for the client. Unlike turnkey contracts, where risks are transferred to a single contractor, in multicontracting the client retains much of the responsibility for delays, cost overruns, and coordination issues.
There is also a greater likelihood of conflicts and disputes between contractors, particularly if responsibilities are not clearly defined. Poor coordination can lead to inefficiencies, delays, and quality issues.
Furthermore, the method can result in longer project timelines, as managing multiple contracts and dependencies may slow down decision-making and execution.

3.4.Critical Perspective
Multicontracting offers a high degree of flexibility and control, making it suitable for experienced clients with strong management capabilities. However, it shifts significant responsibility and risk onto the client. Therefore, while it can lead to better quality and cost efficiency, it may also increase the likelihood of project failure if coordination is not effectively managed.

4. Do-It-Yourself (DIY) Method
The Do-It-Yourself (DIY) method in project management refers to an approach where the client undertakes the majority, or entirety, of the project work internally rather than outsourcing it to external contractors. In this method, the organisation uses its own workforce, resources, and expertise to plan, execute, and deliver the project (Kerzner, 2022).
Unlike turnkey and multicontracting approaches, which rely on external parties, DIY places full responsibility for project delivery on the client. This includes design, procurement, execution, and quality control. While external suppliers may still be used for materials or minor services, the core project activities are managed in-house.

4.1.Suitability of DIY Method
The DIY method is particularly suitable for:
· Small to medium-sized projects 
· Projects where the organisation has strong internal expertise 
· Situations requiring high levels of confidentiality 
· Projects with flexible timelines rather than strict deadlines 
It is commonly used in internal IT projects, organisational restructuring, or small-scale construction and renovation works where outsourcing may not be necessary.


4.2.Advantages of DIY Method
One of the main advantages of the DIY approach is maximum control. The client has full authority over all aspects of the project, including decision-making, quality standards, and timelines (Project Management Institute, 2021).
Another key benefit is cost savings. By avoiding external contractors, the organisation can reduce expenses related to contractor fees, profit margins, and contractual overheads.
DIY also enhances confidentiality and security, as sensitive information remains within the organisation. This is particularly important in industries such as technology, defence, and research.
Additionally, the method can promote organisational learning and capability development, as employees gain experience and skills through direct involvement in project execution.

4.3.Disadvantages of DIY Method
Despite its advantages, the DIY method has several limitations. One major drawback is the lack of specialised expertise, especially for complex projects that require advanced technical knowledge not available within the organisation (Walker, 2015).
Another issue is resource constraints. Internal teams may already be occupied with other responsibilities, leading to delays or reduced efficiency.
DIY projects also carry higher risk exposure, as the organisation is solely responsible for any failures, cost overruns, or delays. Unlike outsourced methods, there is no external party to share or transfer risk.
Furthermore, this approach can lead to longer project durations, particularly if the internal team lacks experience or sufficient capacity.

4.4.Critical Perspective
While the DIY method provides maximum control and potential cost savings, it is not always the most efficient option. For highly complex or large-scale projects, relying solely on internal resources can be risky and impractical. However, for smaller projects or those requiring confidentiality and innovation, DIY can be highly effective and strategically beneficial.

5.Multicontract + DIY Method
The Multicontract + DIY method is a hybrid approach that combines elements of both multicontracting and the do-it-yourself (DIY) method. In this approach, the client undertakes part of the project internally while also outsourcing specific components to multiple external contractors. This allows the organisation to retain control over critical aspects of the project while leveraging external expertise where necessary (Walker, 2015).
Typically, the client manages core project functions—such as project coordination, design oversight, or strategic decision-making—while contracting out specialised or resource-intensive tasks. This creates a balanced structure where responsibilities are shared between internal teams and external contractors.

5.1.Suitability of Multicontract + DIY
This hybrid approach is particularly suitable for:
· Large or complex projects requiring both internal control and external expertise 
· Organisations with moderate internal capabilities but not sufficient for full DIY execution 
· Projects where certain components are highly specialised 
· Situations requiring a balance between cost efficiency and flexibility 
It is commonly used in sectors such as construction, IT system implementation, and infrastructure development, where some elements can be handled internally while others require specialist contractors.


5.2.Real-World Example
A relevant example of this approach can be observed in large-scale infrastructure upgrades undertaken by Network Rail in the UK. In many projects, Network Rail manages overall project planning, coordination, and safety compliance internally, while outsourcing specific works—such as track installation, signalling systems, or engineering services—to multiple contractors. This demonstrates how combining DIY and multicontracting allows for both control and access to specialised expertise.

5.3.Advantages of Multicontract + DIY
One key advantage of this method is balanced control and flexibility. The client retains authority over critical project components while still benefiting from the skills and efficiency of external contractors (Kerzner, 2022).
Another benefit is optimised resource utilisation. Internal resources are used where they add the most value, while external contractors handle tasks that require specialised skills or additional capacity.
This approach also enables risk sharing. Unlike pure DIY, where all risks are internal, some risks can be transferred to contractors, while the client maintains oversight of key areas.
Additionally, the hybrid model can lead to improved cost efficiency, as the client avoids the high premiums associated with turnkey contracts while still outsourcing complex tasks.

5.4.Disadvantages of Multicontract + DIY
Despite its advantages, this method can be challenging to manage. One major drawback is coordination complexity, as the client must oversee both internal teams and multiple contractors simultaneously (Project Management Institute, 2021).
There is also a risk of unclear responsibilities, which can lead to gaps or overlaps in work if roles are not clearly defined. This may result in delays or disputes.
Another limitation is the need for strong management capability. The success of this approach depends heavily on the client’s ability to effectively integrate internal and external efforts.
Furthermore, the method may still expose the client to moderate levels of risk, particularly in areas retained internally.

5.5.Critical Perspective
The multicontract + DIY approach offers a flexible and balanced solution, making it suitable for organisations that want to maintain control without fully committing to internal execution. However, its effectiveness depends largely on the client’s project management capability. Without strong coordination and clear communication, the complexity of this hybrid model can outweigh its benefits.
6.Conclusion
In conclusion, contracting methods play a critical role in determining the success of projects by influencing how responsibilities, risks, and resources are managed. This essay has examined four key contracting methods in project management: Turnkey, Multicontracting, Do-It-Yourself (DIY), and the hybrid Multicontract + DIY approach.
Turnkey contracting offers simplicity and risk transfer, making it suitable for large-scale and technically complex projects, although it limits client control and flexibility. Multicontracting, on the other hand, provides greater control and access to specialised expertise but increases the complexity of coordination and risk for the client. The DIY method allows for maximum control and cost savings but is only effective when the organisation has sufficient internal capabilities. Finally, the Multicontract + DIY approach offers a balanced solution, combining the strengths of both internal and external project delivery, albeit with increased management demands.
Ultimately, there is no one-size-fits-all solution. The selection of an appropriate contracting method depends on the specific characteristics of the project and the capabilities of the organisation. A well-informed choice can enhance efficiency, reduce risks, and improve overall project outcomes, while a poor choice can lead to delays, cost overruns, and project failure. Therefore, project managers must carefully evaluate contracting options to ensure alignment with project objectives and organisational strengths.
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