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     1.   Introduction 
Project Management is the coordinated application of processes, skills, tools and techniques to meet project objectives within constraints such as time, cost, scope and quality. In any project, whether in construction, information technology, manufacturing or public sector development, contracting plays a crucial role in determining how responsibilities, risks and resources are allocated. A contract is a legal agreement defining obligations, deliverables and the relationship between parties. Organisations may choose to contract out work for a variety of reasons, including the need for specialised expertise, limitations in internal resources, cost efficiency, risk transfer or the desire to accelerate project completion. Choosing an inappropriate contracting strategy can lead to cost overruns, disputes, delays or failures. Now I will examines four common contracting methods used in project management : Turnkey, Multicontract, Do-It-Yourself (DIY) and Multicontract +Do-It-Yourself. For each,  I will explains the structure, advantages, disadvantages and offers contextual project examples to illustrate where each method is most effective. Trough analysing these contracting approaches, I will highlights the importance of selecting the correct model relative to project characteristics, organisational capabilities and risk profile. 
2.  Contracts in Project Management  : Background and Rationale 
  Contracts govern the way work is delegated and executed in projects. Effective contracting ensures clarity of scope, responsibilities, deliverables timelines, risk allocation and performance expectations. According to Anthony Walker, contracting serves not only like as a legal mechanism but also as a management tool that shapes coordination, communication and integration within a project. A project may choose to contract out work for several reasons:
a) Access to Expertise 
 Certain industries, such as oil and gas, telecommunications and health care, require highly specialised technical skills that many client organisations do not have internally. 
b) Cost Efficiency 
   Subcontracting work can be sometimes cheaper than performing it internally, especially for projects requiring short term specialist skills or equipment. 
c) Risk Transfer 
    Contracting allows clients to transfer certain risks design, construction, technical risks to contractors better equipped to handle them. 
d) Resource Limitations 
     Clients may lack internal manpower, time or infrastructure to execute complex projects. 
e) Focus on Care Business 
     Contracting allows organisations to maintain strategic focus on core activities while external parties handle non core or superficial tasks. Since projects differ in size, complexity, risks and uncertainty, no single contracting method is always best. The four contracting strategies discussed below represent different approaches suited to different contexts. 
        3.  Main Body 
        3.1  Turnkey Contracting 
        3.1.1 Explanation 
     A Turnkey contract assigns full responsibility for design, construction, procurement, testing and commissioning of a facility or system to a single contractor. The client receives a fully operational turn the key and start asset. This model of contracting is in general used for complex engineering, industrial and infrastructure projects. 
          3.1.2 Advantages 
         A) Single point of responsibility 
     The contractor handles all phases, reducing client coordination effort and limiting disputes between subcontractors. 
          B) Risk transfer 
      The contractor is responsible for the design risk, interface risk, performance risk and construction risk.
          C) Certainty of cost and schedule 
       Turnkey contracts are usually expert in what means “lump-sum” investment strategy,  providing the cost predictability.
          D) Suitable for clients with limited technical expertise 
        Governments, private investors and public agencies often prefer Turnkey models due to capacity constraints. 
         3.1.3 Disadvantages 
           A) Higher price due to risk premiums 
         Usually contractors inflate prices to cover assumed risks.
          B) Limited client involvement 
         Clients may have minimal control over design decisions, which can lead to dissatisfaction if needs evolve.
          C) Inflexibility 
         Scope changes are typically expensive and slow. 
         D) Potential for over-specification or under-specification 
        If the initial brief is unclear, the contractor may deliver a technically compliant but suboptimal solution. 
          3.1.4 Suitable Project Examples 
     Turnkey contracting is in general applicable in projects requiring high integration and technical expertise including:
A) Energy and Utilities 
· Nuclear power points
· Gas pipelines 
· Solar farms and wind farms 
B) Industrial and manufacturing facilities 
· Automotive assembly plants 
· Pharmaceutical production facility 
C) Large infrastructure projects 
· Airports 
· Water treatments plants 
· Metro rail systems 
D) IT systems 
· Data centres 
· Cloud infrastructure installations 
     Turnkey Contracting is most suitable when clients want minimal involvement in execution and face high complexity. 
     3.2 Multicontracting 
     3.2.1 Explanation 
    In Multicontracting, the client engages several specialised contractors directly. The client may hire one contractor for design, another for civil works, another for electrical installation and another for commissioning. As well the client must coordinate interactions, manage schedules and integrate outputs. 
    3.2.2 Advantages 
       A)  Flexibility 
     The client can select the best specialists for each package. 
       B)  Reduced costs
      Avoid overhead costs charged by a main contractor in Turnkey models.
       C)  Client retains control
      Supervision direction and attention paid to the design and implementation allows customisation and iterative adjustments. 
D) Better innovation potential 
Different specialised contractors bring diverse innovations and solutions. 
   3.2.3 Disadvantages 
       A) High client coordination burden 
     Requires strong project management, technical expertise and interface management capabilities. 
      B) High risk retention 
    The client bears interface risks, design coordination risks and schedule disruption risks. 
C) Potential conflict between contractors 
     Without a single responsible party, disputes over delays or defects can take place.
D) Time consuming
     If is not coordinated effectively, managing multiple contractors can result in longer timelines.
   Multicontracting suits organisations with strong PM capabilities, such as large corporations, governments and technically experienced clients.
   Examples:
1. Building and construction 
· Office buildings 
· University campuses 
· Shopping malls
2. IT and digital transformation projects 
· ERP system implementation with separate contractors for hardware, software integration and training 
· Smart city infrastructure 
3. Public infrastructure 
· Road networks 
· Railway station expansions 
4. Manufacturing upgrades 
· Installing robotic assembly lines where mechanical, electrical and software suppliers differ
      In these contexts, flexibility and cost optimisation are prioritised over risk transfer.
          3.3 Do-It-Yourself (DIY) Contracting 
          3.3.1 Explanation 
       In a Do-It-Yourself model, most project work is performed in house with internal staff handling planning, design execution and monitoring. Some specific tasks requiring specialist input might be outsourced. 
         3.3.2 Advantages 
            A) Maximum control 
           Clients contr9l all decisions and design aspects. 
            B) Cost savings 
          No main contractor mark-up, internal labour may be cheaper. 
           C) Knowledge retention 
          Skills and experiences gained remain in the organisation, strengthening future capabilities.
     D) High alignment with organisational goals 
   Internal staff have better understanding of strategic objectives. 
 3.3.2  Disadvantages 
    A) High internal resources demand 
          Staff may be stretched, putting pressure on ongoing operations.
           B) Limited internal expertise 
          If the organisation lacks technical depth, mistakes may occur.
           C) Longer project timelines 
          Internal teams often take longer than specialised contractors. 
           D) Higher risk exposure 
          The organisation bears most execution and performance risks.
     Do-It-Yourself model is most effective for small to medium scale projects that align closely with the organisation’s internal capabilities. 
     Examples where it’s used the Do-It-Yourself model:
1. IT projects 
· In house software development 
· Internal database upgrades 
2. Facility improvements 
· Refurbishment of meeting 4ooms
· Installation of office networking infrastructure 
3. Education sector 
· Universities developing internal learning management systems 
4. Manufacturing 
· Minor process efficiency improvements 
· Internal maintenance projects 
5. Public sector agencies 
· Development of internal policy systems 
· Digital government platforms built by civil service IT teams 
      Do-It-Yourself model strategic when capability building is a goal or when confidentiality and internal control are critical. 
            3.4 Multicontract a d Do-It-Yourself Contracting 
            3.4.1 Explanation 
      This mixed model approach blends internal work with multiple external contracts.         The client performs key functions, such us design, project management, procurement or some technical tasks, while outsourcing specialised or labour intensive tasks to several contractors. 
            3.4.2 Advantages 
                A) Balance between control and expertise 
              Internal teams control strategic or sensitive elements while contractors handle specialised tasks. 
                B) Cost optimisation 
               Internal capabilities are used where available, reducing outsourcing costs.
                C) Flexibility 
               The project can adjust contract scoops as needs evolve. 
                D) Improved knowledge transfer 
Combined work allows Internal staff to learn from external experts.
          3.4.2 Disadvantages 
               A) Complex coordination 
             Managing both internal and external teams increases interface risks. 
               B) Ambiguous accountability 
              Without clear boundaries, disputes may arise around responsibilities. 
               C) Risk of overstretching internal staff 
              Dividing tasks between internal and external sources may overwhelm internal teams. 
 D) Higher requirement for PM maturity
The organisation must have competent project managers and technical leaders. 
        This mixed model is useful in medium to large projects where organisations have partial expertise but still require external specialisation.   
      Project examples:
1. Healthcare 
· Hospital IT, modernization where internal teams develop security protocols but outsource biomedical equipment installation 
2. Manufacturing 
· Expanding a production line internally while outsourcing automation and robotics 
3. Transportation 
· Upgrading traffic management systems with internal engineers designing core elements and external contractors supplying hardware and analytics tools 
4. Construction 
· Universities building laboratory spaces: internal facilities team handles design coordination while external contractors build and install lab equipment 
5. Government projects 
· E-government systems where internal software teams build interfaces while external vendors supply cybersecurity and cloud solutions. 
       This model is ideal for organisations wishing to retain strategic control while leveraging external expertise. 
                 4. Conclusion 
        Contracting is a fundamental part of project management that shapes risk allocation, cost structures, project control and organizational learning. The analysis of four contracting methods shows clear distinctions:
· Turnkey contracting offers strong risk transfer and minimal client involvement, making it ideal for large, complex engineering projects requiring integrated solutions; 
· Multicontracting provides flexibility and potential cost savings but demands high project management maturity and strong coordination capabilities; 
· Do-It-Yourself contracting supports maximum control and internal capability development, making it suitable for small to medium internal projects aligned with organisational expertise;
· Multicontracting and Do-It-Yourself offer a balanced approach, enabling clients to maintain control while leveraging specialist external expertise.
       Ultimately, choosing a contracting method depends on project characteristics such as complexity, size, risk level, internal capability and tolerance for uncertainty. A deliberate, strategic approach to contracting improves project outcomes and support long-term organisational goals. No single method is universally superior, instead, effective project managers select a contracting model that best aligns with the specific needs, constraints and context of each project. 
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