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Introduction
Project management brings together processes, knowledge, skills and experience so that a temporary piece of work can meet agreed objectives within limits such as time and budget (APM, n.d.). Large construction projects need this control because they involve many specialist organisations, large sums of money and risks that can affect both the client and the public. A contract supports this control by setting out what each party must deliver, how responsibility is shared, and what happens if the work changes or goes wrong. However, choosing a contract is not only a legal decision. It also decides how the project will be organised.
This essay explains four contracting methods: Turnkey, Multicontract, Do-it-yourself (DIY), and Multicontract plus DIY. Pricing methods such as fixed price or cost reimbursement are not the focus. The discussion uses a hypothetical project to build a new 60,000-seat Premier League football stadium in London. The stadium would include the main bowl, roof, changing rooms, hospitality areas, retail units, transport links, security systems and digital technology. This is a useful example because the work is complex, but some parts could still be handled by an experienced football club. The essay compares the advantages and disadvantages of each method and identifies when each one would be suitable.
Choosing a Contracting Method
There is no contracting method that is best for every project. The choice should match the client's experience, available staff, need for control, timescale, risk level and how clearly the scope can be defined. Ahmed and El-Sayegh (2021) explain that the delivery method affects project success and should reflect modern issues such as risk, technology and sustainability. Kebede, Jara and Abdi (2021) also connect delivery systems with project efficiency. More recent research shows that clients consider cost certainty, speed, quality, flexibility and responsibility when choosing a procurement route (Zhao, Ying and Tookey, 2022; Bolomope et al., 2022). For the stadium, the club must therefore decide how much work it can manage itself and how much responsibility should be passed to outside contractors.
Turnkey Contracting
Under a Turnkey method, one main contractor takes responsibility for delivering a complete facility that is ready for the client to use. For the stadium, the club would provide its main requirements, such as capacity, safety standards, hospitality space, budget and opening date. The contractor would then manage design, procurement, construction, testing and handover. The client would mainly monitor whether the final stadium meets the agreed performance requirements. This is close to an integrated design-and-build approach because responsibility sits with one organisation rather than being divided across several direct contracts.
The main advantage is clear responsibility. If design and construction do not fit together, the club does not need to decide which of several contractors caused the problem. It can hold the Turnkey contractor responsible under one main agreement. The method also reduces the number of people the club must manage. This would be useful if the club has strong football and commercial knowledge but does not have a large internal construction team. A single contractor can also coordinate labour, equipment and specialist subcontractors across the site. This may support a faster programme because design, purchasing and construction can overlap. Research on project delivery methods links integrated approaches with clearer coordination and better control of schedule growth (Zhong, Tang and Chen, 2022; Legesse, Nejat and Ghebrab, 2025).
The disadvantages are reduced client control and possible higher cost. A contractor taking responsibility for most risks will normally include a risk allowance in its price. The club may also find it expensive to request changes after the design has been agreed. For example, adding more hospitality boxes during construction could affect the structure, fire plan and mechanical systems. Another risk is that the contractor may choose the cheapest compliant solution instead of the option with the best long-term value. The club therefore needs a very clear brief, independent technical advice and strong checks before acceptance. Turnkey is most suitable when the scope can be defined early, the completion date is important and the client wants one point of responsibility. It is less suitable when the client expects frequent design changes or wants direct control over every specialist package.
Multicontract Contracting
Under Multicontract contracting, the client divides the project into several packages and signs a separate contract for each one. In the stadium project, the club might appoint different firms for groundworks, concrete structure, steel roof, seating, electrical systems, pitch technology, hospitality fit-out and transport works. The club, supported by its project manager and design team, would coordinate the packages and make sure their interfaces match.
This method gives the client more control over who performs each part of the work. Specialist contractors can be chosen because of their technical ability instead of being selected by one main contractor. Competition for smaller packages may reduce some costs, while the client can see prices more clearly. It may also create opportunities for local and smaller firms. Packages can be tendered at different times, so early groundworks may start while later technical designs are still being completed. This flexibility can help when parts of the project develop at different speeds. Studies of procurement selection show that project features and relationships between activities should guide how work is grouped and contracted (Zhong, Tang and Chen, 2022; Almutairi, Fox and Braimah, 2024).
The main weakness is that the club carries the coordination risk. A delay to the steel roof could prevent seating, lighting and security equipment from being installed. Each contractor might argue that another package caused the delay. Gaps or overlaps in scope can also lead to extra cost and disputes. The project needs an experienced client team, a detailed Work Breakdown Structure, one coordinated design, an integrated schedule and strict change control. Health and safety duties also become more demanding when several contractors are involved. HSE (2024) states that a principal contractor must plan, manage, monitor and coordinate the construction phase on projects with more than one contractor. Multicontract is suitable for a capable client that wants control and can manage complex interfaces. It is a poor choice for a client with limited staff or weak project systems.
Do-it-yourself (DIY) Contracting
In the DIY method, the client completes most project work using its own employees, equipment and management systems instead of contracting the main delivery to an outside organisation. DIY does not mean that untrained staff physically carry out every specialist task. It means the client acts as the main delivery organisation and only buys limited goods or expert services where needed. For the stadium, the football club would need its own architects, engineers, procurement staff, construction managers, safety specialists and site workforce.
The strongest advantage is direct control. Decisions can be made around the club's priorities, supporter experience and long-term operation of the stadium. Internal knowledge stays with the club, which may help later maintenance and future projects. The client also avoids paying a main contractor's full overhead and profit. Communication can be quicker where the same organisation owns the design, budget and final operation. Carnegie Mellon University's construction management guidance notes that some large owners keep strong in-house capability and complete substantial parts of projects themselves (Hendrickson, 2008).
For this stadium, however, full DIY would be a weak and unrealistic choice. Building a large stadium requires specialist design, heavy construction equipment, temporary works, testing and legal compliance. Creating this capability for one project would take time and money. The club would carry most design, cost, safety and schedule risk, while mistakes could remove any expected saving. Staff may also lack recent experience of a project of this size. The Construction Playbook warns that delivery choices should be based on real organisational capability and that risk should sit with the party best able to manage it (Cabinet Office, 2023). DIY is more suitable for smaller, repeated or familiar projects, such as refurbishing club offices, installing standard retail areas or carrying out routine facilities work. It is not suitable for the complete stadium unless the owner is already an experienced construction organisation.
Multicontract plus DIY
Multicontract plus DIY is a mixed method. The client keeps selected work in-house but uses several direct contracts for work that needs outside skills or capacity. For the stadium, the club could manage the business case, supporter consultation, operational requirements, ticketing, branding, digital content and final readiness. It could then award separate contracts for architecture, structure, roof, building services, seating, security technology and fit-out. The club would remain closely involved without pretending that it can build the whole stadium itself.
The main advantage is balance. The club keeps control of the parts that directly affect its identity and future operation, while specialists manage technical construction. Internal staff learn from the project and keep useful knowledge after handover. The club can also challenge contractor proposals using its operational experience. Separate packages may improve price visibility and allow the best specialist to be selected for each major system. This approach reflects the common make-or-buy decision in project management: keep work where the organisation has a real advantage and purchase work where the market has stronger capability (APM, n.d.).
The method still has serious risks. The boundary between internal work and contracted work must be clear. If the club's digital team changes the access-control requirements late, both the security and electrical contractors may claim extra time and money. Internal staff may also underestimate the time needed for meetings, approvals and document control. The club remains responsible for joining the packages into one functioning stadium. A strong project management office, named package owners, interface registers, a shared digital design model and one master schedule would be essential. Research by Legesse, Nejat and Ghebrab (2025) supports matching delivery and contract strategies rather than treating them as separate choices.
For the hypothetical stadium, this is the most suitable method if the club already has an experienced estates and operations team. It gives more control than Turnkey and avoids the unrealistic demands of full DIY. However, the club should appoint an external construction manager or principal contractor to coordinate site delivery and safety. The method would become unsuitable if the club's internal team lacks authority, time or technical support, because the supposed saving would be replaced by delay, rework and disputes.
Overall Comparison
The four methods mainly differ in where responsibility and coordination sit. Turnkey places most delivery responsibility with one contractor and gives the client the simplest management structure, but less flexibility. Multicontract gives the client stronger choice and cost visibility, but also places it between several contractors. DIY gives maximum control but demands the highest internal capability. Multicontract plus DIY offers a middle position, although its success depends on clear interfaces and disciplined management. This comparison shows why the lowest initial price should not decide the method. Whole-life value, safety, operational quality and the client's ability to manage risk matter just as much. A poor match between the method and the client's capability can create more cost than it saves (Ahmed and El-Sayegh, 2021; Zhao, Ying and Tookey, 2022).
Conclusion
Contracting method is a practical project management decision because it shapes control, risk, communication and accountability. Turnkey is useful when the client wants one responsible contractor and can define the result early. Multicontract can improve specialist choice and flexibility, but needs a strong client team. DIY offers direct control and learning, although it is only sensible where the owner already has the required skills and resources. Multicontract plus DIY combines internal knowledge with outside expertise, but depends on careful coordination.
For the proposed 60,000-seat stadium, Multicontract plus DIY is the strongest option. The club should keep operational, supporter-facing and commercial decisions in-house while contracting specialist design and construction packages. It should also use professional construction management to control interfaces, safety, schedule and change. Turnkey would be the safer second choice if the club lacks this management capability. The final decision must therefore be based on honest evidence about what the client can manage, not on a simple wish to save contractor fees.
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