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[bookmark: _Toc227475310]1. Introduction
Project management (PM) is a structured discipline concerned with planning, organising, and controlling resources in order to achieve defined objectives within constraints such as time, cost, and quality (Kerzner, 2022). In modern business environments, projects have become increasingly complex, often involving multiple stakeholders, advanced technologies, and interdependent activities. As a result, organisations frequently rely on external parties to deliver projects efficiently, making contracting a fundamental element of project management practice.
Contracting in project management refers to the process of engaging external organisations or individuals to perform specific tasks or deliver complete project outcomes. This decision is influenced by several factors, including access to specialised expertise, cost efficiency, time constraints, and risk allocation (PMI, 2021). However, the choice of contracting method is not merely operational; it is a strategic decision that determines how responsibilities, risks, and control are distributed between the client and contractors.
This essay critically evaluates four key contracting methods: turnkey, multicontracting, do-it-yourself (DIY), and multicontract combined with DIY. It argues that no single method is universally superior. Instead, the effectiveness of each approach depends on the alignment between project complexity and organisational capability. The discussion integrates real-world examples to illustrate how these methods are applied in practice and highlights their advantages and limitations in different project contexts.
[bookmark: _Toc227475311]2. Contracting in Project Management
Contracts play a central role in project management by establishing the legal and operational framework within which projects are delivered. According to Lock (2020), contracting strategies determine how responsibilities and risks are allocated, directly influencing project performance and outcomes. Therefore, selecting an appropriate contracting method is a critical decision for project managers.
Organisations choose to contract work for several reasons. One of the most important is access to specialised knowledge and expertise that may not be available internally. For example, in highly technical sectors such as renewable energy or audiovisual (AV) systems, external contractors often possess advanced skills and experience that enable them to deliver complex solutions more efficiently (Turner, 2016). Additionally, contracting can improve project speed by allowing experienced suppliers to perform tasks more effectively.
Another important factor is risk management. Contracting allows organisations to transfer certain risks—such as design, construction, or technical risks—to external contractors. However, as Walker (2015) notes, risk is not eliminated but redistributed, meaning that the client still retains responsibility for overall project success.
External environmental factors also influence contracting decisions. These can be analysed using frameworks such as STEEPLE (social, technological, economic, environmental, political, legal, and ethical factors). For instance, technological complexity may require outsourcing to specialists, while economic pressures may encourage cost-efficient contracting strategies.
Despite its advantages, contracting introduces challenges, including reduced control, dependency on contractors, and potential communication issues. These challenges highlight the importance of selecting the most appropriate contracting method based on project characteristics and organisational capability.
[bookmark: _Toc227475312]3. Turnkey Contracting
Turnkey contracting is a method in which a single contractor is responsible for delivering the entire project, from initial design to final completion, resulting in a fully operational system ready for use (Fewings, 2013). This approach is commonly used in large-scale and technically complex projects where integration and coordination are critical.
One of the main advantages of turnkey contracting is its simplicity from the client’s perspective. By engaging a single contractor, the client reduces the need for managing multiple stakeholders, which can significantly simplify coordination and communication. This is particularly beneficial in complex projects where multiple systems must be integrated seamlessly.
Another key advantage is risk transfer. In turnkey contracts, the contractor assumes responsibility for design, procurement, and execution, which reduces the client’s exposure to certain risks (Lock, 2020). This can improve predictability in terms of cost and schedule, making it easier for organisations to manage projects effectively.
A strong real-world example of turnkey contracting can be observed in offshore wind farm developments delivered by Siemens Gamesa Renewable Energy. In these projects, the contractor is responsible for the full lifecycle, including design, manufacturing, installation, and commissioning of wind turbines. This enables clients to receive a fully operational energy system without managing multiple suppliers, demonstrating the effectiveness of turnkey contracting in highly complex and technology-intensive environments (Siemens Gamesa, 2023; GWEC, 2022).
However, turnkey contracting also has limitations. The most significant is the reduced level of client control, as the contractor has considerable autonomy over project execution. In addition, costs may be higher due to risk premiums included in contractor pricing (Meredith and Mantel, 2017). Furthermore, there is a risk of over-reliance on the contractor’s competence, which can negatively affect project outcomes if performance is inadequate.
[bookmark: _Toc227475313]4. Multicontracting
Multicontracting involves the client engaging multiple contractors, each responsible for a specific component of the project (Winch, 2014). This approach distributes responsibility across several parties rather than centralising it with a single contractor.
The primary advantage of multicontracting is the high level of control it provides to the client. By selecting specialised contractors for different tasks, the client can ensure that each component of the project is delivered by experts, potentially improving quality and performance. Additionally, this method can offer cost advantages, as the client can negotiate directly with contractors and avoid the mark-ups associated with a main contractor.
Another benefit is flexibility; multicontracting allows the client to modify individual elements of the project without affecting the entire system, which can be useful in dynamic environments where requirements may change.
A clear real-world example of multicontracting is the Crossrail (Elizabeth Line) project in London. In this large-scale infrastructure project, multiple contractors were responsible for different elements, including tunnelling, station construction, and rail systems. While this approach allowed the project to benefit from specialised expertise, it also introduced significant coordination challenges, contributing to delays and cost overruns (NAO, 2019).
Despite its advantages, multicontracting increases management complexity. Coordinating multiple contractors requires strong project management skills, particularly in communication and scheduling. There is also a higher risk of integration issues, especially in projects where systems must work together, such as AV installations. In such cases, the client bears responsibility for ensuring compatibility between different components.
[bookmark: _Toc227475314]5. Do-It-Yourself (DIY)
The Do-It-Yourself (DIY) approach involves completing a project using internal resources without relying on external contractors (Burke, 2013). This method is typically used for smaller or less complex projects.
One of the main advantages of the DIY approach is the high level of control it provides. The organisation retains full authority over decision-making and can respond quickly to changes. This can be particularly beneficial in projects where flexibility and adaptability are important.
Another advantage is cost reduction, as there are no contractor fees or profit margins. Additionally, the DIY approach supports the development of internal capabilities, which can be valuable for future projects.
A real-world example of internal project delivery can be seen in Tesla, Inc., where significant elements of production systems and factory automation are developed in-house. This approach allows Tesla to maintain control over innovation and technology, although it requires substantial internal expertise and resources (Vance, 2015).
However, the DIY approach has significant limitations. The lack of specialised expertise can affect project quality and efficiency, particularly in complex projects. In addition, DIY projects often involve hidden costs, such as inefficiencies, rework, and extended timelines (Meredith and Mantel, 2017). Furthermore, all project risks are borne by the organisation, making this approach less suitable for high-complexity projects.
[bookmark: _Toc227475315]6. Multicontract + DIY
The hybrid approach combines elements of multicontracting and DIY, allowing organisations to perform some tasks internally while outsourcing others (Turner, 2016). This approach aims to balance control, cost, and access to expertise.
One of the main advantages of this method is its flexibility. Organisations can retain control over critical aspects of the project while outsourcing specialised tasks to external contractors. This can result in cost savings, as only complex components are outsourced, while simpler tasks are handled internally.
Additionally, the hybrid approach supports organisational learning, as internal teams gain experience while working alongside external specialists. This can enhance long-term capabilities and reduce reliance on external contractors in future projects.
A practical real-world example of this approach can be observed in companies such as Amazon, which use a combination of internal teams and external contractors when developing fulfilment centres. Internal teams manage operations and coordination, while external contractors deliver specialised construction and technical systems. This approach allows for both operational alignment and access to expertise (PMI, 2021).
However, the hybrid method also introduces challenges. Coordination becomes more complex, as both internal teams and external contractors must work together effectively. There is also a risk of unclear responsibilities, which can lead to inefficiencies or conflicts. Successful implementation requires strong project management skills and clear communication.
[bookmark: _Toc227475316]7. Critical Evaluation and Application
A critical evaluation of contracting methods highlights that their effectiveness depends on several key factors, including project complexity, resource availability, risk allocation, and the desired level of control. Rather than viewing these methods as fixed options, they should be considered as strategic tools that can be adapted to different project contexts.
Turnkey contracting is often perceived as a low-risk option due to risk transfer. However, this perception can be misleading. While certain risks are transferred to the contractor, others—such as performance and contractual risks—remain with the client (Lock, 2020). In complex projects, issues may only become apparent at the final stages, making them difficult to resolve.
Multicontracting, in contrast, provides greater control but introduces coordination risk. The involvement of multiple contractors increases the likelihood of communication failures and integration issues. This highlights the importance of strong project management capabilities in ensuring successful outcomes.
The DIY approach, although cost-effective in theory, often underestimates hidden costs and risks associated with lack of expertise and inefficiencies (Meredith and Mantel, 2017). As a result, it should be used selectively and only in appropriate contexts.
The hybrid approach offers a balanced solution but requires a high level of organisational maturity. Real-world evidence suggests that organisations rarely rely on a single contracting method; instead, they adopt flexible strategies depending on project requirements, resource availability, and risk exposure (PMI, 2021).
An additional consideration in selecting a contracting method is the dynamic nature of projects and the fact that different phases may require different approaches. For instance, in the early stages of a project, organisations may prefer a multicontracting approach to maintain flexibility and control over design decisions. However, as the project progresses into execution and delivery phases, a turnkey approach may become more suitable to ensure efficiency and accountability. This highlights the importance of viewing contracting not as a one-time decision but as an evolving strategy aligned with project lifecycle stages (PMI, 2021; Turner, 2016).
Furthermore, the role of the project manager becomes increasingly critical when managing complex contracting arrangements. In multicontracting and hybrid approaches, the project manager must act as an integrator, ensuring that different contractors and internal teams work towards a common objective. This requires not only technical knowledge but also strong communication and leadership skills. Without effective coordination, even well-planned contracting strategies can fail due to misalignment between stakeholders (Kerzner, 2022; Lock, 2020).
In addition, digital transformation and the increasing use of project management technologies are influencing how contracting methods are applied in practice. Tools such as Building Information Modelling (BIM) and integrated project management systems can improve communication and coordination between multiple contractors, reducing some of the risks traditionally associated with multicontracting. As a result, organisations are increasingly able to manage more complex contracting structures than in the past (Winch, 2014; Walker, 2015).
Overall, these considerations reinforce the argument that contracting methods should be selected and adapted based on project context, organisational capability, and technological support, rather than relying on a single predefined approach.
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In conclusion, contracting methods are essential tools in project management that determine how projects are structured and delivered. This essay has examined four key methods—Turnkey, Multicontracting, DIY, and Multicontract combined with DIY—highlighting their advantages, disadvantages, and practical applications.
The analysis demonstrates that no single method is universally superior. Turnkey contracting simplifies project delivery but reduces control, while multicontracting enhances flexibility at the cost of increased complexity. DIY offers full control but carries significant risks, and hybrid approaches provide balance but require strong management capabilities.
Ultimately, the choice of contracting method should be based on the alignment between project complexity and organisational capability. A strategic and flexible approach to contracting decisions is essential for achieving successful project outcomes.
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