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[bookmark: _Toc212821508]Introduction
Project management involves a systematic set of processes for planning, coordinating, and supervising actions taken to deliver specific objectives, constrained by objectives of scope, time, cost, and quality. Contracts are a crucial instrument in the project management process, because they specify how formal relationships with project stakeholders are established by agreeing to roles, responsibilities, the deliverables, and how the risks will be shared (PMI, 2021). Decisions about contracting specify the extent of accountability, control, and performance over the duration of the contract when the project is executed. Therefore, the selection of an appropriate contracting methodology is vital for governance, coordination, and cost-effective, efficient delivery (Merna and Smith, 1990).
Depending on contextual factors such as project complexity, the availability of skills, financing format, and the risk tolerance of the organisation, programme managers may adopt different forms of contracting. Some projects will plan for a comprehensive involvement of outsiders in order to reduce the internal workload. In some cases the project will involve the owner in the coordination and implementation of work. This essay will critique four notable contracting methods related to project management - Turnkey, Multicontract, Do-It-Yourself (DIY), and a hybrid of Multicontract + DIY. Each contracting method will be explained in terms of how contracting occurs, advantages, and disadvantages. The essay will then associate contracting methods with contexts of use. The analysis aims to assist managers, especially project managers, in weighing the strategic elements of cost, control, and risk balance when selecting project contracting.
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[bookmark: _Toc212821510]Definition and Operation
In turnkey contracting, a single contractor is fully responsible for the, the design, procurement, construction, and commissioning of a complete and operational facility. The term 'turnkey' originates from the idea that the "client just turns the key" and the facility will be operational once its complete (Fröst and Hellgren, 2023). This delivery model is used in more complex engineering and infrastructure projects, where the client specifies output performance, as opposed to detailing design inputs (GetPowerPlay, 2024). The contractor will bear overall responsibility for function and quality, usually for fixed price and time.
[bookmark: _Toc212821511]Advantages
A key benefit of the turnkey approach is straightforward communication. When the client has only one party to deal with, the project is less disaggregated, which reduces the risk of disputes from multiple, potentially conflicting subcontractors (Fröst and Hellgren, 2023). Also beneficial to the client will be the contractor's unique capability to coordinate and integrate the design and construction schedule compression with concurrent engineering and an earlier delivery of benefits (Procore, 2025). Similarly, the client, along with its professional team, would benefit from pricing certainty during a project's contractual set-up period, as many examples of turnkey contracts, offer a summary price (Merna and Smith, 1990). This gives them the opportunity for more reliable cost planning and financial forecasting.
Further, with a turnkey arrangement, there is less need for the client to oversee many contractual details, which is beneficial if the client lacks technical capacity. In this method, the contractor takes full responsibility for performance standards delivered in terms of quality and function.
[bookmark: _Toc212821512]Disadvantages
While it has benefits, turnkey contracting has major disadvantages. Once the work begins, it creates a rigidity against any changes to scope or design, and renegotiating is likely costly (GetPowerPlay, 2024). Turnkey contracting means a greater reliance on the performance of the contractor, because poor performance or mismanagement by the contractor will fall back to the client to manage, and the client has less control during implementation to manage the situation. A contractor may include inflated risk premiums into their pricing to hedge against the liabilities to the client, adding to the overall cost (Merna and Smith, 1990). The lack of visibility to how the contractor functions internally, may also limit the client's visibility into the contractor's cost models and the performance of subcontractors.
[bookmark: _Toc212821513]Best-Fit Context and Example
Turnkey contracting is best suited for larger infrastructure or industrial projects, where the scope is well-defined and the client can benefit from a single party with sole responsibility for delivery. A good example is an energy company that wants to engage a contractor for the construction of a power plant, based on a turnkey agreement. In this case, the owner will expect to receive the facility in working order and require little or no internal coordination. According to Fröst and Hellgren (2023), turnkey contracts are common among Original Equipment Manufacturers (OEMs) that deliver completed systems to buyers and carry performance guarantees.
[bookmark: _Toc212821514]Multicontract Method
[bookmark: _Toc212821515]Definition and Operation
In the multicontract (or multi-prime) approach, the project owner directly contracts with a number of different specialty contractors to provide distinct facets of the project (e.g., structural work, mechanical systems, electrical work, etc.). Each specialty contractor is contracted through an individual contract, with either the project owner or appointed project manager being responsible for the overall coordination of the project (RNGD, 2022). This approach is different from traditional turnkey contracting because it disburses the responsibility for construction among multiple parties.
[bookmark: _Toc212821516]Advantages
One of the biggest advantages of a multicontract method is the additional control for the owner. The client selects a different contractor for each trade, which ensures adherence to the technical requirements of the trade and holds the cost within budget (Procore, 2025). The authors see this structure as a benefit for the clarity of the project, as costs and performance can be tracked directly at each trade. Beyond control, a multicontract method allows for multiple specialized firms to be involved with technical quality, by having each firm deploy their best work in their area of expertise (Neumann Monson Architects, 2021). 
The multicontract method brings about yet another desirable characteristic: flexibility. Modular contracts allow the owner to change, replace, or add a contractor without having to renegotiate or obtain new bids for the project (RNGD, 2022). This flexibility is especially valuable for more complicated projects or those that evolve, which, in this case, include an expanding scope for customization.
[bookmark: _Toc212821517]Disadvantages
On the other hand, the multicontract approach can present challenges in coordination. Having to manage parallel contracts increases administrative burden and requires skilled project management so that overlaps between schedules or resources do not occur (Neumann Monson Architects, 2021). Since the burden of integration is on the owner, this further escalates risk; any misalignment or disruptions between contractors could threaten an overall project outcome. Disputes over sequencing or quality are also possible if limits of accountability are not clearly defined (RNGD, 2022). Projects could also require longer > because contractors might not communicate well or in a timely fashion.
[bookmark: _Toc212821518]Best-Fit Context and Example
Multicontracting is well suited to complex public or infrastructure projects where the owner possesses sufficient technical ability, or access to professional project management expertise, to rely on a range of contracts. For example, if a municipality was expanding a hospital, it may select separate contracts for building design, structural engineering, and medical equipment installation, in order to see contract-specific expertise and quality assurance, and to provide transparency and clarity of spending. As RNGD (2022) indicates, arrangements such as these are common in public sector projects where procurement accountability is necessary and beneficial, looking for a clear breakdown of spending.



[bookmark: _Toc212821519]Do-It-Yourself (DIY) Contracting
[bookmark: _Toc212821520]Definition and Operation
Sometimes referred to as self-perform or owner-managed delivery, DIY contracting occurs when the owner takes charge of project labour, procurement, and the project schedule without hiring a professional contractor. It is an approach where the owner is both the client and project manager, supervising or doing work tasks themselves (VineHomes, 2023). DIY contracting is common in small size construction, renovation, and creative projects.
[bookmark: _Toc212821521]Advantages
The primary benefit associated with DIY contracting is saving money - removing the contractor's overhead and profit margin will drastically decrease costs (Bridgit, 2024). Homeowners gain total control over the decision-making. Plans, materials or even timelines can all be changed if the owner wants to. This can lead to an enhanced sense of creative freedom, as well as personal pride of being involved (VineHomes, 2023). The ability to adjust the plans without the risk of breach of contract is also preferable for many homeowners, especially in experimental situations or for low budget projects.
[bookmark: _Toc212821522]Disadvantages
Despite this, DIY contracting comes with an inherent risk. Property owners, without training or extensive experience, will make technical errors or safety errors. They are liable to rework due to mistakes or violation of regulations (Bridgit 2024). The property owner will also struggle with time and scheduling as they will assume different roles and responsibilities, even if they are not using specific trades or specialty tools. Non-compliance with the building code, environmental, and legal consideration associated with project documentation is also possible. Lastly, the aspect of scalability is lost when using DIY. Tasks or engagements with many intricacies, or that depend on timeliness, are not completed through DIY (VineHomes 2023).



[bookmark: _Toc212821523]Best-Fit Context and Example
DIY (do-it-yourself) contracting applies to small-scale or personal endeavors like remodelling a home, installing an art project, or building a micro-business, where the project owner has access to basic skills and a relatively flexible schedule or timeline. For example, a homeowner may decide to undertake the task of remodelling their kitchen and buy the materials directly while managing any subcontracted electricians to save money. Although practical in certain parameters the work owner has to develop a good comfort level, which includes a blend of independence and awareness of practice standards. 
[bookmark: _Toc212821524]Multicontract + DIY Hybrid Contracting
[bookmark: _Toc212821525]Definition and Operation
The hybrid method combines certain elements of multicontracting and DIY delivery. In this approach, the owner performs general management functions or limited construction work, while contracting complex or high-risk operations to an outside expert. Melville (2024) noted that hybrid arrangements have steadily gained traction in manufacturing and construction environments, where companies seek to keep strategic control of projects while outsourcing technical elements.
[bookmark: _Toc212821526]Advantages
Hybrid contracting enhances efficiency as owners are able to save money on general tasks while hiring expertise for specialized work, (Melville, 2024) - it represents a balance of control and expertise, allowing owners to take a leading role in overall direction while maintaining technical quality. In a hybrid contracting approach, risk is better shared since not all responsibilities reside with one party (Neumann Monson Architects, 2021). Thirdly, the hybrid structure supports learning and experience at the owners’ level, as they participate directly and gain experience in project management.



[bookmark: _Toc212821527]Disadvantages
Nonetheless, this model requires strong coordination and clearly defined roles and responsibilities. When owner-managed and contractor-managed activities occur at the same time, there is potential for accountability to deteriorate and loss of productivity. Without formal systems for project management and construction management, conflicting interests may create disputes over schedules or overlap of the contractor's scope of work (Melville, 2024), The model also assumes the owner has at least some technical knowledge and will put in the time necessary to coordinate the project. An owner's lack of coordination potentially eliminates the cost benefits of the method.
[bookmark: _Toc212821528]Best-Fit Context and Example
Hybrid contracting can work well for medium-sized commercial or IT projects in which some work, such as software integration or interior fit-outs, can be done in-house, while more specialized systems are contracted out. For instance, a retail firm executing a new point-of-sale system might do internal software customization, while it contracts out for the hardware setup by specialists to achieve a level of autonomy but with technical assurance. (Melville, 2024).
[bookmark: _Toc212821529]Comparative Analysis
Each contract method offers a distinct structure of control, cost, flexibility, and risk. Turnkey contracts establish accountability with one contractor, which is straightforward but removes the owner's flexibility. Multicontracting provides clarity and ownership (or control) for the owner but requires an owner with advanced coordination abilities and skills. DIY contracts provide maximum flexibility, the largest savings, but at the same time exposes the owner to the most risk since they do not have the knowledge and experience to manage these contracts. The hybrid model is a compromise between these two extremes, combining the owner's input with professional expertise (PMI, 2021).


	Contract Method
	Owner Control
	Cost Impact
	Flexibility
	Risk Allocation
	Typical Projects

	Turnkey
	Low
	Moderate–High
	Low
	Contractor
	Large industrial or infrastructure

	Multicontract
	High
	Moderate
	Medium
	Shared
	Public or modular construction

	DIY
	Very High
	Low
	High
	Owner
	Small personal or entrepreneurial

	Multicontract + DIY
	Medium–High
	Moderate
	High
	Mixed
	Medium complexity or hybrid builds


In contrast, turnkey contracts are consistent with the PMBOK's emphasis on predictive project frameworks, while DIY and hybrid approaches have adaptive features similar to one type of agile environment (PMI, 2021). Which approach to take depends on factors such as scope, owner competency, market condition, and regulatory environment.
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How projects are structured, governed, and ultimately delivered is heavily influenced by how they are contracted. The turnkey contract method provides efficiency to the owner in providing single point responsibility, but may limit flexibility and transparency. The multicontract method allows for the owner's oversight, increased specialization of professionals, but adds administrative burden and coordination risk. The DIY contractual framework provides autonomy and cost benefit to the owner, but it can expose the owner to a greater risk in terms of the technical and regulatory challenges of the building process. The hybrid multicontract + DIY framework represents a practical option for an owner's project by providing sufficient oversight and specialization while maintaining control through partial professional involvement.
However, for a project to be effectively managed, the contract delivery method must be compatible with the project objectives, the owner's capabilities, and their appetite for risk. As PMI (2021) illustrates, procurement planning cannot be completed as part of the governance framework planning without marrying the planning of the contract selection to governance and assessment of cost quality and schedule implications for project performance. Ultimately, there is no single best contracting method and each will vary in its effectiveness based on how the project demand aligns with managerial capacity. By considering the trade-offs of each method, the project manager will be able to help increase their strategic decision-making in order to ensure the contract structure is supportive of, rather than obstructive, to the success of the project.
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