[image: ]
Project Management
An Evaluation of Contracting Methods in Project Management and Their Application to Transport Infrastructure Projects

A 2: Coursework Essay

Student Name: Razvan Gabriel Vasile
Student Number: 2439123
Submission Date: 25.04.2026
Word Count: 2000













Contents
1. Introduction	2
2. The Concept of Contracting in Projects	2
3. Turnkey contracting	3
4. Multicontracting	4
5. Do-it-yourself (DIY)	5
6. Hybrid approach (multicontract + DIY)	6
7. Evaluation of contracting choices	7
8. Application to a transport infrastructure project	8
9. Conclusion	10
10. References	11















[bookmark: _Toc227889696]1. Introduction
Project management enables organizations to realize objectives within prescribed time and cost constraints while also meeting quality standards. Project complexity, multi-faceted nature, and multi-stakeholder involvement necessitate specialized management to consider multi-dimensional and multi-faceted risks, particularly for construction and transport sectors (Maylor, 2010; Walker, 2015).
One of the critical aspects of project management is choosing the contractual approach to design and deliver a project. This decision impacts the allocation of responsibility, risk, and the extent to which the client depends on others to deliver the project. Organizations often employ contracts to obtain specialized skills and technical knowledge that aid in the efficient and effective execution of a project while minimizing the burden on internal resources (Gido and Clements, 2015; Hughes, Champion and Murdoch, 2015).
Competently employed contracting systems provide different degrees of flexibility and control. Some methods position contractors in control, while others concentrate project control within the organization. Unsuccessful selection of a contracting system often leads to increases in cost, time, and performance (Kerzner, 2019). The focus of this paper is to discuss the four predominant systems; turnkey, multicontracting, do-it-yourself (DIY), and hybrid models, and to evaluate the best suited for a transport infrastructure project.
[bookmark: _Toc227889697]2. The Concept of Contracting in Projects
Contracting is a central and integral aspect of project delivery that determines the organization and execution of project tasks. A client contract with a partner outline that partner's duties, responsibilities, and expectations, and it determines how risk is allocated in the project. Cooperatively designed contracting frameworks help to eliminate ambiguity and facilitate effective decisions (Chartered Institute of Building, 2021).
In the real world, contracts determine the way resources are allocated, as well as the nature of inter-team communication. Certain contracts stipulate that external contractors take on greater degrees of responsibility. Other contracts place greater control in the hands of the organization. This mix of control and outsourcing governs the many facets of project performance and efficiency (Artto, Martinsuo and Kujala, 2011).

It is true that the nature of contracting decisions will affect the project’s exposure to risk. It is all too easy for contracting decisions to trigger delays and create conflict, as well as lead to over-excessive, needless costs. An optimally designed contracting system will lead to greater ease and satisfaction in cooperation. This is especially true of large infrastructure projects in which many stakeholders will unavoidably be the causes of the contracting system (Loosemore et al., 2006).
While it is a legal obligation to have contracts in place, it is also a strategically essential decision. It is up to project managers to carry out the balancing act of choosing the most appropriate way of managing a contract. This will be based on the size and complexity of the project, and the resources and knowledge of the system (Morris, 2013).
[bookmark: _Toc227889698]3. Turnkey contracting
A project delivery method of systems contracting in which a contractor undertakes the responsibility of managing the entire project through design and construction, and delivers a turnkey project, with the contractor with little or no input during the execution (Hughes, Champion and Murdoch, 2015).
It is true that there are some clear benefits to this approach. Unlike the traditional way, in which multiple parties are involved, responsibility falls on a single contractor, with greater ease and satisfaction to all, and improved communication and coordination, as the client has to manage a single contract (Walker, 2015).
The shift of risk is a notable contribution of turnkey contracting. Nearly all operational risk is shifted to the contractor. This results in protection of the client from technical and delivery concerns. It also facilitates efficiency and consistency improvements as contractors usually possess strong skills and established systems (Kerzner, 2019).
Of course, there are some concerns. The client’s ability to exercise control over the design and execution is restricted. This is a trade-off if demands of the project change during execution. During the risk shift to contractors, turnkey contracting may result in increased delivery costs compared to other methods of project delivery (Harris and McCaffer, 2013).

Turnkey contracting is appropriate where the project is large and/or complicated. It is also appropriate where the client lacks technical skills. Turnkey contracting may be unsuitable when some level of flexibility and/or control is required.
[bookmark: _Toc227889699]4. Multicontracting
Multicontracting is a project delivery method where a client engages several contractors to complete different sections of a project, which may include design, construction, and/or provision of specialized services (Harris and McCaffer, 2013). The client manages all contracts directly.
This kind of approach encourages more client control over the project. The client can select specialists for each of the tasks, which can be valuable as it encourages better alignment with project goals. It also may result improvements about project quality and can also contribute to reduced project costs through the promotion of competition. Each contractor can exert focus on their specialty, which can promote improvements about project efficiency (Davies and Mackenzie, 2014).
Flexibility is important in large projects, especially when dealing with many evolving requirements. Semi structured multicontracting ensures that changes can be incorporated in one part of the project without affecting the general structure (Bresnen and Marshall, 2000).
The negative impact of multicontracting is the difficulty managing all the contractors. The client must be able to manage and control all the contractors because if the coordination is done poorly, it can cause delays, conflicts, and disputes among the contractors. Management of conflicts can be difficult if the clients interfere, especially if the clients fail to control each contractor’s role (Kwak and Anbari, 2009).
The multicontracting offers a more potential means of less integration and large projects. Specialized services are better suited for multicontracting. This contract is not as suitable when there is a need for high coordination or when the management capacity of the client is low.
[bookmark: _Toc227889700]5. Do-it-yourself (DIY)
DIY means the client decides to control and manage the project in-house. Internal construction results in greater control in organizations that depend on their members for resources, especially with minimal reliance on contractors. The organizations self-implement the projects with minimum contractor reliance (Maylor, 2010).
The advantage of the DIY method is control. The organization retains the ability to decide. Priority is sustained within the control, and improvement of alignment is perceived within the safe zone of control. If contractors are not hired, management is not required; thus, costs are improved in the organization. Performance and the improvement of the goals work better with internal unit members who understand the organization's needs. Also the quality of the goals and the control of the operations are improved when within the safe zone of control (Artto, Martinsuo and Kujala, 2011).
This approach poses multiple concerns. The organization is expected to take responsibility for every possible issue. This can be challenging in complicated projects or when the organization is inexperienced. This could lead to increased project costs as a result of delays caused by the unorganized work of the community. All the risks of the projects are taken on by the organization. This includes the risks of faulty technologies and mistakes in the order of development. These risks can increase the stress levels of the internal teams responsible for delivering the project and can influence the overall performance of the internal teams (Loosemore et al., 2006).
Construction of a project by an organization is best done in cases where the project is of low to medium complexity. This is also the case when the organization has the necessary internal teams and has the necessary resources in place. It is not advised in cases where the needed construction requires specialized technical knowledge. In this case relying solely on the internal delivery systems constitutes high levels of uncertainty and decreases the efficiency of the project (Morris, 2013).
[bookmark: _Toc227889701]6. Hybrid approach (multicontract + DIY)
The use of the hybrid approach combines the multy contracting strategy with the internal management strategy. The client can maintain control over the management of certain core functions, while outsourcing the others. This use of the multy contracting strategy in conjunction with the internal management strategy offers a lot of flexibility (Morris, 2013).
One of the greatest benefits of this approach is control. The client remains in a position to make technical decisions. This ensures that the project meets the internal management and construction of the organization. The use of specialized technical contractors also ensures that the client experiences a high level of satisfaction (Hughes, Champion and Murdoch, 2015).
This strategy also allows for more effective management of risk. Complex, high-risk tasks can be undertaken by external, seasoned contractors. Remaining tasks can be managed in-house. This approach minimizes uncertainty and provides a more effective risk management framework. It also allows for a more effective distribution of resources over the course of the project (Loosemore et al., 2006).
The hybrid models in use would also bring some problems. Managing external contractors and internal teams would increase the need for management/ coordination. Development of effective, formal, written, clear, precise role definitions and receipt of the precise, operational written, clear, precise instructions may adequately aid in limiting the work of contractors and the clients. Within organizational lines, your system must be dependent on your internally sufficient framework to coordinate, manage and track the process.
Flexible control and hybrid models are effective in large, hybrid models. Control is flexible, and coordination is reduced, particularly in large and medium-sized models application of these models can be ineffective.
[bookmark: _Toc227889702]7. Evaluation of contracting choices
Multicontracting provides an alternative set of benefits. The client has even greater control as they are able to choose a specialist for each task. This can lead to competitive advantages as costs may be kept lower and quality may be improved. On the downside, greater control may lead to a greater degree of complexity. The client must now deal with multiple contractors. Delays, conflicts, and unclear lines of responsibility can all stem from a lack of coordination amongst the contractors (Davies and Mackenzie, 2014).
Naturally, the DIY option has the most control. The organisation retains all responsibility and care to manage everything. It allows decision-making to occur very quickly and does not diverge from internal goals. It is the riskiest option as the organisation must assume all responsibility. Poor outcomes may be likely as the organisation may lack the needed expertise. This is almost a certainty with large, complex projects (Loosemore et al., 2006).

The hybrid option aims to provide a balance between the control of the DIY option and the expertise of a contracted option. The organisation may choose to keep low complexity, low risk activities internally, and move the higher risk activities externally. This provides a balance between risk and control. Autonomy is improved as well. The costs of this flexibility are higher, as greater coordination and communication, clear and well-defined roles are required to ensure the intended outcomes are met (Chartered Institute of Building, 2021).
No single approach can be considered the best. A Turnkey option supports a simple and high-risk project and is the best option. Multicontracting may be desirable, from a control and expertise perspective, for larger projects. For small projects, a DIY approach may be the best. A hybrid approach is likely the best option for complex projects.
[bookmark: _Toc227889703]8. Application to a transport infrastructure project
Modern UK urban rail and metro expansion projects are extremely complicated, involving many stakeholders, numerous regulatory constraints, and significant costs. They also require the synchronization of multiple systems of design, construction, and engineering. For these reasons, the choice of contracting method is of critical importance (Department for Transport, 2020).
With the use of a turnkey method, a single contractor is responsible for the delivery of the entire project. For the client, this method simplifies coordination, and this method also has the advantage of transferring most of the risk to the contractor. This can help to save some of the scarce resources of a client undertaking a complex rail project. On the flip side, this method has the disadvantage of allowing the client to have almost no design control, which can be disadvantageous when designs must be modified during the rail project (Walker, 2015).
With Multicontracting, the client can directly appoint the various contractors. For example, the client may establish separate contractors for the systems of rail construction, for the systems of construction of stations, and contractors for the systems of construction of signalling of the entire rail complex. This would also allow for specialists in these areas of systems to focus solely on the quality of those areas. This method increases the complex coordination of the project as the client has many interfaces and many relationships to manage (Davies and Mackenzie, 2014).

With the DIY method, the rail project is internally managed. Though this method allows for total control of the project, it comes with the gravest of risks. Rail projects, by their very nature, are of a complex and technical nature and require a certain threshold of technical resources. Without this, the project is likely to be delayed, and cost overruns will be the norm (Flyvbjerg, 2017).
The hybrid method tends to be the most suitable of the contracting methods. This method allows the client to have the control of the most critical functions of the project, while at the same time, allowing for the outsourcing of the most complex functions of the project. For a rail project, specifically for a metro expansion project, the hybrid method tends to be the most suitable due to the balance of control extended to the client, and the balance of expertise and the balance of risk that is exhibited in the method.
[bookmark: _Toc227889704]9. Conclusion
The efficacy of a project is deeply dictated by the contracting method. While simplified methods can be beneficial, they can pose a complete lack of control, and full control methods demand an immense amount of risk. From the analysis, Multicontracting provides control and complexity challenges, while the DIY method exposes full control and high risk.
There is an inherent lack of any method’s universal efficacy across a range of projects. The determination for method selection is based predominantly on the project’s complexity and size and the level of capacity and preference of the organizational unit. This calls for a level of control on the greater complex projects that contain inherent risk.
The hybrid method is the optimal contracting method when dealing with complex and risky projects. This control, risk, and complexity method, particularly in transport projects, can combine internal control with external specialized resources and risk. In all situations, this hybrid contracting method remains the focus and can always have a positive contracting method, while a single method contracting choice can remain a risk of high costs and delays. This is especially when method choice and design are particularly dictated by complexity and size.
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