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[bookmark: _Toc224579711]1. Introduction
Project management is the application of knowledge, skills, tools, and techniques to achieve specific objectives within defined constraints such as scope, time, cost, quality, and risk (Project Management Institute (PMI), 2021). Projects are temporary activities created to deliver unique outcomes, and their success depends on effective planning and governance.
A key decision in project management is choosing the appropriate contracting method. Contracting defines how responsibilities, risks, costs, and authority are shared between the client and external parties. This choice affects project performance, coordination, accountability, and risk management.
Organisations use contracting to access expertise, improve efficiency, transfer risk, control costs, and focus on core activities. Kerzner (2022) explains that contracting decisions are strategic because they influence governance and risk allocation. However, no single method is suitable for all projects, as the best approach depends on project complexity and organisational capability.
This essay examines four contracting methods: Turnkey, Multicontracting, Do-It-Yourself (DIY), and the Multicontract + DIY hybrid approach, analysing their advantages, disadvantages, and suitability.
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Contracting in project management refers to legally binding agreements that define responsibilities for delivering project outputs. Contracts clarify scope, performance standards, timelines, costs, quality expectations, and risk distribution between the client and the contractor. They also serve as governance mechanisms that establish accountability, reduce ambiguity, and ensure that all parties understand their obligations within the project lifecycle. By formally defining roles and deliverables, contracts help minimise misunderstandings and provide a structured framework for project execution.
From a theoretical perspective, contracting is closely related to risk management and organisational strategy. Projects often operate in uncertain environments where technical challenges, financial risks, and stakeholder expectations must be carefully managed. Effective contracting therefore plays a key role in allocating risks to the party best able to manage them. Turner (2014) argues that contracting structures influence communication flows, coordination mechanisms, and stakeholder relationships, meaning that the choice of contract can directly affect project performance and collaboration. In this way, contracting is not only a legal requirement but also a strategic management decision that shapes how the project is delivered.
The selection of a contracting method depends on several important factors:
• Project size and complexity
• Level of technical expertise required
• Risk tolerance
• Budget constraints
• Time sensitivity
• Organisational capability
Large and complex projects may require more structured contracting arrangements, while smaller projects may be managed internally. Similarly, projects requiring specialist knowledge may benefit from external contractors, whereas organisations with strong internal expertise may prefer greater control. Risk tolerance also influences decisions, as some organisations may wish to transfer risks externally, while others are comfortable retaining responsibility. Budget limitations, deadlines, and the organisation’s overall capability further determine which contracting method is most appropriate for achieving successful project outcomes.
[bookmark: _Toc224579713]3. Turnkey Contracting

[bookmark: _Toc224579714]Turnkey Contracting
A Turnkey contract is a procurement strategy in which a single contractor is responsible for the complete delivery of a project, including design, construction, testing, commissioning, and final handover. Under this arrangement, the client receives a fully operational facility or system that is ready for immediate use, requiring minimal additional input after completion. The contractor manages the entire process from initial concept through to final delivery, ensuring integration across all project stages.
This method is commonly used in large infrastructure, engineering, industrial, and technology-based projects where coordination complexity is high and technical integration is essential. Because one organisation oversees all phases, turnkey contracts are often applied in projects where the scope can be clearly defined at the outset and where performance requirements are measurable.

[bookmark: _Toc224579715]Advantages of Turnkey Contracting
1. Single Point of Responsibility
The contractor assumes responsibility for the entire project lifecycle. This reduces ambiguity regarding accountability and simplifies communication for the client. Instead of managing multiple suppliers, the client interacts with one main contractor, which improves clarity in decision-making and reporting.
2. Risk Transfer
Many project risks—such as delays, cost overruns, technical failures, and coordination issues—are transferred to the contractor. This provides greater financial predictability and reduces uncertainty for the client. As a result, turnkey contracts are often preferred when organisations wish to minimise exposure to operational risks.
3. Simplified Management Structure
Since only one contractor is responsible for delivery, the client does not need to coordinate multiple suppliers or manage complex interfaces between different teams. This reduces administrative workload and allows the client to focus on strategic oversight rather than operational supervision.
4. Time Efficiency
Because one contractor integrates all activities, project execution can be more streamlined. The contractor can align design and construction processes internally, reducing delays caused by miscommunication between separate parties.

[bookmark: _Toc224579716]Disadvantages of Turnkey Contracting
1. Reduced Client Control
The client has limited involvement in design decisions and detailed operational matters. This may lead to outcomes that do not fully reflect evolving client preferences during the project lifecycle.
2. Higher Contract Price
Contractors may increase prices to compensate for the additional risks they assume. This risk premium can make turnkey contracts more expensive compared to other procurement methods.
3. Dependency on Contractor Capability
Project success depends heavily on the technical competence, experience, and reliability of the selected contractor. Poor performance by the contractor can significantly affect project outcomes.
4. Limited Flexibility
Once the contract is agreed upon, making changes can be difficult and costly. Therefore, turnkey contracts are less suitable for projects where requirements are expected to change frequently.
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Turnkey contracts are particularly suitable for:
· Large-scale infrastructure projects
· Energy facilities and power plants
· Industrial manufacturing plants
· Technology systems requiring full integration
· Clients with limited technical expertise
This method is most effective when project specifications are clearly defined at the beginning and when the client prefers to transfer significant responsibility and risk to a single contractor. It works best in environments where stability of requirements is high and changes are unlikely during execution.
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[bookmark: _Toc224579719]Multicontracting
Multicontracting involves dividing the project into several distinct work packages, with each package awarded to different specialised contractors. Instead of relying on a single main contractor, the client directly manages the relationships with multiple contractors, either independently or through a project manager. This approach allows the client to retain greater involvement in project delivery while benefiting from specialised expertise in different areas. However, it also increases the need for effective coordination and communication to ensure that all packages align with overall project objectives.
This method is commonly used in complex projects where different technical disciplines are required, such as construction, engineering, or large-scale infrastructure developments. By separating the project into manageable components, the client can allocate work to contractors based on their specific strengths and competencies.

[bookmark: _Toc224579720]Advantages of Multicontracting
1. Greater Control
The client maintains more influence over design decisions and execution processes. This allows closer alignment with strategic objectives and provides flexibility in managing project outcomes.
2. Access to Specialised Expertise
Different contractors contribute specific technical knowledge and skills. This enhances the overall quality of project outputs, as each specialist focuses on their area of expertise.
3. Competitive Pricing
By dividing the project into separate packages, contractors compete for individual components of the work. This competition may help reduce overall project costs and improve value for money.
4. Flexibility in Adjustments
Changes can be managed within specific contract packages without necessarily affecting the entire project. This makes multicontracting more adaptable compared to some other procurement methods.

[bookmark: _Toc224579721]Disadvantages of Multicontracting
1. High Coordination Complexity
The client bears significant responsibility for integration and interface management between contractors. Without effective coordination, delays or misunderstandings may occur.
2. Increased Risk Exposure
Risks related to scheduling conflicts, communication gaps, and integration challenges are often retained by the client rather than transferred externally.
3. Administrative Burden
Managing multiple contracts requires continuous monitoring, reporting, and communication, which increases organisational workload and demands strong management systems.
4. Potential Conflicts
Because different contractors are responsible for separate parts of the project, disputes may arise regarding responsibilities, dependencies, or performance standards.

[bookmark: _Toc224579722]Suitability
Multicontracting is suitable for:
· Complex construction projects
· Large infrastructure developments
· Projects requiring multiple specialised disciplines
· Organisations with strong project governance structures
This approach works best when the client has experienced project management teams capable of coordinating several contractors effectively. It is particularly appropriate in environments where the organisation wants to maintain significant control over the project while still benefiting from external expertise
[bookmark: _Toc224579723]5. Do-It-Yourself (DIY) Approach
The Do-It-Yourself (DIY) approach occurs when the organisation manages and executes the entire project internally without engaging external contractors. All planning, implementation, monitoring, and delivery activities are carried out by the organisation’s own workforce and resources. In this arrangement, the organisation assumes full responsibility for both the management and technical execution of the project. The DIY approach is often used where the organisation has sufficient internal capability and wishes to maintain complete oversight of the project process.
This method reflects a high level of internal control and is commonly adopted in organisations that prioritise independence, confidentiality, or strategic alignment. However, it also requires strong internal structures, skilled personnel, and effective project management systems to ensure successful delivery.
[bookmark: _Toc224579724]Advantages of DIY
1. Full Control
The organisation maintains complete authority over decisions, planning processes, and execution methods. This allows direct alignment between the project and organisational strategy, without external influence.
2. Confidentiality
Sensitive strategic projects can remain within the organisation, reducing the risk of information leakage. This is particularly important for projects involving intellectual property, competitive advantage, or internal restructuring.
3. Cost Savings on External Fees
By avoiding external contractors, the organisation eliminates contractor profit margins and certain procurement costs. This may reduce overall expenditure if internal resources are efficiently utilised.
4. Capability Development
Managing projects internally can enhance employee skills, organisational learning, and long-term capacity building. It strengthens internal expertise and improves future project performance.
[bookmark: _Toc224579725]Disadvantages of DIY
1. Resource Constraints
The organisation may lack specialised technical knowledge or advanced expertise required for complex projects. Without external support, performance quality may be affected.
2. Risk Concentration
All project risks remain within the organisation. This includes financial, operational, and technical risks, increasing overall exposure.
3. Capacity Limitations
Internal teams may already have existing responsibilities, leading to workload pressure. This can reduce efficiency and delay project completion.
4. Potential Inefficiencies
Without external competition or benchmarking, performance incentives may be weaker. This can sometimes result in slower progress or lower innovation levels.
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The DIY approach is most appropriate for:
· Small-scale projects
· Organisations with strong internal technical expertise
· Projects requiring high confidentiality
· Strategic internal initiatives
It may be unsuitable for large, technically complex, or highly specialised projects where external expertise is necessary. In such cases, relying solely on internal resources could increase risks and reduce overall project effectiveness.

[bookmark: _Toc224579727]6. Multicontract + DIY Hybrid Approach
The Multicontract + DIY hybrid approach combines internal project execution with selective outsourcing. In this method, the organisation manages core strategic activities internally while contracting external specialists to perform specific technical or highly specialised tasks. This approach allows the organisation to maintain control over critical aspects of the project while benefiting from external expertise where necessary. It is often used in environments where flexibility, efficiency, and strategic oversight are important.
This hybrid model reflects a balanced procurement strategy. Rather than fully transferring responsibility to a single contractor or managing everything internally, the organisation divides responsibilities based on capability and risk considerations. As a result, it integrates elements of both control and collaboration.
[bookmark: _Toc224579728]Advantages
1. Balanced Control and Expertise
The organisation retains oversight of key decisions while accessing specialised external capabilities. This ensures that strategic objectives remain aligned with project outcomes.
2. Risk Sharing
Risks are distributed between internal teams and contractors, reducing the burden on one party. This can improve overall risk management effectiveness.
3. Flexibility
The organisation can decide which activities to outsource and which to manage internally. This adaptability is useful in dynamic or changing project environments.
4. Optimised Resource Use
By combining internal strengths with external expertise, the organisation can improve efficiency without becoming fully dependent on contractors.
[bookmark: _Toc224579729]Disadvantages
1. Coordination Challenges
Managing both internal teams and external contractors can create interface complexity. Effective communication and integration are essential to avoid delays or misunderstandings.
2. Role Ambiguity
Clear boundaries of responsibility must be established to prevent confusion about accountability.
3. Requires Strong Governance
Successful implementation depends on strong monitoring, leadership, and project management systems to ensure alignment and performance control.
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This approach is suitable for:
· Medium to large projects
· Organisations with partial internal expertise
· Technology-driven projects
· Projects requiring strategic oversight and flexibility
The hybrid model is increasingly common in modern organisations because it provides a practical balance between control, efficiency, and access to specialised knowledge.









[bookmark: _Toc224579731]7. Comparative Critical Analysis
Each contracting method distributes risk and control differently. Turnkey contracts transfer risk but reduce client influence. Multicontracting enhances control but increases coordination responsibility. DIY maximises autonomy but concentrates risk internally. The hybrid approach balances flexibility and control but requires sophisticated management capability.
From a governance perspective, the appropriate method depends on organisational maturity, project complexity, and environmental uncertainty (PMI, 2021). In highly uncertain projects, hybrid or multicontract strategies may improve adaptability. In highly standardised projects, turnkey arrangements may provide efficiency and cost predictability.
Therefore, contracting should not be viewed as merely a procurement decision but as a strategic project management choice influencing overall project performance.
[bookmark: _Toc224579732]8. Conclusion
Contracting methods are essential components of effective project management. The four main approaches—Turnkey, Multicontracting, DIY, and Multicontract + DIY—each offer distinct advantages and disadvantages.
Turnkey contracts provide simplicity and risk transfer but reduce client control. Multicontracting enhances expertise and flexibility but increases coordination complexity. The DIY approach ensures maximum control but concentrates risk internally. The hybrid model offers a balanced solution but requires strong governance and coordination capabilities.
Ultimately, the selection of a contracting strategy must align with project characteristics, organisational capacity, and risk appetite. A well-chosen contracting method enhances efficiency, accountability, and the likelihood of successful project delivery.
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