Contracting Methods in Project Management
A Critical Evaluation of Turnkey, Multi-contract, Do-It-Yourself, and Multi-contract plus DIY Approaches
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[bookmark: _Toc235574935]1. Introduction
A project is an undefined activity planned to minimise the efforts of people, time, material and multidisciplinary tools, to obtain an unavoidable result within a specific time, cost and quality framework, and to prevent future unforeseen problems (Marques; Sousa e Tereso, 2023). No such process is possible without the use of contracts that lay out deliverables, authorisation, payment, accountability, client and supplier obligations, etc. They also distribute the risks between individuals, but it will be better if each risk is shifted to the party that can handle it more efficiently (Ebrahimi Malekshah et al., 2022). While specialist skills may be sought after through contracting, expanding capacity and efficiency and focusing resources on core skills, outsourcing decisions must take into account transaction costs, control and value for money, not just costs of contracting (Shiva et al., 2024). Four contracting strategies were explored in this essay: turnkey, a type of contracting called multi-contract, do it yourself (DIY), and multi-contract and DIY. They are assessed by building a university teaching facility, which involves design, building, allocation of specialist systems, and the development of internal management. There are assumptions about how the work packages, responsibilities and performance requirements are integrated across an infrastructure project that are influenced by procurement choices (Laryea and Watermeyer, 2024). Each method is therefore explained in this essay, its pros and cons discussed, the suitability of the methods to the context discussed and a judgement delivered on which project conditions are appropriate to which arrangement. 
[bookmark: _Toc235574936]2. Turnkey contracting
Turnkey contracting involves delegating all the responsibility of a particular project facility to a single main contractor, generally via EPC. The contractor designs the facility, orders materials and services, builds the facility, does tests/trial operation, and hands over a completed facility ready for use (Wang and Bai, 2023). This results in a single point of responsibility since the client does not have to coordinate designers, suppliers and construction contractors separately (Wang et al., 2022). Clear accountability can help minimise disagreements about problems that are being caused by design or construction, and promote communication and monitoring of performance. When scope and performance requirements are known before award, an integrated responsibility approach can enhance cost and completion-date certainty in those circumstances, in that design, procurement and construction decisions are made in a single delivery system. A lower coordination burden is preferable with the client, giving rise to turnkey clients where project management or technical expertise is scarce.
But delegating also means that the client has less direct control over the development of the design, the choice of suppliers and construction technique. Once a contract is awarded, changes requested affect the integrated design, procurement commitments, and schedules and can be expensive, as these changes can cause cost overruns and delays in EPC projects, as identified by research (Wang et al., 2022). Weak performance, failure or shortage of expertise in one of them means the client is exposed to a low-performing service provider. The findings from the EPC evidence reveal that risks in construction and design still exist, especially in areas that lack the integration of design experiences and technical skills (Cao and Lei, 2023). Cost-conscious contractors may also prefer to opt for lower costs rather than quality, unless output requirements, assurance requirements and tests are clearly specified. Turnkey contracting provides the greatest potential benefit in a university with a well-established teaching asset where the university desires to deliver a completed facility but does not have the expertise to deliver it. Project complexity, quality requirements, schedule priority, investment control and investment management capability of clients still need to be reflected in the selection ( Chen and Liu, 2024).
[bookmark: _Toc235574937]3. Multicontract method
The multicontract method breaks a project into smaller work packages and the client contracts with a specialist on a project-by-project basis. Several packages may be available for a university teaching facility, including furniture and landscaping, mechanical and electrical services, groundworks, and structural construction, as well as Information Technology services. This will create more control for the University as it has direct influence over the scope of the package, choice of contractor, order of contractors and more direct control than a turnkey contract. It may also broaden the competition due to the fact that specialist businesses bid for work that is suitable for their skills instead of the whole job. The selection of the appropriate contractor should not only take the lowest tender price into account, but also their expertise, safety, financial capacity, quality and time performance (Fawzy et al., 2024). This may mean that the client can easily switch suppliers or re-package them without affecting all aspects of their project and potentially save money because of competitive package tendering.
But it can be divided among several contractors, and none of them will be responsible for the finished product. In addition, the interfaces between competing organisations and contracts should be handled carefully because poor management of organisational and contractual interfaces may lead to communication problems, rework and schedule disruption (Zhang et al., 2022). Communication issues can occur when the failure of one contractor to finish or deliver their work on time and to a standard can cause problems for another expert to begin, thereby leaving questions about who is responsible for the other and who may have a claim. Subcontractor performance and supplier coordination are also identified as one of the critical risks of construction projects impacting cost and time outcomes in construction research literature (Abu Qalbin et al., 2023). The client will have to manage several tenders, payments, programmes, variations and quality inspections as well, which adds to the amount of effort for the client and cost of transactions.
The concept of multi-contracting was suitable only in case a university has an experienced project management team or construction manager for the teaching-facility project. The method works best if the scope can be broken down into more or less distinct and manageable packages with established interfaces. The saying is “When choosing a procurement path, do not rely on the assumption that one is always better”, which underlines the importance of having experience with procurement in differing ways and scenarios, categorical complexity and distinct risk profiles concerning projects, priorities based on timeliness and control for the client. (Zhao, Ying and Tookey, 2022).
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The client takes most of the work by its own staff, machinery, system and management on the do-it-yourself (DIY) system; that is, without employing the services of a main contractor from outside the company. It is a “make” decision, where the boundaries are extended to keep the work within the organisation instead of acquiring it from suppliers (Gorgun, Polat and Asan, 2022). The university teaching-facility project may entail minor refurbishment, room conversion, equipment installation and commissioning, from estates, information-technology and maintenance teams.
Priority, design and detail, quality assessments, day to day decision making have maximum control using DIY. Direct communication between departments can help streamline approval processes, and employees know how to operate the building, who it will be used by and the relevant requirements. There is also some internal delivery of requirements that enables requirements to be modified without formally redesignating each modification through a contractor. In addition, the university does not have to pay excesses on top of what contractors require as profit, and can save on the use of labour and equipment, as well. Even though make-or-buy research reveals cost as one determining factor, there are other issues that must be taken into consideration, such as internal capability, service quality, technology, risk and strategic importance (Ortalli et al., 2024).
Where the project is beyond the client's competence, the disadvantages are significant. When staff members are given work to do on a construction project, this can overload the resources of an under-resourced school and also can have a negative impact on their effectiveness at their teaching support and estate management duties. There may be design and practice errors as there is limited specialist experience, which may lead to unsafe practice, reworking or delays, and the university will remain liable for cost overrun, accident or technical failure. Accumulated knowledge, competent management and appropriate organisational resources are crucial to the performance of construction projects (Machado, Duarte and Amaral, 2023). For smaller projects, constraints in terms of manpower, knowledge, time and budgets can also be an issue when trying to run systematic risk management (Amani and Safarzadeh, 2022). Therefore, making matters their own suits small, familiar, repetitive and strategically sensitive jobs where the university has qualified staff, has the capacity and has some degree of control. It is better to contract these activities with a specialist if they are highly regulated activities or in the case of a major structure.
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A hybrid type option – the multi contract plus DIY – is exactly where the client brings his selection of activities, and himself releases technical packages to external specialists. The estates team can monitor the needs of the user, and is responsible for minor refurbishment, information-technology installation and operational commissioning, whereas the contractors are responsible for the works of structure, mechanical systems, fire protection, and other regulated works, etc. This balance helps to ensure control, business knowledge and experience, whilst simultaneously maintaining the capacity to allocate and draw on outside expertise, equipment and business knowledge. Make-or-buy should not be about cost and capability or about cost and quality, or about cost and technology, or about cost and risk; it's all about cost, capability, quality, technology, risk, and strategic importance (Ortalli et al., 2024). The university can free up staff, be able to draw on several packages and suppliers to avoid dependency on one principal contractor and avoid sensitive are carried out by one party by freeing the other party. The university can distribute sensitive activities across several packages and suppliers, avoiding dependency on one principal contractor, and can free the other party to carry out sensitive activity.
But with hybrid delivery, there are boundaries to be crossed between internal teams and contractors that can be hard to establish. Unclearly defined responsibilities may result in missing out, duplicated labour, incompatible merchandise, miscommunication, and disagreement concerning defects. For information coordination, it is essential to have effective management of interfaces (Zhang et al., 2022). The method also calls for an expert client team that can identify schedules, track the scheduled package's performance and manage modifications.
Concise practical tools should be provided. A work breakdown structure can help to break down the facility into design, groundworks, structure, services, finishes and commissioning and identify those packages that are internal or external. Completing the WBS is a step that can be taken alongside a risk breakdown structure to facilitate a systematic identification and treatment of package-specific threats (Dounavi et al., 2022). Coordinating risk, safety risk and supplier risk can be compared with a brief risk register, and a stakeholder matrix can help clarify the influence of the university, consultants, contractors and regulators. Finally, a Gantt chart can show which packages are dependent on each other, and what packages can be done concurrently and what work is risky because of that. A single comparative figure that integrates all these would serve to affirm the application without losing focus from critical analysis of the essay.
[bookmark: _Toc235574940]6. Critical comparison required
There is no single best way to contract, as it depends on properties and features, client needs and organisational ability. Three factors are not necessarily the only ones to be taken into account; namely, speed, cost certainty and flexibility; complexity, quality, responsibility and risk allocation should be taken into account when making a procurement selection (Zhao, Ying and Tookey, 2022). Turnkey contracts are offered for large projects which are clearly defined and specify one-point responsibility; cost predictability and lower coordination overheads come with high design liability costs and post-award alteration fees. While it does enhance competition and access to specialist expertise, the interface, scheduling and dispute risks go over to the client as a result of multicontracting. With DIY delivery, the cost, technical, and operational risks are all shouldered by the organisation, and there is a high opportunity for internal control, internal communication, and information retention. The make or buy decision has to be evaluated based on competences available (in-house and external) and the strategic importance, service quality, technology and resources availability (Ortalli et al., 2024). The hybrid approach may maintain vital tasks and also include specialist capability that would not be available in-house, but could lead to duplication, poor communication and lack of definite accountability across organisational lines. This therefore means that the university's contracting needs to be tailored to the degree of complexity of facilities, scope of projects, uncertainty regarding technical solutions, internal capacity, willingness to take risks and the choice between flexibility and control and time-cost certainty.
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This essay has demonstrated that contracting strategy is not an eternal decision of project management but is an aspect of project management that can and should evolve in relation to the context. Turnkey delivery offers a greater degree of responsibility and greater assurances of schedule and cost, at the cost of flexibility and control on the part of the client. Multicontracting provides competition to specialists, more influence, more problems with co-ordination, interface and dispute. Cost-cutting, preservation of knowledge and direct control, but the burden of ability, resources, and operational pressure for the client. The mixed approach is suitable for providing a balance of internal resources and external knowledge and experience but needs clear boundaries and coordinated activity. So, the university needs to choose the method that is most appropriate for the scope, clarity, complexity, risk appetite, resources and control.
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