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1. Introduction
Project management has become an essential discipline for organisations seeking to achieve strategic objectives through temporary and structured initiatives. According to the Project Management Institute (PMI, 2021), project management involves applying knowledge, skills, tools, and techniques to project activities to meet defined requirements and deliver value to stakeholders. Projects are generally characterised by a defined scope, limited resources, specific objectives, and constraints related to time, cost, and quality.
The increasing complexity of modern projects has resulted in organisations relying more heavily on external contractors and procurement arrangements. The Association for Project Management (APM, 2023) highlights that effective procurement and contract management are critical components of project governance because they establish clear responsibilities, control risks, and support successful delivery outcomes.
Contracts represent more than simple purchasing agreements; they are strategic mechanisms that determine how risks, responsibilities, and performance expectations are shared between organisations. According to Kerzner (2022), effective contract management enables organisations to obtain specialist capabilities while maintaining control over project objectives. This is particularly important in industries such as construction, engineering, information technology, and infrastructure, where projects often require expertise beyond the organisation’s internal capabilities.
Organisations may choose to contract external suppliers because outsourcing allows access to specialist knowledge, advanced technology, and additional resources without creating permanent internal structures. Furthermore, contracting can support organisational flexibility by enabling companies to scale resources according to project requirements (Turner, 2022). However, ineffective procurement strategies may create risks including supplier dependency, communication difficulties, contractual disputes, and reduced control over project outcomes (Müller, 2023).
The selection of an appropriate contracting method is therefore a significant strategic decision. Different approaches create different relationships between the client and suppliers, influencing risk allocation, project control, cost management, and delivery performance. As highlighted by Too and Weaver (2021), successful project governance requires alignment between project objectives, organisational capabilities, and delivery methods.
This essay aims to explain and critically evaluate four major contracting methods used in project management: Turnkey contracting, Multicontracting, Do-it-yourself (DIY), and Multicontract + DIY approaches. The discussion will analyse the advantages and disadvantages of each method and identify the types of projects where each approach may provide the greatest benefits.
2. Understanding Contracts in Project Management
Contracts are legally binding agreements that establish the relationship between project owners, suppliers, contractors, and other stakeholders involved in project delivery. Within project management, contracts define the scope of work, responsibilities, deliverables, performance standards, payment arrangements, and procedures for managing changes or disputes (PMI, 2021).
Effective contract management contributes significantly to project success because it provides a structured framework for managing expectations between parties. According to Walker (2021), construction and engineering projects frequently depend on contractual arrangements because multiple organisations must collaborate while managing technical complexity, financial risks, and strict deadlines.
The primary purpose of contracting is to provide clarity regarding roles and obligations. Large projects commonly involve multiple stakeholders, including clients, consultants, suppliers, subcontractors, and regulatory bodies. Without clearly defined contractual responsibilities, projects may experience delays, cost increases, and disagreements regarding accountability (APM, 2023).
Organisations may contract out project activities for several strategic reasons. Firstly, outsourcing enables access to specialist expertise. For example, a company developing renewable energy infrastructure may require specialist engineers, environmental consultants, and technology providers that cannot be efficiently maintained internally. Secondly, contracting allows organisations to focus on their core business activities while external specialists manage technical elements (Kerzner, 2022).
Thirdly, contracts can support risk management by transferring responsibility for specific activities to organisations with greater expertise and resources. However, risk transfer does not remove all risks; poorly structured contracts can create new challenges such as conflicts, increased administration, and reduced collaboration between stakeholders (Müller, 2023).
Therefore, selecting an appropriate contracting structure requires careful consideration of project complexity, organisational capability, uncertainty, and desired levels of control.
3. Turnkey Contracting Method 
A turnkey contract is a project delivery method where a single contractor assumes responsibility for designing, constructing, testing, commissioning, and delivering a fully operational project to the client. The client receives a completed solution that is ready for immediate operation, similar to “turning a key” to start the facility.
Turnkey contracts are widely used in complex projects where technical integration is important and where clients prefer to minimise direct involvement in daily project activities. Examples include industrial plants, hospitals, airports, manufacturing facilities, and renewable energy developments.
According to Morris (2021), turnkey arrangements can improve project coordination because responsibility for integration is concentrated within one organisation. This reduces the risk of conflicts between separate suppliers because the contractor is responsible for managing design decisions, procurement activities, and construction processes.
For example, a company establishing a new pharmaceutical manufacturing facility may appoint a turnkey contractor responsible for building infrastructure, installing specialist equipment, ensuring regulatory compliance, and delivering a fully operational facility. This approach allows the company to focus on production planning rather than construction management.
3.1 Advantages of Turnkey Contracting 
A significant advantage of turnkey contracting is single-point accountability. The client has one main organisation responsible for project completion, reducing confusion regarding responsibility when problems occur. According to Lock (2024), this structure can improve communication efficiency because decision-making authority is concentrated within the main contractor.
Another advantage is risk reduction for the client. The contractor accepts responsibility for coordinating subcontractors, managing technical challenges, and achieving agreed project outcomes. This is particularly beneficial for clients with limited technical experience.
Turnkey contracts can also improve schedule reliability because the contractor controls the entire delivery process. Integrated planning between design and construction activities can reduce delays caused by poor coordination between independent suppliers (PMI, 2021).
Additionally, turnkey contracting provides access to specialist expertise and established supplier networks. Large contractors often possess experience from similar projects, allowing them to apply proven methods and technologies.
3.2 Disadvantages of Turnkey Contracting 
Despite these advantages, turnkey contracting has limitations. One disadvantage is reduced client control. Because the contractor manages most activities, the client may have limited influence over detailed decisions during project execution (Walker, 2021).
Another disadvantage is potentially higher cost. Contractors assume significant risks and therefore include contingency allowances and management fees within contract prices. Consequently, turnkey solutions may be more expensive compared with approaches where the client manages certain activities directly.
A further concern is contractor dependency. If the selected contractor experiences financial difficulties, poor management, or technical problems, the entire project may suffer delays or quality issues. Therefore, careful supplier evaluation and due diligence are essential before awarding turnkey contracts (APM, 2023).
Turnkey contracts can also become restrictive when project requirements change. Significant modifications after contract approval may result in additional costs because the agreement is usually based on clearly defined specifications.
Overall, turnkey contracting is highly suitable for large, complex projects requiring specialist expertise and limited client involvement. However, it may be less appropriate for projects requiring continuous changes, innovation, or strong client control.
4. Multicontracting Method 
Multicontracting is a project delivery approach where the client enters into separate agreements with several contractors, suppliers, or specialist organisations. Unlike the turnkey approach, where one contractor assumes responsibility for the entire project, multicontracting requires the project owner to coordinate and manage multiple contractual relationships.
This method is frequently used in construction, infrastructure, engineering, and technology projects where different areas of expertise are required. For example, in the development of a university campus, the client may appoint separate contractors for architectural design, structural construction, electrical systems, information technology infrastructure, security systems, and landscaping.
Under this approach, the project owner maintains greater involvement and control over project decisions. However, this also means that the client or project management team must possess strong coordination and contract management capabilities. According to the Association for Project Management (APM, 2023), effective stakeholder coordination is essential in complex projects because poor communication between suppliers can negatively affect cost, schedule, and quality performance.
Multicontracting is particularly suitable for organisations that have experienced project management teams and wish to maintain direct control over important project elements. Government infrastructure projects and large commercial developments often adopt this approach because it enables greater transparency and flexibility.

4.1 Advantages of Multicontracting
One of the main advantages of multicontracting is greater client control. The project owner can directly select specialist contractors based on their expertise, reputation, and cost competitiveness. This enables the client to influence important decisions throughout the project lifecycle.
Another benefit is potential cost savings. Because the client contracts directly with suppliers, there is no requirement to pay a main contractor to manage all project activities. Competitive tendering between specialist suppliers may reduce procurement costs and improve value for money (Walker, 2021).
Multicontracting also provides greater flexibility. If project requirements change, the client can modify individual contracts without affecting the entire project. This can be particularly valuable in projects where innovation or evolving customer requirements are expected.
Furthermore, this approach allows the client to select highly specialised contractors for specific tasks. For example, a hospital construction project may require specialist medical equipment suppliers, advanced electrical systems, and healthcare technology providers. Separate contracts allow each specialist to deliver their area of expertise.

4.2 Disadvantages of Multicontracting
Despite its advantages, multicontracting creates significant management challenges. The main disadvantage is the increased responsibility placed on the client. The project owner must coordinate multiple contractors, manage communication, monitor performance, and resolve conflicts between suppliers.
According to Kerzner (2022), projects involving multiple contractors require strong integration management because delays or failures in one area can affect other project activities. For example, if an electrical contractor delays installation, it may prevent other contractors from completing their work on schedule.
Another disadvantage is increased administrative complexity. Managing several contracts requires additional resources, including contract administrators, project managers, and legal support. This can increase project management costs.
There is also a higher risk of disputes between contractors. Since each supplier is responsible for a specific part of the project, disagreements may occur regarding responsibility for delays, defects, or changes in scope.
Therefore, multicontracting is most suitable for experienced organisations with strong project management capability. It may be unsuitable for inexperienced clients who require a simpler delivery structure.

5. Do-it-yourself (DIY) Contracting Method
The Do-it-yourself (DIY) contracting method refers to a project delivery approach where the organisation completes most or all project activities using its own internal resources rather than outsourcing work to external contractors.
In this approach, the organisation relies on its own employees, equipment, knowledge, and management systems to deliver the project. External suppliers may only be used for limited materials or specialist requirements.
DIY contracting is commonly used by organisations that possess strong internal expertise and resources. Examples include technology companies developing internal software systems, manufacturing organisations improving production processes, or businesses completing small-scale facility improvements.
The main characteristic of DIY contracting is maximum organisational involvement. The project owner maintains complete control over planning, execution, decision-making, and quality management.
According to Turner (2022), internal project delivery can create significant organisational learning because employees develop new knowledge and capabilities through direct involvement in project activities.

5.1 Advantages of DIY Contracting
The primary advantage of DIY contracting is complete control. The organisation manages every stage of the project and can make decisions quickly without relying on external suppliers.
Another advantage is cost control. By avoiding contractor fees, organisations may reduce expenditure, particularly when they already possess the required skills and resources.
DIY projects can also improve organisational capability. Employees gain practical experience, develop technical skills, and strengthen internal knowledge. This can provide long-term benefits beyond the completion of the project.
Additionally, DIY contracting can improve confidentiality. Organisations working on sensitive projects may prefer internal delivery to protect intellectual property or business information.

5.2 Disadvantages of DIY Contracting
The main disadvantage of DIY contracting is the requirement for significant internal resources. If an organisation lacks sufficient expertise, the project may experience delays, quality issues, or cost overruns.
Another limitation is increased internal risk. The organisation assumes full responsibility for project failure, including technical problems, delays, and unexpected costs.
DIY contracting may also reduce access to specialist knowledge. External contractors often bring experience from multiple projects and access to advanced technologies that may not exist internally.
For large and complex projects, DIY contracting can place excessive pressure on employees, potentially affecting normal business operations.
Therefore, DIY contracting is most appropriate for smaller projects or organisations with strong internal capabilities. It is generally unsuitable for highly technical projects requiring specialist expertise.

6. Multicontract + DIY Contracting Method
The Multicontract + DIY method combines elements of both internal project delivery and external contracting. Under this approach, the organisation completes some project activities internally while outsourcing other elements to specialist contractors.
This method provides a balance between organisational control and external expertise. The organisation decides which activities should remain internal and which should be contracted externally based on capability, cost, risk, and strategic importance.
For example, a manufacturing company developing a new production facility may manage project planning, operations integration, and quality management internally while contracting external specialists for construction, electrical installation, and equipment commissioning.
This approach has become increasingly popular because organisations recognise that not every project activity needs to be outsourced or completed internally. Strategic allocation of responsibilities can improve project performance.

6.1 Advantages of Multicontract + DIY
A major advantage of this method is flexibility. Organisations can retain control over important activities while accessing external expertise where necessary.
It also allows better use of organisational resources. Internal teams can focus on activities where they provide the greatest value, while specialists handle technically complex tasks.
Another advantage is improved risk management. The organisation can transfer selected risks to external contractors while maintaining control over critical project areas.
This approach can also improve knowledge transfer because employees work alongside external specialists and gain valuable experience.

6.2 Disadvantages of Multicontract + DIY
The main disadvantage is complexity. Managing both internal teams and external contractors requires effective coordination, communication, and governance.
The organisation must clearly define responsibilities to avoid confusion between internal employees and external suppliers. Poorly defined roles may result in duplicated work or gaps in responsibility.
Additionally, this approach requires strong project leadership. Without effective management, conflicts may develop between internal teams and contractors regarding priorities, standards, and decision-making authority.
Therefore, multicontract + DIY is most suitable for medium and large organisations with mature project management structures.

7. Comparative Evaluation of Contracting Methods
	Contracting Method
	Main Characteristics
	Advantages
	Disadvantages
	Suitable Projects

	Turnkey
	One contractor manages complete project delivery
	Single responsibility, reduced client risk, improved coordination
	Higher cost, reduced control, contractor dependency
	Large infrastructure, industrial plants, complex facilities

	Multicontract
	Client manages several specialist contractors
	Greater control, flexibility, possible cost savings
	Complex coordination, increased management responsibility
	Construction, government projects, large developments

	DIY
	Organisation completes project internally
	Maximum control, internal learning, confidentiality
	Requires resources and expertise, higher internal risk
	Small projects, internal improvements, software development

	Multicontract + DIY
	Combination of internal delivery and external suppliers
	Balanced control, flexibility, effective resource use
	Requires strong governance and coordination
	Large organisations, complex business projects


The choice of contracting method depends on project complexity, organisational capability, risk tolerance, and desired level of control. There is no universally superior approach; instead, project managers must select the method that aligns with project objectives.

8. Conclusion
Contracting is a fundamental component of successful project management because it defines how responsibilities, risks, resources, and expertise are organised throughout the project lifecycle. Selecting an appropriate contracting method can significantly influence project performance, cost efficiency, quality outcomes, and stakeholder satisfaction.
This essay evaluated four contracting approaches: turnkey, multicontract, DIY, and multicontract + DIY. Turnkey contracting provides simplicity through single-point responsibility and is appropriate for complex projects where clients require a complete solution. However, it reduces client control and may increase costs.
Multicontracting provides greater flexibility and control because clients directly manage specialist suppliers. Nevertheless, it requires strong project management capability due to increased coordination responsibilities. DIY contracting enables organisations to maintain full control and develop internal expertise but may be unsuitable when specialist knowledge or resources are limited.
The multicontract + DIY approach provides a balanced solution by combining internal capability with external expertise. However, it requires effective governance and communication to achieve success.
Ultimately, the most appropriate contracting method depends on the characteristics of the project, including complexity, risk level, available resources, and organisational experience. Effective project managers must evaluate these factors carefully to select a contracting strategy that maximises project success.
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