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	Purpose
This report provides an update on the implementation of the instructions of the ITU Council 2024.
Action required
The Council Working Group on financial and human resources is invited to note this report and provide guidance. 
_______________
References 
CWG-FHR website; Resolution 212 (Rev. Bucharest, 2022) of the Plenipotentiary Conference; Council Decision 588 (C16); Council Decision 640 (C24); Document CWG-FHR-19/10.
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As part of Decision 640 (C24) to proceed with a revised scope for the headquarters premises project and taking into consideration the evolving long-term needs of the ITU, its aging campus infrastructure and associated financial implications, Council 2024 instructed the secretariat to develop a strategic plan for the ITU Geneva campus.
In its last report, Document CWG-FHR-19/10, the secretariat outlined a phased approach to developing a comprehensive plan, comprising of an initial assessment, to be undertaken internally, as a first phase and delivered to CWG-FHR in February 2025; further analysis, confirming outcomes and scenario planning in a second phase is planned to be delivered to CWH-FHR in October 2025 and a developed strategic plan for the campus in the third phase to be delivered through the Council to Plenipotentiary Conference in 2026. Updates will be provided to Council in the interim.
A Terms of Reference has been established (see Annex A – Terms of Reference); guiding principles for the future campus have been initiated/conceptualised; an initial assessment of the ITU Geneva campus, operational needs and financial aspects has been conducted; and options for a future ITU Geneva campus have been appraised. These are presented herein this report. 
2	Objectives 
The purpose of the ITU Geneva campus strategic plan is to align the organisation’s physical environment with its mandate and strategic objectives and to ensure it is done through sustainable financial planning and well-considered development.
The objective of the plan is to:
i)	Establish a vision and roadmap for the future development of the ITU Geneva campus that is aligned with the organization's strategic objectives, organisational needs and financial considerations.
ii)	Develop a strategy for sustainable future maintenance and capital planning of the facilities and efficient property management, including optimizing usage through rental opportunities and external partnerships.
3	Organisational context
The Geneva headquarters serves as a hub for global collaboration among Member States, private sector stakeholders, and academia as well as the administrative centre for the three Bureaux and the General Secretariat.
To enable the ITU to effectively deliver on its mandate, per the Constitution and Convention of the ITU, its headquarters must at a minimum be equipped with facilities that support ITU’s core functions, namely meeting and conference space and administration space. 
To define a vision for a headquarters that supports the future needs of the Union, it is essential to also consider ITU’s mission and strategic objectives. A fit-for-purpose, fit-for-future campus must provide the facilities that will allow the ITU to deliver on these goals and priorities. 
The Enablers outlined in the Strategic Plan 2024-2027 provide a basis for this vision. The ITU Geneva campus should centre on fostering active, cross-regional member engagement and cultivating partnerships and international cooperation. At the same time, it must facilitate the performance of its workforce and enable innovation and cross-functional synergies within it. The campus should furthermore cultivate a culture of diversity and inclusion and prioritize environmental sustainability, all the while considering the most effective ways to leverage financial resources and efficiencies. In addition, the ITU Geneva campus should “enhance coordination, cooperation, and coherence among its three Sectors, Regional Offices, and the General Secretariat” in support of the implementation of the “One ITU” concept (Doc. C24/17).
The overall vision for the campus will further be developed and aligned with the development of the Strategic Plan 2028-2032 alongside the secretariat’s ongoing projects and processes and under the guidance of ITU senior leadership. The facilities necessary to deliver on this vision will be defined in subsequent phases.
4	Campus Strategic Plan Guiding Principles
Based on the organisational strategic objectives and in coherence with the guiding principles endorsed by the ITU Council 2024 for a New Varembé building, the following initial principles have been identified for a fit-for-purpose, fit-for future campus: 
–	Financial Viability and Resilience Develop cost-effective real estate solutions that support long-term financial sustainability and resilience to changes.
–	Technological Integration Create a campus environment that integrates the latest technologies to enhance connectivity, performance and innovation. 
–	Sustainability and Environmental Responsibility Prioritize sustainable design and practices that reduce the environmental impact of campus operations.
–	Optimised and Flexible Spaces Maximize the efficiency of existing spaces while planning for flexible, adaptable environments that can respond to evolving needs, organisational changes, shifting working styles and technological advancements.
–	People-centred Environment Ensure that all campus spaces are inclusive and accessible, that they foster engagement, collaboration and innovation, and prioritize safety and well-being.
–	Partnerships and Collaboration Foster partnerships with external organizations and other stakeholders to create opportunities for mutualization, synergies and efficiencies.
[bookmark: _Increase_of_the]5	Initial assessment
An initial assessment was conducted to evaluate the extent to which the current and planned campus infrastructure supports the organisational requirements, taking into consideration financial aspects and surrounding Geneva context. 
Numerous studies have been conducted over the years and various sources exist for gathering relevant data. In this initial phase, an internal review was undertaken to synthesize the available information, enabling preliminary conclusions to be drawn and identifying areas requiring further data and analysis to develop a comprehensive strategic campus plan. As some of these sources are dynamic, they will be revisited and updated in subsequent phases.
5.1	Data collection 
The following sources have been utilized:
–	Functional requirements were gathered in 2019 as part of the brief for the initial design and will be updated, reviewed and revised in conjunction with the New Varembé building project as part of the development of a campus wide functional zoning plan. 
–	Occupancy data was reviewed to assess current staffing numbers at headquarters. 
–	Workplace utilization study: A detailed analysis of current office space usage across all campus buildings was conducted in 2024. This includes occupancy rates of workstations, usage of communal areas such as meeting rooms and other common spaces. Data was collected through consultancy services and included visual observation and analysis. 
–	Conference bookings: An analysis of 2023 historical data and schedules for 2024 and 2025 was undertaken to identify the regularity and size of conferencing needs of the Union headquarters. 
–	Facilities inventory is being compiled comprising technical schedules, plans, and renovation and maintenance records, which are primarily contained in electronic files and occasionally in physical archives. ITU does not currently have a computer-aided facilities management application to manage all records and provide a comprehensive overview of all facilities data. 
–	Planned maintenance programme exists from 2024-2034 including costs estimates. It is not comprehensive, covering only building services components (electrical systems, HVAC etc.). A comprehensive building condition assessment is necessary to obtain a full picture including of the condition, future maintenance requirements and necessary capital expenditures.
–	Space catalogue is being compiled, providing a high-level as-is overview of the overall usable surface, functional areas and the number of workplaces currently available. 
–	ITU Tower studies (2010–2020): Multiple studies by real estate, architectural, and technical firms have analysed the ITU Tower's condition, market potential, and future options for sale or renovation. Although the cost data are outdated, the technical insights and market trends remain relevant.
–	External trends and benchmarking: Industry reports and data from similar organisations are being compiled to develop insights on relevant trends, best practices and benchmarks. 
–	Employee survey and feedback: Staff Surveys have provided qualitative data on how employees feel about their current workspaces —what works, what does not, and what they envision for the future. Staff Focus Groups sessions, held in November 2024, enabled a process of engagement and collections of staff aspirations for a productive work environment. Separately, feedback on comfort, collaboration, and space needs was collected from various departments.
5.2	Organisational needs 
5.2.1	Workspace
Based on a workplace study conducted in 2023, the current campus provides approximately 820 desks, accommodating approximately 775 staff with individually assigned desks. While operating at 95 percent capacity, based on current space allocation practices, the workplace study indicates that actual occupancy is significantly lower, with an average desk utilization of 43 percent and a peak of 51 percent. This level of utilization aligns with benchmarks from governmental and technology sectors and indicates that underutilization presents a common issue for organizations across multiple sectors. Pre-pandemic UN benchmarks of 50-70 percent highlight that this has become more pronounced following the adoption of hybrid working practices (partial teleworking). 
The study also revealed that the majority of activities are undertaken individually at desks, whilst a significant proportion of group and collaborative spaces remain underutilized in comparison. This indicates a potential misalignment between the current physical workspace and hybrid working and collaboration needs. 
These initial analyses indicate that there are opportunities for more efficient and better adapted usage of the workspace, that bring financial, environmental and functional benefits. Some UN entities in Geneva are implementing flexible workplace strategies to achieve this. This approach has allowed for a reduction in the proportion of desks whilst increasing the availability of alternative working areas, including focus pods and meeting rooms of varying sizes.
Considering current utilisation, existing hybrid working modalities, as well as present staffing at headquarters, a more efficient utilisation of the workspace could be achieved. This would be enabled by having a range of between 500 and 650 workplaces, based on best practices and UN benchmarks, complemented by other working areas. This would also entail a change in the space allocation practice of assigning individual desks to every staff member. 
The initial analysis carried out by the secretariat indicates that a campus consisting of the New Varembé and Montbrillant buildings (2-building campus) will likely provide insufficient workspace, based on current staffing levels at headquarters; a campus including the Tower (3-building campus) will likely result in some degree of overcapacity.
[image: A graph of blue and green columns

Description automatically generated with medium confidence]
Future assessment will be necessary to refine this initial analysis and define future workspace needs, as organisational structures, staffing levels, working practices and workspace usage continue to evolve. Staff feedback and input from the ITU Staff Council have also emphasized the importance of addressing workspace concerns surrounding productivity and well-being, signalling the need for careful consideration of any changes to ensure alignment with organizational and staff needs. 
Adapting the workspace to evolving needs will, therefore, require a careful balance between optimizing space utilization and providing an environment that effectively supports the work performed by staff. Lessons learned from comparable organizations, as well as established benchmarks, will be critical in informing the workspace needs for ITU. Any proposed changes must be supported by thorough analysis and stakeholder engagement to ensure they are effectively aligned with current and future working practices.
5.2.2	Conference space
Approximately 60 technical conferences and meetings (Study Group and Working Party meetings) and advisory group meetings are scheduled each year to be held primarily in ITU’s Geneva headquarters. 
ITU has analysed needs based on meetings planned to be held in ITU premises during 2024 and 2025. The summary analysis is provided in the table below.

	Conference space requirements
	

	Number of meetings per year
	Approx. 60

	Frequency
	3-10 per month (excluding holiday periods)

	Duration
	Majority 1-2 weeks, plus 1-day meetings, one SG Rapporteur 4 week

	Room configuration
	Classroom and boardroom style

	Number of rooms per meeting
	Typically, 1-7 classroom and 1-2 boardroom

	Capacity per room
	Classroom- 30-500
Boardroom 15-30



The current campus provides 1 large, 1 medium, 4 small conference rooms. Popov room as the largest has a capacity of c. 300 and Room L with a capacity of c. 50 is the smallest. All rooms apart from Room A are dividable, enabling flexibility to accommodate a range of meeting sizes across all 6 conference rooms. 
The initial analysis indicates that the campus currently meets ITU conferencing needs, apart from missing a large conference room of c. 500 seats, that will be addressed by the New Varembé project. 
The initial analysis carried out by the secretariat shows that a campus consisting of the New Varembé and Montbrillant buildings (2-building campus) will likely result in a capacity shortfall of conference rooms; a campus including the Tower (3-building campus) will likely result in over capacity of conference rooms.
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Further assessment will be necessary to define future conferencing needs, as conferencing usage evolves.
5.3	Financial aspects
5.3.1	Asset Value of Tower 
A review of the valuation reports undertaken between 2010 and 2023 estimates the ITU Tower’s sale price as ranging between CHF 22M and CHF 33.7M (CHF 1 900–2 850 per square meter). This is below the market value for office and commercial properties in Geneva, considering the prime location and prominent setting, where prices typically start at CHF 4K and average around CHF 17K per square meter. Contributing factors to the reduced sale value include the land being sold with surface rights (state-owned), the building condition requiring significant renovation, and high transformation costs for alternative uses. 
The Tower’s prime location allows for rental rates of CHF 100k-200K per floor per year, potentially generating up to CHF 3M annually for full rental of the Tower depending on the extent of renovations. Technical and security modifications could also enable leasing of individual or multiple floors, allowing flexibility over time. Conferencing space could provide revenue in the region of CHF 0.5M per annum if the basement is separated from the Tower and leased to a single occupier. 
This initial analysis indicates that the Tower may have value not only as a capital asset but also as an income-generating one. Further investigation of its rental potential, and the capital investment necessary, will be required to determine which is in the best interest of the Union.
5.3.2	Capital requirements 
Internal assessments and external studies indicate that the Tower building, which has been in service for over 50 years having been constructed in 1973, requiring significant renovations to preserve its functionality, value and extend its longevity. The Montbrillant building, completed in 1999, remains structurally within its expected lifecycle. However, key components, typically designed for a 25-year lifespan, are now nearing the end of their usability. As the Montbrillant has not undergone external studies, future major maintenance and renovation needs are unknown. 
Varembé has not been considered in this initial assessment as it is planned for dismantling in 2028 and a planned obsolescence strategy is being implemented, whereby corrective maintenance will be assessed on a case-by-case basis in conjunction with mitigation measures. 
Maintenance costs: ITU will need to retain the Tower building until at least 2032, based on the current estimated completion of the new Varembé building. An internal review of capital maintenance requirements for both the Tower and Montbrillant buildings estimates a minimum of CHF 15M is required until 2032 (on average CHF 2M per year) to enable continued operation of the buildings. A building condition assessment is planned in 2025 to verify major maintenance requirements for Montbrillant and Tower buildings. This assessment aims to optimise and preserve assets values, to optimise lifespan for Montbrillant and to ensure business continuity for the Tower.
In line with Article 21 of ITU Financial Rules and Regulations, the ITU Building Fund covers the costs of major repairs, renovation, upgrading of the building and replacement of the buildings’ equipment. As of September 2024, it stands at CHF 6.4M. Based on the preliminary internal assessment, the secretariat is proposing to increase the rate of contribution from CHF 0.75M to CHF 2M as of 2026 to cover estimated capital maintenance expenditure until 2032. This in line with the Swiss Foundation for the Building of International Organizations (FIPOI) recommendation of 1 percent of construction value. The Secretariat has managed to already increase the contribution to the same amount for 2024 from the savings achieved from the overall budget implementation and will aim to achieve similar result for 2025. The secretariat will review this level following the outcomes of the building condition survey to ensure sufficient and dedicated funding to cover substantive capital expenditure, which are not covered by yearly routine maintenance funded through the annual operational budget.
Renovation costs: Between 2010 and 2022 several studies were carried out on the sale and renovation of the Tower. The scope of these studies varied depending on the different scenarios considered, resulting in a wide range of renovation costs (between CHF 25M to CHF 65M). An internal high-level estimate of full project cost, to include project management fees, contingencies and other related costs, was also conducted in 2023 (in the order of CHF 120M).
The initial analysis indicates that substantial capital expenditure is required in the long term to renovate the Tower, the level of which, however, will need to be further assessed and will depend on eventual scope of the renovation. This will require functional zoning and feasibility studies to first be carried out before commissioning a further study. 
6	Vision for the ITU Geneva Campus 
The initial assessment of organisational needs and planned campus facilities indicates that current conferencing and workspace needs cannot be fully accommodated by the New Varembé and Montbrillant buildings alone, and options to address the gap will need to be considered. 
This includes rental of additional space, such as through leaseback of the Tower following its sale or rental of workspace from other UN entities, FIPOI or private landlords. Rental of conference space from alternative sources is unlikely to be easily secured given the under capacity in the Geneva market. 
Retaining ownership of the Tower and leasing out excess space is the alternative option. In addition to potential financial benefits, this could additionally provide future flexibility for ITU to expand or contract its workspace as needed. Mutualisation of conference space with a suitable partner such as CICG, as well as cost recovery for external events, could be models pursued to ensure financial viability. 
The secretariat considers that retaining usage of the Tower in some manner should be part of the vision for the ITU Geneva campus as it would ensure all staff in Geneva remain on one site, in line with the “One ITU” strategic objective. 
Whether through sale and leaseback, renovation and continued ownership or another mechanism will require further consideration of the financial sustainability and effective utilisation of resources.
The main pathways ahead will involve consideration of whether to:
–	increase operational expenditure for rental of office and conference facilities to offset shortfall;
–	increase capital expenditure for renovation of existing premises and offset costs by leasing of excess office and conference facilities;
–	identify alternative funding strategies such as mutualisation, partnership or another mechanism to offset capital expenditure. 
In parallel the Secretariat will consider the impact of decentralisation, regionalisation and operational efficiencies on future workspace and conference needs at headquarters. 
Implementing lifecycle costing practices will also be investigated to allow for a comprehensive approach to capital planning. This includes determining the required annual expenditures for operating and maintaining facilities, as well as setting aside funds for future component renewal as they age. Further investigation into maintenance strategies, funding options, and best practices will be undertaken. 
7	Implementation strategy 
[bookmark: _Comparison_of_scope]7.1	Initial roadmap 
The campus strategic plan will require approval at the 2026 Plenipotentiary Conference for implementation planning activities to start in 2027. The below high-level timeline provides an overview of the process to achieve this:
–	2025-26	 – Campus strategic plan
–	2026 PP-26	 – Approval of strategic plan by the membership
–	2027-30	 – Implementation planning
–	2030 PP-30	 – Approval to proceed with implementation
–	2031		 – Handover of New Varembé
–	2032+	 – Execution of campus strategic plan.
8	Areas for further investigation 
The next phase will involve several key actions to guide informed decisions regarding the future of the campus. First, a plan for functional zoning across the campus will be developed to optimize space utilization and align with future needs. This plan will focus on redesigning underutilized areas, creating spaces for collaboration and group work, and assessing flexible layout options to improve overall utilization rates.
Following this, a conditions assessment will be conducted, and a detailed feasibility study will be commissioned to explore comprehensive renovation options, including energy efficiency upgrades and ensuring compliance with modern standards. The outdated and incomplete renovation cost assessments will also be updated.
In parallel, operational and maintenance costs for the next 10 years will be validated to ensure business continuity during this period.
Finally, a scenario analysis will evaluate the options for the Tower building’s use —whether to sell, renovate for partial use, or lease— considering updated financial data and market trends. Potential rental revenue will also be incorporated into the financial analysis.
9	Next steps
The Council Working Group on financial and human resources is invited to note this document and provide guidance. The secretariat will provide an update at the next Council session in June 2025.
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Terms of Reference
ITU Strategic Facilities Plan for Geneva Campus
Terms of Reference V.1
1	Introduction
This document is intended to define the key parameters of the project to ensure the alignment of all stakeholders. Updates to this version may be undertaken as the project evolves. 
2	Background 
As part of Decision 640 to proceed with a revised scope for the headquarters premises project and taking into consideration the evolving long-term needs of the ITU, its aging campus infrastructure and associated financial implications, Council 2024 instructed the secretariat to develop a strategic facilities plan for its Geneva campus site.
Decision 640 (C24/132) instructs the Secretary-General:
	7	to develop an assessment and strategic plan in consultation with relevant internal stakeholders including Staff Council, and provide an initial draft to the January 2025 CWGFHR, on the long-term vision of the entire ITU Geneva campus, considering, at a minimum, the following factors:
a.	overall financial impact and sustainability of the ITU Geneva campus;
b.	safety and security requirements;
c.	management and operational requirements;
d.	optimizing usage of all facilities;
e.	ensuring business continuity;
f.	include allocation of the regular budget for maintenance for the entire ITU Geneva campus;
g.	staff working flexibility (i.e. hybrid working arrangements);
h.	options for alternative venues for ITU meetings outside of the ITU Geneva campus; and
i.	liaise with the Strategic Plan and Financial Plan Working group, as appropriate;
	8	to provide all reports on the implementation of instructs the Secretary-General 7 to the ITU Council for its consideration,
3	Purpose and Objectives
The Geneva campus comprises the organization’s largest asset, is a significant recipient of financial resources and serves a critical role in enabling the ITU to fulfil its functions. Whilst the ITU has maintained its buildings to ensure their utility and has undertaken periodic development of the Geneva campus, it does not have in place an overarching real estate management strategy to guide the strategic development of the campus and effective use of resources. 
The strategic facilities plan will seek to provide this by aligning the ITU’s physical environment with its strategic objectives to ensure it is fit for purpose and ready to meet current and future requirements. 
The objectives of the plan will be to:
i)	Establish a vision and roadmap for the future development of the Geneva campus that is aligned with the organization's long-term goals, operational needs and financial capabilities.
ii)	Develop a strategy for sustainable future maintenance and capital planning of the facilities and efficient property management, including optimizing usage through rental opportunities and external partnerships.
4	Scope
The strategic plan will address the optimisation, development and management of the facilities on the Geneva campus over a 10-year horizon (2032-2042). 
The plan will be developed based on an evaluation of:
–	Strategic objectives and operational needs
–	Existing and planned buildings, infrastructure and installations (FF&E) 
–	Financial considerations 
–	Facilities outside of Geneva campus
–	Opportunities for efficient property management, including rental opportunities and external partnerships to maximize resource use.
The plan will be aligned with and interface with key ongoing projects and processes, in particular: 
–	Headquarters premises project (New Varembé building)
–	Business continuity planning
–	Financial planning 
–	ITU Strategic Plan 2024-2027 and development of ITU Strategic Plan 2028-2032 
–	Transformation Initiative.
5	Project framework and timeline

	Framework
	Delivery date

	Phase 1 – Initial assessment
–	ITU vision for a strategic facilities plan
–	Initial assessment of Geneva campus, operational needs and financial aspects 
	CWG-FHR February 2025

	Phase 2 – Analysis & outcomes
–	Completed assessment, analysis and conclusions
–	Scenarios and recommendations for a strategic facilities plan
	CWG-FHR October 2025

	Phase 3 – Strategic Facilities Plan 
–	Proposed masterplan for ITU Geneva campus 
–	Strategy for sustainable future maintenance and capital planning
	PP 2026


6	Project team and stakeholders

	Position
	Role
	Responsibilities

	Secretary-General
	Project owner
	Final decision-making authority and accountable for delivery of the project

	Deputy Secretary-General
	Project sponsor
	Supports decision making and provides strategic direction 

	Chief, BPFMD
	Project lead
	Monitors and oversees project and guides strategic direction

	Space Planning Officer, BPFMD
	Project manager
	Executes, manages and coordinates 

	External consultancies
	Project resources
	Provides technical expertise 

	Staff Council, Bureaux and GS Departments
	Stakeholders
	Provides input



7	Project Governance 
As instructed in Decision 640, the project will report to ITU Council and CWG-FHR and liaise with the CWG-SFP as appropriate. 
It will be incorporated into the existing internal governance structure for the headquarters premises project, reporting to the New Building Management Board and Steering Committee. 
The role of the host country and FIPOI will be determined during the course of the project.
8	Initial project budget 

	Budget
	Amount
	Requirement

	BPFMD 2025 operational budget
	CHF 190k allocated
	External consultancies (e.g. Real estate consultancy, Building Condition Assessment consultancy, Workplace strategy consultancy)

	BPFMD 2026-27 operational budget
	CHF 200k planned
	External consultancies (e.g. architectural and engineering consultancy)


__________________
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