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	Purpose
Report on the Member States Advisory Group (MSAG) activities and outcomes since the 21st Meeting of the ITU Council Working Group on Financial and Human Resources (CWG-FHR)
Action required
The Council Working Group on financial and human resources is invited to consider the Report.
_______________
References 
Resolution 212 (Rev. Bucharest, 2022) of the Plenipotentiary Conference; Council Decisions 588 (C16), 619 (C19, last amended C21) and 640 (C24)
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Between the 21st Meeting of the ITU Council Working Group on Financial and Human Resources (CWG-FHR), in September 2025, and its 22nd Meeting, in January 2026, the Member States Advisory Group on the HQ Premises Project (MSAG) continued its work through its 39th and 40 meetings, held virtually in October and December 2025, in line with its established working modalities and mandate. The Group maintained regular engagement, consistent with Council guidance and previously adopted decisions.
Throughout the meetings, a standing agenda item was dedicated to updates from the secretariat. The Deputy Secretary-General and the Head of the Building Project and Facilities Management Division (BPFMD), supported by relevant BPFMD staff, presented comprehensive progress reports on the project status, next steps, and preparatory work for the concept design phase. Particular attention was given to the presentation and analysis of alternative architectural scenarios for the new building, including its functional layout, connectivity with existing ITU buildings, sustainability considerations, cost implications, and compliance with regulatory and sponsorship requirements. Following detailed discussions and clarifications, the secretariat indicated the intention to proceed with the architect-recommended scenario.
Risk management, which will be the focus of the following specific topic, was further strengthened, with the Group agreeing on the importance of maintaining the risk register as a regular agenda item. The secretariat committed to updating and present the register, including strategic risks, in order to support the MSAG and its reports.
Business continuity planning remained a key area of focus. Updates on anticipated construction impacts were provided, and mitigation measures under consideration were also outlined. 
In addition, the Group addressed procedural matters related to MSAG membership, clarifying the formal nomination process for representatives and alternates by regional organizations, in order to ensure continuity and compliance with the MSAG ToR and applicable Resolutions and Decisions. The Chair underscored that newly designated representatives might participate provisionally while formal nomination letters were finalized.
Overall, during this reporting period, MSAG continued to fulfil its advisory role by reviewing progress, providing feedback and guidance to the secretariat, and ensuring that key issues related to project governance, risk management, and business continuity were duly examined, without identifying the need for additional formal recommendations. 
2	Strategic risks
During the 21st meeting of the CWG-FHR, as addressed in the discussion on the contribution by South Africa – Update on the Union’s Headquarters Premises Project (Doc. CWG-FHR-21/18), the MSAG Chair compromised to the Chair of the CWG-FHR to report strategic risks at future Council and CWG-FHR meetings. As a result, the MSAG Chair suggested the agenda item on risk management in the MSAG meetings, and besides engaged with the Secretariat and the BPFMD to have more information and detailed information on the matter.
2.1	On project development
The ITU Headquarters project continues to progress according to plan and remains within the approved budget. A Planning and Design firm was appointed in June 2025, enabling the successful completion of the feasibility study (Stage 1) in December 2025. Three scenarios were developed and presented to MSAG, none of which raised objections. Scenario 1, recommended by the architects, received broad support from the project team and all stakeholders, including the Steering Committee, Subject Matter Experts, staff, and MSAG.
Following this, the concept design phase (Stage 2) commenced in December 2025 based on the selected Scenario 1. This stage will further refine the design and provide increased technical and functional detail. MSAG has been duly informed of this progression. In parallel, Project Management services were strengthened. As the existing contract with Hill International was six years old and tied to a previous scope and design, ITU initiated a new procurement process in May 2025 in line with UN procurement rules, prioritizing experience in Geneva and with other international organizations. After technical and financial evaluations, the ITU Contracts Committee endorsed the award of the contract to a new provider, with transition and handover completed in December 2025.
From a financial and governance perspective, the project remains within the approved budget ceiling, despite the withdrawal of UAE sponsorship and the return of CHF 5 million. The Host Country continues its support through the Swiss loan, which will be formally repurposed once the concept design is finalized. To further reinforce governance and oversight, ITU is in the process of recruiting an external project advisor to support the Secretary-General and Deputy Secretary-General.
2.2	On risk register
Risks for the ITU Headquarters project are actively monitored, regularly updated, and supported by reserve funds that at this point are sufficient to address short-term needs. The current Risk Register reflects the close of Stage 1 and was prepared by the outgoing Project Management (PM) services firm. It generally follows SIA planning principles and appropriately recognizes the higher level of uncertainty typical of early project phases. As the project transitions to Stage 2, this baseline provides a structured starting point while acknowledging that further refinement is required.
One of the priorities identified by the incumbent PM services is a comprehensive review of the Risk Register. This review will reassess risks with a fresh perspective, drawing on the new team’s experience in the Geneva market and aligning the register with the project’s progression into Stage 2. The concept design phase will introduce greater technical and programmatic detail, enabling a more thorough and evidence-based reassessment of risks. As key assumptions are validated and design certainty increases, a certain level of uncertainty is expected to decrease, particularly ahead of Council-26.
Stage 2 will also provide increased flexibility to define and implement mitigation measures at an early stage, before risks materialize into cost or schedule impacts. Initial design work will allow mitigation strategies to be embedded directly into project solutions, rather than treated as reactive measures. This approach supports stronger cost control, schedule stability, and governance discipline as the project advances toward procurement and construction readiness.
The main risks identified by the PM services are assessed using Expected Monetary Value (EMV), based on probability and impact, and are grouped into the following categories:
–	Risk Category 1 – Business Continuity:
	Delays in construction could result in noise and dust nuisance affecting meetings in other ITU buildings.
	Mitigation: Business continuity planning is underway.
–	Risk Category 2 – External Risks:
	Security measures cannot be implemented in the public domain, and there may be misalignment with the Swiss Mission’s scope for peripheral security.
	Mitigation: Regular coordination with Swiss authorities is ongoing to address peripheral security matters.
–	Risk Category 3 – Core Project Management:
	Scope creep arising from additional demands.
	Mitigation: Maintain oversight through the established governance framework and apply a design-to-cost approach.
–	Risk Category 4 – Procurement and Contract Management:
	Contractual terms for the Design & Build (D&B) contractor may lead to cost increases.
	Mitigation: Align new contracts and procurement processes with industry standards. Architect recommendations include:
•	D&B contractors are familiar with SIA standards; deviations may increase cost and risk.
•	Insurance requirements should be transparent and equitable.
•	Clearly define service limits and responsibilities among the D&B contractor, subcontractors, and PM team.
•	Offer a fair payment schedule to reduce contractor financial risk.
•	Avoid transferring unmanageable risks (e.g., unforeseen geology or soil contamination) while expecting competitive bids.
•	Clarify treatment of extraordinary events (e.g., natural disasters, pandemics, general strikes) in relation to the guaranteed maximum price.
–	Risk Category 5 – Programme / Scope of Project:
•	Funding gap due to the UAE's withdrawal of sponsorship.
		Mitigation: Explore new sponsorship opportunities as the design evolves, alternative funding sources, or scope adjustments for elements outside the Council decision.
•	Increased security requirements compared to initial assumptions.
		Mitigation: Address peripheral security and integrate key requirements into the design.
•	Temporary heating and cooling for Montbrillant during construction, similar to current arrangements at Varembé.
		Mitigation: Engage with the local energy supplier (SIG) during the next stage.
•	Design risk and contingencies.
		Mitigation: Maintain governance oversight and apply a design-to-cost approach.
–	Risk Category – Change Management:
	Changes during construction may lead to cost and schedule increases.
	Mitigation: While not an imminent risk, the D&B contract will clearly define the change-order process, and all changes will be subject to internal ITU approvals in line with the project governance framework.
2.3	Considerations of the MSAG Chair
Due to the sponsorship perspective alteration, there is a current gap between the Expected Monetary Value (EMV) to cover project risks after mitigation and the Available funds.
However, at this stage of the Project, there is no urgency in addressing the situation immediately since i) the incumbent PM services is preparing a comprehensive review of the Risk Register that might have a different EMV; ii) the majority of risks to be covered relate to later stages of the Project; and iii) a new sponsorship fund might be found. 
Besides that, at this stage, the scope of the Project and its budgetary aspects still can be reviewed by the Council and PP-26 if this gap remains and if there will be a consensus about the need to keep it considered in the Available funds. Finally, as the Project advances, some of the risks may disappear due to the conclusion of phases to which they are automatically linked.
3	Other topics
The summaries of the MSAG meetings, as well as all the working documents, presentations, and contributions, are published in the MSAG SharePoint and are accessible to all Member States.
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