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	Report by the Secretary-General

	BUSINESS CONTINUITY OF ITU HEADQUARTERS ACTIVITIES DURING THE CONSTRUCTION PHASE OF THE NEW HEADQUARTERS BUILDING




	
Summary
This document provides, for PP-26 discussions, a consolidated account of the business continuity planning for ITU headquarters activities during the construction phase of the new headquarters building project. It draws on Council documents since Council Decision 640 (C24). 
Action required
The Plenipotentiary Conference is invited to note this document and provide any guidance it considers appropriate in relation to the continuity of ITU headquarters operations during the construction phase.
Financial implications
A dedicated Business Continuity Fund currently totals CHF 4.67 M funded through 2024 and 2025 budget implementation savings and waiver of real estate loan repayments from Swiss Confederation. CHF 3.17 M is dedicated to funding conferencing continuity measures.
____________
References
Document CWG-FHR-20/9; Decision 640 (C24/132); Summary Report of the 20th meeting of CWG‑FHR; Documents CWG-FHR-21/10, CWG-FHR-21/25, CWG-FHR-21/INF/4, 
CWG-FHR-22/13, CWG-FHR-22/36 and C25/60; Resolution 1434 (C25/118); 
Documents C26/7, C26/32 and C26/42; Resolution 1439 (C26/133); and Document C26/65





1	Introduction
The new headquarters premises project continues to be implemented as instructed by ITU Council 2024 Decision 640 (C24), which was approved by the Council and confirmed by the concurrence of the majority of Member States through a consultation by correspondence. The secretariat has therefore proceeded with the alternative reassessed project for ITU’s headquarters premises. 
As implementation of the alternative reassessed project progresses, the decommissioning of the Varembé building and the establishment of a construction site on the HQ campus for several years will require significant adjustments to the way headquarters functions. This transition period will require careful management to ensure that the Union can continue to fulfil its mandate and carry out its activities effectively throughout the construction period. 
This report outlines the anticipated impacts of the construction phase on headquarters operations and the strategies identified by the secretariat to ensure the continuity of the Union’s activities throughout the transition period.
2	Construction context and planning parameters
2.1	Business continuity period
The business continuity period associated with the construction stage, during which the Varembé building will no longer be available for use, is expected to run from the beginning of 2028 to the end of 2031, covering decommissioning and demolition of the Varembé building and the construction, handover, and occupation of the new building. 
Within his four-year timeframe, the period from October 2028 to August 2029 (demolition of the old building and foundation work for the new building) has been identified as the period where significant noise-related disruption is most likely to affect on-site activities. This period is therefore the key focus of the secretariat’s business continuity planning.
These dates reflect the current stage of project planning and will be refined as the project advances and the schedule is further developed. For detailed timelines, refer to Annex 1.
2.2	Construction impacts
Disruption will not be limited to the Varembé building itself, as the construction site is located at the centre of the campus. Construction activities will generate a wider impact across the campus, with its demolition specifically affecting connections and logistics between buildings, as well as generating noise and other disturbance to the two adjacent buildings.
The construction phase will create three principal categories of impact on headquarters activities to be addressed through business continuity planning: the loss of space; an altered campus footprint and perimeter; and the proximity of remaining activities to the construction environment. 
The detailed operational consequences of these impacts will continue to be assessed and refined as construction planning, technical assessments, and other continuity planning activities progress.
Loss of space
The decommissioning of the Varembé building will substantially reduce the available campus space for headquarters activities. This reduction in capacity will place greater pressure on the remaining accommodation within the Tower and Montbrillant buildings and require more efficient use of available space.
The impact will extend beyond workspace, affecting meeting facilities, support services, storage areas, and amenities. The reduced accommodation will require careful consideration of which activities can continue to be sustained on site and will necessitate changes to existing occupancy patterns and space allocation throughout the construction period.
Altered campus footprint and perimeter
The decommissioning of Varembé and establishment of the construction site boundary will fundamentally change the configuration of the campus. The current campus, comprising three interconnected buildings, will become two separate operational sites divided by the construction area.
This will affect circulation routes, access arrangements, service delivery, logistics, and user movements across the campus. It will also require changes to the security perimeter and may affect the location and operation of support services currently delivered across the campus as a whole.
Proximity to construction environment
The creation of a construction site at the centre of the campus will introduce noise, vibration, dust, construction traffic, and additional safety controls that may affect activities in adjacent buildings. 
The potential for disruption to meetings and workplace activities is expected to be greatest during the demolition and substructure works period from October 2028 to August 2029. The secretariat commissioned an acoustic study for this period to assess the expected extent of disturbance. Based on sample measurement data, theoretical modelling, and benchmarking against relevant construction projects in Geneva, namely the WHO headquarters project and the adjacent Nations tramway works, the report concluded that the main impact is likely to be transmission of airborne noise consistent with an adjacent construction site. Whilst this will at times affect comfort and concentration of building occupants, noise levels are predicted to remain within the applicable Swiss health and safety limits and structural vibration is expected to be limited and localized to the Tower interface. 
Construction-related disturbance is therefore not expected to prevent continuation of typical activities on site. Within the above-mentioned period of construction disturbances (October 2028 to August 2029) noise levels are anticipated to peak during the building demolition phase, between October 2028 and March 2029, which presents the greatest risk to on-site headquarters activities.
This preliminary schedule and these assumptions will be reviewed once the Design and Build (D&B) contractor has been appointed and the detailed construction schedule agreed. 
The secretariat will take reasonable steps to ensure that appropriate disturbance mitigation measures are incorporated into the D&B contractor’s obligations, with the aim of minimizing the impact of the construction site on headquarters activities to the extent feasible without significantly affecting project delivery.
3	Strategic direction 
The objective of the secretariat’s business continuity planning is to ensure the functioning of the Union during the temporary loss of part of the campus and the operational constraints associated with construction. This requires maintaining the continuity of headquarters activities and supporting services that enable the work of the secretariat, the Sectors, and the Union’s governing bodies. 
The business continuity planning approach is guided by the organizational strategic priorities of allocation and management of resources, organizational excellence, and transformation and innovation. Consistent with these priorities and based on current assessments indicating that the remaining buildings will remain largely usable throughout the construction period, the secretariat’s strategy is to maintain ITU activities on the Geneva headquarters site to the extent possible. Where activities cannot be delivered or sustained safely, effectively, and cost-efficiently within the constraints arising from construction, alternative arrangements, including off-site hosting, temporary suspension, and technology-enabled solutions, will be considered to support operational continuity.
In line with this approach, the business continuity planning will prioritize core headquarters activities, notably workspace and conferencing activities, together with the essential services and amenities required to support their safe and effective delivery. Other activities will continue to be supported to the extent feasible and appropriate within the resource and space constraints.
4	Business continuity planning
Based on the construction impacts described in section 2, the secretariat has undertaken an initial assessment of the implications for core headquarters activities, support services and amenities, and developed the continuity strategies set out below in line with the strategic direction outlined in Section 3. These strategies will be progressively translated into detailed measures and operational arrangements through the business continuity plan. The plan is under development and will continue to evolve as planning assumptions, operational requirements, and project information mature.
4.1	Meetings and conferences 
Approximately 60 to 65 meetings are held each year in ITU headquarters, supplemented by additional capacity in Centre International de Conferences de Geneve (CICG) and the Varembé Conference Centre (CCV). These meetings comprise statutory technical meetings (Study Groups and Working Parties) for all Sectors (mandated by Union and Sector constitutional documents with decision-making functions and strategic importance), as well as Advisory Group meetings, the Council, and Council Working Groups.
As these meetings are a core headquarters activity and require significant advance planning, the secretariat has been engaged in continuity planning for meetings since 2025. A range of options and alternative modalities have been explored and presented to previous Councils and Council Working Groups on financial and human resources (CWG-FHRs) (Document C26/65). Based on the guidance received from the Council and CWG-FHR and the conclusions drawn from the recent acoustic assessments, the secretariat has determined that holding conferences at headquarters to the extent possible during the construction period represents the most operationally feasible approach.
This will nevertheless require adaptation of meeting arrangements and operational practices to the constraints arising from construction. The loss of the Varembé building and closure of construction-affected spaces will reduce available meeting capacity to some extent and affect amenities for delegates, such as catering. In addition, the separation of the campus into two operational sites will affect access, circulation, logistics, security arrangements, and delegate movement. 
It is also expected that the period of greatest noise disturbance from October 2028 to August 2029 may at times affect the quality of meeting environments, with the intensive demolition phase from October 2028 to March 2029 presenting the highest risk. Greater use of external venues may therefore be appropriate during this latter period, and in particular for governing, high-level and content-sensitive meetings.
At this stage, the proposed continuity approach is based on the following strategies:
•	Maintenance of meetings on the Geneva headquarters site to the extent possible throughout the majority of the construction period allowing for predicted construction-related disturbance;
•	Increased use of external venues in Geneva during periods of greatest disruption, particularly during the intensive demolition phase from October 2028 to March 2029; 
•	Use of external venues in Geneva for governing meetings such as CWGs in February  2029 and Council in June 2029; 
•	Continued acceptance of ad hoc hosting arrangements offered by Member States in accordance with established practice;
•	Use of conferencing-specific continuity measures and technologies to reduce the impact of construction-related disturbance on meetings held on site;
•	Optimization of available space to accommodate conferencing and renovation of obsolete conference infrastructure required to support continuity of meeting operations.
The secretariat is advancing on developing measures and operational arrangements for continuity of conferences based on these strategies.
Mitigation measures being considered to support holding conferences on-site include adopting remote simultaneous interpretation (RSI), provision of noise-cancelling headphones, ensuring IT infrastructure required to support hybrid meetings, and retaining fully virtual meetings as a fallback option for selected meetings where operationally acceptable.
The secretariat is also undertaking a detailed mapping of all meetings in particular in the period from October 2028 to March 2029, which require or would benefit from an external venue in Geneva and is reserving suitable venues where possible. The full list of meetings to be held during the demolition and substructure works phase is provided here in Annex 2. This list will be updated to indicate which meetings will be held in ITU headquarters, and which meetings may be held in an external venue in Geneva. The updated list will be presented to the Plenipotentiary Conference (Doha, 2026) as an Information Document with proposed venues and associated costs.
The secretariat will adapt meeting arrangements where feasible as planning assumptions evolve, whilst recognizing that advance venue reservations with corresponding booking policies are necessary to provide continuity and certainty for meetings and delegates.
4.2	Workspace 
The greatest impact of the construction on workspace will be the significant reduction in capacity at headquarters resulting from the decommissioning of Varembé, which accommodates approximately 375 staff.
However, based on assessments undertaken to date including previous relocation planning for the initial headquarters design, staff and functions currently accommodated within that building can be reorganized within the Tower and Montbrillant buildings. 
The reduction in available accommodation will nevertheless place increased pressure on the remaining workspace capacity and require a shift away from predominantly assigned workspaces towards more shared and flexible use of space. Workspace planning for business continuity will build on the work undertaken through the Staff Working Conditions Project, which examined future working practices, hybrid working arrangements and flexible workspace solutions in support of both the headquarters project and interim accommodation requirements. 
At this stage, the proposed continuity approach is based on the following strategies:
•	Relocation of Varembé staff and functions into the Tower and Montbrillant buildings, allowing for predicted construction-related disturbance;
•	Optimization of available accommodation through shared, flexible and multipurpose usage, including desk sharing practices;
•	Continuation of  flexible working arrangements to support efficient use of accommodation and productive working;
•	Standardization and centralized management of workspace, furniture and IT equipment to support shared workspaces;
•	Continued development of the IT infrastructure required to support hybrid and flexible working arrangements;
•	Continued transition towards digitized and paperless ways of working to reduce dependence on physical storage and support shared workspaces;
•	Use of continuity measures and technologies to reduce the impact of construction-related disturbance on productive working.
The detailed workspace model and associated operational measures are under development and will be defined through the business continuity plan. 
4.3	Amenities and services 
The construction period will also affect the services and amenities that support headquarters activities and users. These include security, conference support services, building operations, data networks, catering facilities, social event spaces, and several other functions required to support conference and workspace activities, assist staff and delegates, and maintain the functioning of the campus.
In addition to the reduction in available accommodation, the separation of the campus into two distinct operational sites will affect circulation routes, service delivery models, logistics, access arrangements, and the security perimeter. 
Support services may therefore need to operate with reduced space, revised locations or adapted delivery models, including increased use of digital services and, where appropriate, facilities and services available in the surrounding neighbourhood. A dedicated security concept for the business continuity period will also need to be developed to address the revised campus configuration, access arrangements and operational requirements.
Internal and external events and VIP visits will be maintained where feasible and appropriate but may require earlier planning, stricter prioritization, alternative layouts, adjusted visitor routes, additional security coordination, or use of external venues where on-site arrangements are unsuitable.
The objective is to maintain appropriate support to staff, delegates, and visitors, while recognizing that temporary changes to service delivery models and service levels may be necessary during the construction period.
At this stage, the proposed continuity approach is based on the following strategies:
•	Prioritization of amenities and services essential to the effective operation of the campus and continuation of core activities;
•	Reduction of on-site activities, services and storage requirements where operationally appropriate;
•	Designation of the Tower as the principal operations hub with satellite spaces provided within Montbrillant where required, to reduce duplication and improve operational efficiency;
•	Colocation of interdependent functions, where feasible, to minimize circulation between buildings;
•	Optimization of available accommodation through shared and multipurpose usage;
•	Continued transition towards digitised and paperless processes to reduce demand on storage space.
The detailed measures and operational arrangements for amenities and services are under development and will be defined through the business continuity plan.
5	Financial planning 
Business continuity requirements arising from the aforementioned strategies extend across multiple areas, including adaptation of workspace accommodation, replacement of conference facilities, rental of external venues, IT and audiovisual equipment, security and access-control arrangements, building operations, and other enabling works and support services required to maintain headquarters activities during the construction period.
A preliminary estimate presented to Council 2026 anticipated a requirement for CHF 10.4 M, based on planning assumptions at the time. 
Given the anticipated lack of growth in Union revenues during the 2028-2031 period, together with increasing operating costs, the secretariat concluded that the full cost of business continuity measures could not be absorbed within the proposed financial plan without affecting other planned activities and priorities and proposed that alternate funding sources be identified in parallel with refinement of business continuity requirements.
The Council approved allocations from budget implementation savings, including CHF 0.39 M from 2024 savings (Resolution 1434 (C25)) and CHF 1.50 M from 2025 savings (Resolution 1439 (C25)) to support continuity requirements associated with the construction period. In addition, CWG-FHR was informed that ITU would benefit from a two-year waiver of repayments on eligible real-estate loans previously granted by the Swiss Confederation, with the objective of allocating the resultant CHF 2.78 M savings to the business continuity fund to cover the costs of holding meetings in Switzerland (Document CWG-FHR-22/23), which was approved by Council 2026. As a result, a dedicated Business Continuity Fund totalling CHF 4.67 M at present has been established to support implementation of continuity measures, with CHF 3.17 M dedicated to funding conferencing continuity measures.
A number of supplementary funding sources have also been incorporated into the financial planning assumptions, including the regular budget, the Building Fund, the ICT Capital Fund and the new headquarters premises project. 
Recognising the financial constraints, the secretariat is adopting a risk-based approach to business continuity planning, whereby the resources available are directed towards the areas of greatest continuity risk. Consistent with the overall business continuity strategy and currently available funding, priority will be given to measures required to maintain core activities and essential support services, particularly during periods presenting the greatest risk to continuity. 
As the business continuity plan continues to mature and operational requirements are further defined, the associated funding requirements will be progressively refined and aligned with the available budget envelope. 
6	Governance 
Given that continuity decisions cut across workspace planning, conferencing, security, ICT, facilities management, finance, procurement, communications, and user departments, effective cross-functional governance is required to ensure coordinated planning and implementation.
To support this, the Coordination Committee (CoCo) approved the establishment of a combined Business Continuity Fund and Building Fund Committee, chaired by the Deputy Secretary-General and reporting to the Secretary-General. The committee comprises representatives of BPFMD, FRMD, C&P and ISD, with participation from other parts of the ITU as required. The committee also serves as a working group for the development and implementation of the business continuity plan.
In addition, the headquarters premises project Steering Committee provides senior-level oversight of business continuity planning and readiness and takes decisions on matters requiring strategic direction.
7	Roadmap
The secretariat is currently in the planning phase for the business continuity period. Organizational strategy, preliminary financial planning, and governance have been established as outlined in previous sections. 
The next phase will focus on translating the strategies outlined above into measures and operational arrangements and identifying the resources, dependencies, policies, procedures, and supporting actions required for their implementation. Implementation will be prioritized based on activity criticality as well available budget, time and resource constraints. Risk assessment will also be carried out. 
The resulting business continuity plan will continue to be maintained and refined as the project progresses. 

	2026
	Planning 

	2027
	Preparation and enabling works
Transition to business continuity arrangements

	2028-2031
	Business continuity arrangements in effect

	2031/2032
	Transition out of business continuity arrangements



8	Next steps
The Plenipotentiary Conference is invited to note this document and provide any guidance it considers appropriate.
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Business continuity timeline
	Q1 2027 – Q4 2027
	Enabling works for business continuity

	Q1 2028 – Q3 2028
	Handover of Varembé to contractor and enabling works

	Q4 2028 – Q3 2029
	Demolition and foundation works 

	Q4 2029 – Q2 2031
	Construction of new building

	Q3 2031 – Q4 2031
	Handover and occupation of new building 
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List of planned ITU technical meetings October 2028 to August 2029
	Sector
	Meeting
	Start date
	End date
	Number of rooms

	
	
	
	
	Classroom style
	Boardroom style

	BR
	WP 5D
	27/09/2028
	06/10/2028
	1×250, 2×80
	2×30

	BDT
	Rapporteur Group Meeting (RGM-1)
	02/10/2028
	11/10/2028
	1×100
	1×15

	
	
	
	
	
	

	BR
	Space Sustainability Forum (SSF)
	04/10/2028
	06/10/2028
	1×250
	

	BR
	WPs 4A-B-C
	11/10/2028
	26/10/2028
	1×250, 2×100
	2×30

	BDT
	Rapporteur Group Meeting (RGM-2)
	11/10/2028
	20/10/2028
	1×100
	1×15

	
	
	
	
	
	

	BR
	SG 4
	27/10/2028
	27/10/2028
	1×200
	

	BR
	RRB28-3 
	30/10/2028
	07/11/2028
	1×40
	

	BR
	WPs 1A-B-C
	01/11/2028
	09/11/2028
	1×120, 2×80
	1×30

	
	
	
	
	
	

	BR
	SG 1
	10/11/2028
	10/11/2028
	1×150
	

	
	
	
	
	
	

	BR
	WPs 5A-B-C
	20/11/2028
	29/11/2028
	1×200, 1×120, 1×80, 2×50
	1×30

	BR
	SG 5 
	30/11/2028
	01/12/2028
	1×200
	

	BR
	WRS-28 Plenary
	04/12/2028
	05/12/2028
	1×400
	

	
	
	
	
	
	

	BR
	WRS-28 Workshops
	06/12/2028
	08/12/2028
	2×200, 2×100, 2×60
	1×30

	BR
	New group post RA-27/WRC-27
	11/12/2028
	15/12/2028
	1×250
	1×30

	TSB
	SG12
	10/01/2029
	18/01/2029
	1×150 (opening & closing), 3×30, 2×15, 2×10
	

	TSB
	SG21
	22/01/2029
	02/02/2029
	1×150, 1×30, 2×20, 2×15
	

	TSB
	JVET
	23/01/2029
	30/01/2029
	JVET 1×200, 1×100
	

	BR
	WP 5D
	30/01/2029
	08/02/2029
	1×250, 2×80
	2×30

	TSB
	SG5
	05/02/2029
	13/02/2029
	1×150, 2×50, 3×30, 2×15
	

	
	
	
	
	
	

	BR
	WPs 3J-K-L-M
	19/02/2029
	23/02/2029
	1×100, 2×50
	2×30

	SG
	CWG 29.1
	19/02/2029
	02/03/2029
	1×150, 1×80
	

	
	
	
	
	
	

	BR
	WPs 7A-B-C-D
	26/02/2029
	09/03/2029
	2×80, 2×40
	1×30

	TSB
	SG20
	28/02/2029
	08/03/2029
	1×120 (opening & closing), 3×30, 
2×15, 2×10
	

	BR
	SG 7
	09/03/2029
	09/03/2029
	1×100
	

	BR
	WPs 6A-B-C
	12/03/2029
	22/03/2029
	2×100, 1×60
	2×30

	
	
	
	
	
	

	TSB
	SG2
	12/03/2029
	20/03/2029
	1×100, 2×50 (opening & closing)
	

	TSB
	SG11
	12/03/2029
	21/03/2029
	1×100, 1×30, 6×15
	

	
	
	
	
	
	

	BDT
	Study Group 1
	12/03/2029
	16/03/2029
	1×150
	1×15

	BR
	RRB29-1
	19/03/2029
	23/03/2029
	1×40
	

	BDT
	Study Group 2
	19/03/2029
	23/03/2029
	1×150
	1×15

	TSB
	SG13
	21/03/2029
	30/03/2029
	1×150, 1×50, 3×20, 5×10
	

	BR
	SG 6
	23/03/2029
	23/03/2029
	1×100
	

	
	
	
	
	
	

	BR
	RAG
	26/03/2029
	29/03/2029
	1×100
	

	TSB
	SG17
	04/04/2029
	13/04/2029
	2×150, 2×20, 2×30, 4×50, 1×15, 1×10
	

	BR
	WPs 4A-B-C
	11/04/2029
	26/04/2029
	1×250, 2×100
	

	TSB
	SG15
	16/04/2029
	27/04/2029
	1×30, 2×20, 2×15, 1×200, 1×40, 2×100, 3×50, 3×30
	

	BR
	SG 4
	27/04/2029
	27/04/2029
	1×200
	

	TSB
	SG3
	02/05/2029
	11/05/2029
	1×150, 1×30
	

	BR
	New group post RA-27/WRC-27
	03/05/2029
	10/05/2029
	1×250
	1×30

	BR
	WPs 5A-B-C
	14/05/2029
	24/05/2029
	1×200, 1×120, 1×80, 2×50
	1×30

	TSB
	TSAG 
	14/05/2029
	18/05/2029
	1×200, 1×80
	

	TSB
	SG12
	23/05/2029
	01/06/2029
	1×150 (opening & closing), 3×30, 2×15, 2×10
	

	BR
	SG 5
	25/05/2029
	25/05/2029
	1×200
	

	BDT
	TDAG
	28/05/2029
	01/06/2029
	1×200
	1×30

	BR
	WPs 3J-K-L-M
	28/05/2029
	07/06/2029
	1×100, 2×50
	2×30

	TSB
	SG5
	04/06/2029
	13/06/2029
	1×150, 2×50, 3×30, 2×15
	

	BR
	SG 3
	08/06/2029
	08/06/2029
	1×100
	

	BR
	WPs 1A-B-C
	11/06/2029
	22/06/2029
	1×120, 2×80
	1×30

	SG
	Council-29
	19/06/2029
	29/06/2029
	1×350, 1×100, 1×80
	

	TSB
	SG21
	18/06/2029
	29/06/2029
	1×150, 1×30, 2×20, 2×15
	

	TSB
	JVET
	19/06/2029
	26/06/2029
	1×200, 1×100
	

	BR
	SG 1
	22/06/2029
	22/06/2029
	1×150
	

	BR
	WP 5D
	27/06/2029
	05/07/2029
	1×250, 2×80
	2×30

	BR
	RRB29-2
	02/07/2029
	06/07/2029
	1×40
	

	TSB
	SG20
	16/07/2029
	25/07/2029
	1×120 (opening & closing), 3×30, 2×15, 2×10
	

	BR
	New group post RA-27/WRC-27
	23/07/2029
	27/07/2029
	1×250
	1×30

	TSB
	SG17
	29/08/2029
	07/09/2029
	2×150, 4×50
	2×20, 2×30, 1×15, 1×10
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