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Consultancy services: strategic transformation of the UPU headquarters building

Specifications for the multidisciplinary design team
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[bookmark: _Toc223424111]1	Introduction

[bookmark: _Toc222746517][bookmark: _Toc223424112]1.1	Project overview

The UPU is launching an open call for tenders to select a multidisciplinary design team for the comprehensive transformation of its headquarters building, located in Berne, Switzerland. This strategic project is aimed at modernizing the premises to meet contemporary operational, functional and sustainability standards, ensuring a future-proof working environment.

The project shall be executed in strict accordance with the normative phases defined by the Swiss Society of Engineers and Architects (SIA). The UPU has not yet determined whether the optimal solution would be (a) complete renovation and modernization of the existing structure or (b) demolition and the construction of a new building. Consequently, the tender process is structured to meticulously evaluate both options.

[bookmark: _Toc222746518][bookmark: _Toc223424113]1.2	Project objectives and process

The Vendor shall guide the UPU through a structured decision-making and design process, as follows:
SIA phase 1: strategic definition and preliminary studies
Conduct a comprehensive analysis of the UPU’s current and future needs
Execute parallel preliminary studies for two distinct options:
option A: major renovation and modernization of the existing building
option B: demolition and construction of a new building on the site
· Provide a preliminary qualitative and quantitative comparison of both options
SIA phase 2: concept design and option validation
Develop conceptual designs for both options A (renovation) and B (new construction)
Refine the functional programme, spatial organization and aesthetic direction for each
Present a justified and detailed cost estimate for each option, with a target accuracy of ±30%
At the conclusion of phase 2 and based on the submitted concepts, budgets and recommendations, the UPU shall select a single option for further development
[bookmark: _Toc222746519]
[bookmark: _Toc223424114]1.3	Description of the UPU headquarters building

The current UPU building is located at Weltpoststrasse 4, 3015 Berne. Inaugurated in 1970, it serves as the international headquarters of the United Nations specialized agency responsible for coordinating postal policies worldwide.

While serving its purpose in functional terms, the building now presents challenges with regard to ageing technical infrastructure, evolving workplace standards, energy efficiency, and the need for enhanced collaborative and secure spaces. The aim of this project is to address these limitations, while respecting the building’s significance within the “international district” of Berne and complying with all applicable local regulations and heritage considerations.

[bookmark: _Toc222746520][bookmark: _Toc223424115]1.4	Project location and authority context

The project is located in Berne, Switzerland. The Vendor shall therefore be familiar with:
–	Berne’s building codes and regulations;
–	Berne’s planning processes;
–	Berne’s heritage protection requirements (if applicable);
–	Local utility providers and connection requirements;

The Vendor shall have the capacity to ensure full communication with the local authorities in German, without prejudice to the requirement that English and/or French shall be used by the Vendor in all communications to the UPU with respect to the performance of the services.
[bookmark: _Toc222746521]
[bookmark: _Toc223424116]2	Scope of work

The activities outlined herein constitute a proposed list of the work to be performed by the Vendor’s design team in order to deliver the specified deliverables. The Vendor is responsible for reviewing the list and outlining any additional activities necessary for successful delivery of the project.

This scope covers all disciplines required to deliver a complete design service, including but not limited to architectural and engineering design, landscaping, interior fit-out studies, cost estimation, scheduling, sustainability consulting, and the preparation of tender specifications.

The following services are described with respect to the SIA normative phases. The key deliverables for each SIA module are specified in the table below.

Mandatory dual-option analysis

From the outset, the Vendor shall develop and analyze two fundamental strategic alternatives in parallel, namely:
option A: comprehensive renovation and modernization of the existing building; and 
option B: demolition and construction of a new building.

The objective is to deliver a clear and data-driven comparison to inform the UPU’s final project selection at the end of phase 2.

Tenant coordination and moving plan

The building currently accommodates five tenants. Disruption to their daily operations must be strictly avoided or minimized to the greatest extent possible.

The Vendor shall therefore develop a comprehensive phasing and relocation (moving) plan designed to maintain operational continuity, in coordination with the tenants’ functional and logistical requirements.
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[bookmark: _Toc223424117]Detailed service description by SIA phase and module

	SIA phase
	SIA module
	Module name
	Detailed description of required services and tasks
	Key deliverables and outputs

	1
	101
	Analysis of existing status
	Conduct a comprehensive analysis of the current UPU headquarters building and site
Structural condition: evaluate load-bearing structures and foundations, and identify any degradation or weaknesses
Technical installations: assess all existing MEP systems (HVAC, plumbing, electrical), lifts and building automation for performance and obsolescence
Spatial and functional audit: analyze spatial efficiency, layout flexibility and functional obsolescence against modern workplace standards
Regulatory compliance: assess compliance with current Swiss codes (SIA, fire, safety, seismic) and Berne building regulations
Operational cost analysis: review historical energy, water and maintenance costs
Site and context analysis: evaluate topography, geotechnical aspects, utility connections, accessibility and relationship to the surrounding “international district” of Berne
Heritage and planning review: analyze the building’s cultural significance, review regional planning (Nutzungsplanung) and environmental factors
Legal and property review: review the legal framework, property status, easements and rights of way
	Existing status analysis report
Detailed document summarizing the condition, performance and constraints of the current building and site
Including annotated drawings, photo surveys, compliance gap analysis and a summary of operational data

	1 (cont.)
	102
	Needs analysis
	Work intensively with UPU stakeholders to define and validate detailed project requirements
Functional and spatial programme: establish a detailed quantitative and qualitative spatial programme (net/gross areas, adjacencies, room data sheets)
Technical requirements: define requirements for IT, security (including UN security standards), audiovisual and building management systems.
Sustainability and energy goals: define target sustainability certification level (e.g. Minergie, LEED) and energy key performance indicators (KPIs) in consultation with the UPU
Performance specifications: create a list of client needs for building use, operation and facility management
Architectural and comfort goals: define desired architectural character, spatial quality and performance levels for thermal, acoustic and visual comfort
Life cycle and economic goals: define life cycle cost targets and overall project budget expectations
	Stakeholder needs and requirements report
Including the definitive spatial programme and performance requirement specifications

	
	103
	Objectives
	Summarize the analyses from modules 101 and 102 to define the project’s core strategic vision
Establish measurable project KPIs (cost, schedule, quality, sustainability, functionality)
Define strategic goals for the building’s medium- and long-term maintenance and adaptability
Specify the required comfort levels and desired site characteristics
	Project objectives and strategic brief
Document outlining the validated vision, KPIs and high-level strategic goals to guide both options

	1 (cont.)
	104
	Initial options
	Develop and present two distinct strategic options: option A (major renovation) and option B (new construction)
For each option, provide a preliminary architectural and volumetric approach (massing studies)
For each option, provide an order-of-magnitude cost estimate (±40% accuracy)
For each option, provide a high-level project schedule, including potential relocation phases for option A
Identify key challenges, opportunities and major risks for each option (e.g. hidden defects in renovation, planning risks for new build)
Outline relevant legal and permitting constraints for each path
Analyze the impact on the UPU’s business continuity for each scenario
	Initial options study report
Document containing side-by-side analysis, preliminary concepts, cost ranges, schedules, risk assessments and an initial comparison of renovation vs new construction options

	
	105
	Phase 1 documentation
	Compile all foundational data, study results and decisions into a final, consolidated report
Document the approved project strategic brief
Formally present the two strategic options for the UPU’s consideration
Define the required budget and schedule for subsequent phase 2 (preliminary studies)
	Phase 1 final report and mandate for phase 2
Integrated report serving as the formal instruction to proceed with parallel feasibility studies for both options in phase 2

	2
	200
	Operations management in phase 2
	Lead and coordinate the full consultancy team throughout phase 2
Establish a project quality plan, including a design responsibility matrix, communication plan, and change management process
Develop and implement the BIM execution plan
Establish and maintain the common data environment for all project documentation
Guide the UPU through the necessary decision-making process for this phase
	Project execution plan for phase 2
BIM execution plan v1.0
Activated common data environment

	2 (cont.)
	201
	Objectives and constraints
	Conduct a detailed review and quantification of all project objectives from phase 1, applied specifically to both options A and B
Precisely determine the building’s intended use and mode of operation for each option
Re-examine and detail all constraints: urban planning, environmental, legal, heritage, budget magnitude and key deadlines
	Validated objectives and constraints register
Detailed, updated and quantified list of all project parameters for both options

	
	202
	Baseline documents for phase 2
	Gather, verify and organize all essential reference documents for the site and existing building, including legal documents, utility plans, land registry plans, existing as-built drawings, previous survey reports and geotechnical data
	Phase 2 baseline documents dossier
A compiled and indexed set of all reference documents, uploaded to the common data environment

	
	203
	Feasibility studies
	For both options A and B, develop coherent conceptual designs
Illustrate interaction between function, operation, structure and technical systems
Assess the project’s impacts on urban planning, the environment and the socio-cultural context for each option
Prepare a preliminary fire safety strategy report for each option
Evaluate benefits, risks and overall viability
Conduct value engineering workshops to identify optimization potential
Organize a sustainability definition workshop with the UPU to finalize certification targets
Liaise with Berne’s local authorities (including Bauamt Berne, Denkmalpflege Berne, Energieamt Berne) to ensure that the project adheres to all applicable regulations and standards (all communications with local authorities to be conducted in German)
Provide a clear and justified professional recommendation on the preferred option
	Comparative feasibility study report
Including conceptual drawings for both options, impact assessments, viability analysis, fire safety strategy, sustainability targets and a formal recommendation to the UPU
BIM LOD 200 for each option

	2 (cont.)
	204
	Financing study
	Calculate the total project cost for each option, including construction, soft costs and owner-direct costs
Identify potential financing methods and their implications
Establish a high-level cash flow projection
	Financial feasibility and financing options report
With comparative cost models and cash flow projections for each option

	
	205
	Development of programme (brief)
	Translate the confirmed objectives and the UPU’s chosen approach (post-decision) into a detailed, fixed technical programme
Describe the expected performance, envisaged design concept, mode of use and architectural principles
Define requirements for construction, technical installations and quality standards
	Approved project programme (specifications)
Definitive technical brief for the selected single option, signed off by the UPU

	
	206
	Phase 2 documentation
	Compile all baseline data, results and final decisions from the preliminary studies into a comprehensive report
Formally document the selected option, its approved project programme, budget (±30% accuracy) and master schedule
	Phase 2 final report and decision package
Including the approved programme, cost estimate at ±30% accuracy, master schedule and formal mandate to proceed to the next phases for the selected option
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Other requirements

While excluded from direct design responsibility, the Vendor shall:
Provide a stage 3 deformation-based seismic analysis for the entire building (office and annex, including connecting structure);
Provide all necessary visual, spatial, technical and interface requirements; 
Coordinate with UPU-appointed specialized suppliers during design integration;
Review and approve interface aspects of separately procured designs for compatibility with baseline building systems.

Exclusions from the Vendor’s scope (unless separately instructed)

Detailed design and specification of IT infrastructure (networking, hardware, servers) and audiovisual systems
Archaeological excavations

Note on other contractors of the UPU

The UPU may issue separate calls for tenders for the design and implementation of IT infrastructure and audiovisual systems. 

As instructed by the UPU, the Vendor shall coordinate with the UPU’s other contractors, including those that may be engaged through the aforementioned separate calls for tenders.


[bookmark: _Toc223424118]3	Project schedule

To demonstrate a complete understanding of this accelerated programme and its critical success factors, Bidders are required to develop and submit an initial high-level project schedule as a core component of their tender.

This schedule is not merely a procedural formality; it is a critical tool to evaluate Bidders’ comprehension, methodological quality and operational rationality. The evaluation shall focus on:
Comprehension: how clearly the schedule reflects the fixed deadlines, the required parallel development of options, and the intense, sequential phase following a decision by the UPU;
Rational and proactive approach: quality and logic of the proposed workflow, including key milestones, interdependencies and built-in buffers for reviews and authority approval processes;
Dedicated resource commitment: demonstration of a resourcing plan – including identified key personnel and management protocols – that is explicitly aligned with and dedicated to achieving the defined deadline.

The rationale, clarity and feasibility of this schedule shall be significant factors in the award process, as this provides evidence of the Bidder’s ability to plan and execute within the project’s stringent constraints from the outset.

Fixed deadlines

All deliverables for phase 2 (Preliminary studies), including the final comparative analysis report and a justified cost estimate (±30% accuracy), shall be submitted by 28 February 2027.

Key implications for project execution

i	Accelerated and parallel front-end loading: in order to meet the phase 2 deadline of early 2027, the immediate and parallel development of both strategic options (renovation and new construction) is required from the outset.
ii	Focused sequential development post-decision: the period from February to August 2027 will be exclusively dedicated to development of the single selected option.
iii	Critical dependencies for success: achievement of this schedule is contingent upon immediate mobilization, efficient review cycles and proactive liaison with authorities.


[bookmark: _Toc223424119]4	Project organization

Bidders shall submit a detailed project organization chart (organigramme) with accompanying description that clearly demonstrates their proposed structure for the execution of all design-related activities.

The proposal shall provide details of a multidisciplinary design team capable of handling the full scope of work. The organigramme shall clearly define:
Core roles and leadership: identify the design manager/coordinator and the lead experts for each required discipline, ensuring clear lines of authority and technical responsibility;
Team composition and specialization: outline the proposed team structure, including senior architects, engineers (structural, MEP), CAD/BIM specialists and all necessary expert consultants (e.g. sustainability, acoustics, security, safety, environment);
Interface and coordination protocol: provide details of the operational model, specifying the collaboration and reporting lines between the core design team, the on-site project manager, the client (UPU, including its Project Board), local consultants and relevant authorities;
Design responsibility matrix: provide a clear matrix defining the roles and responsibilities of each team member and sub-consultant for each design discipline and project phase.


[bookmark: _Toc223424120]5	Language

The working languages for communication between the UPU and Bidders shall be English and/or French. All reports produced by the design team for the UPU shall be in English or French, unless otherwise agreed.

In addition, the Vendor shall have the capacity to ensure full communication with the local authorities in German.


[bookmark: _Toc223424121]6	General conditions and clarifications

[bookmark: _Toc223424122]6.1	Legal notice and project governance

This document describes the proposed scope of work for the selection of a design team for the UPU headquarters renovation project. The information herein is indicative and may be subject to clarification or modification during the tender process, as mentioned in section 2.19 of the Call for tenders.

The activities outlined herein constitute a proposed list of the work to be performed by the Vendor’s design team in order to achieve the stated deliverables. The Vendor shall be responsible for identifying and proposing any additional activities necessary for the successful completion of the project. This document does not constitute an authorization to proceed with any work. The Vendor shall commence authorized activities only upon receipt of a formal written instruction from the UPU, subject to the conclusion of the relevant contract.

[bookmark: _Toc223424123]6.2	Project information and data management

The Vendor shall review all information provided by the UPU and integrate it into project development.

The Vendor shall be responsible for interpreting all data, drawings and reports provided by the UPU, and shall notify the UPU promptly of any discrepancies or ambiguities.

The Vendor shall establish, manage and maintain a secure Swiss common data environment or digital project platform for the sharing of all documents, version control and communication between itself and the UPU. This platform shall include a formal request for information process and a document approval workflow.

[bookmark: _Toc223424124]6.3	Project requirements and design brief

Building upon the initial project objectives, the Vendor shall refine the detailed project requirements in consultation with UPU stakeholders. This includes functional, spatial, technical, security, sustainability and aesthetic requirements.

The Vendor shall develop a comprehensive design brief (specifications) that captures the validated project vision, goals, scope and programme. Drafts shall be submitted to the UPU for review and approval at key phases.

[bookmark: _Toc223424125]6.4	Project execution and quality plans

The Vendor shall submit a detailed project quality plan at the start of phase 2. This plan shall include:
a design responsibility matrix;
a communication management plan detailing stakeholders, information types, distribution frequency and meeting schedules;
a change management process for handling changes to requirements or scope;
a design tracker to monitor all deliverables, submissions, revision status and UPU review comments;
a risk management plan, including a live risk register, to be updated and reviewed with the UPU on a monthly basis.

[bookmark: _Toc223424126]6.5	Building information modelling

Building information modelling (BIM) shall be implemented for this project in accordance with the detailed requirements set out in Annex 3 (BIM information requirements).

6.5.1	Purpose of Annex 3

Annex 3 defines the UPU’s BIM information requirements as applicable to this tender. It forms an integral part of the tender documentation. It establishes:
the BIM governance framework;
roles and responsibilities;
level of development (LOD) and level of information (LOI) per SIA phase;
model structuring principles and work breakdown structure alignment;
common data environment requirements;
exchange formats and interoperability requirements (including IFC 4.3);
model validation, clash detection and quality control procedures;
information security and data protection obligations;
digital information delivery and handover requirements.

6.5.2	Vendor’s obligations

The Vendor shall:
review Annex 3 in detail and confirm compliance in its tender;
submit a BIM execution plan at the start of SIA phase 2, demonstrating how the requirements set out in Annex 3 will be implemented;
allocate qualified BIM management resources as defined in Annex 3;
establish and manage a common data environment;
ensure that all model exchanges are delivered in IFC 4.3 format as specified;
implement coordination, validation and clash detection workflows in accordance with Annex 3;
deliver digital models and associated information at each project milestone as defined in Annex 3.

[bookmark: _Toc223424127]6.6	Meetings and coordination

The Vendor shall organize, lead and document all project meetings according to an agreed schedule, including:
regular progress meetings (bi-weekly or monthly);
formal design review meetings at the conclusion of each major phase;
stakeholder coordination workshops;
liaison meetings with authorities (meeting minutes to be issued within three working days).

[bookmark: _Toc223424128]6.7	Resources, exclusions and optional services

The Vendor shall provide, at its own expense, all necessary tools for service delivery, including:
all hardware, software (CAD/BIM, scheduling, office suites) and computing equipment;
mobile communication;
personal protective equipment for site visits.

Artwork and specialized IT/audiovisual system design, beyond integration consulting, are explicitly excluded from this design mandate unless otherwise instructed.

The Vendor may be asked to provide a cost estimate for optional services, such as a detailed light modelling or specialized acoustic modelling.

[bookmark: _Toc223424129]6.8	Cost management and budget adherence

The Vendor shall be responsible for ensuring that all design solutions remain within the approved budget. If cost estimates exceed the budget at any phase, the Vendor shall immediately propose redesign alternatives at no additional cost. Value engineering shall be conducted at each phase to optimize costs, functionality and sustainability.


[bookmark: _Toc223424130]7	Detailed SIA phase services

[bookmark: _Toc223424131]7.1	Phase 1: strategic definition and preliminary studies

Objective: To establish the project’s strategic foundation and conduct parallel feasibility studies for both options A (renovation) and B (new construction).

Key services and deliverables

Module 101 – Analysis of existing status: comprehensive analysis of the current building and site, including structural condition, technical installations, spatial efficiency, compliance, operational costs, site conditions and legal framework
Module 102 – Needs analysis: work with UPU stakeholders to define detailed functional, technical and qualitative requirements, and establish a detailed spatial programme and performance specifications
Module 103 – Objectives: summarize analyses to define the project’s core vision, KPIs and strategic goals
Module 104 – Initial options: develop and present two distinct strategic options (A and B) with preliminary architectural approaches, order-of-magnitude cost estimates, high-level schedules, risk assessments and legal constraints
Module 105 – Phase 1 documentation: compile all foundational data into a final report, including the approved project brief and the mandate to proceed to phase 2


Additional required analysis (integrated into modules 101–104)

Impact on the UPU’s business continuity plan during renovation/construction
Preliminary fire safety strategy
Initial sustainability pre-assessment for alignment with certification targets (e.g. Minergie)
Business continuity management plan: develop a comprehensive strategy for minimizing operational disruption, including phasing, relocation, temporary services and stakeholder communication

[bookmark: _Toc223424132]7.2	Phase 2: concept design and option validation

Objective: To develop coherent conceptual designs for both options, enabling the UPU to select a single preferred option based on detailed comparative analysis.

Key services and deliverables

Module 200 – Operations management in phase 2: lead and coordinate the consultant team, establish workflow and guide the UPU through the decision-making process
Module 201 – Objectives and constraints: qualitatively and quantitatively review client objectives and project constraints for both options
Module 202 – Baseline documents for phase 2: gather and prepare all essential reference documents for the site and existing building
Module 203 – Feasibility studies: for both options, develop coherent conceptual designs, assess impacts (planning, environmental, socio-cultural), evaluate viability and provide a clear professional recommendation
Module 204 – Financing study: calculate total project cost for each option, identify potential financing methods and evaluate overall economy
Module 205 – Development of programme (brief): translate the confirmed objectives and the UPU’s chosen approach into a detailed technical programme (brief) for the selected option
Module 206 – Phase 2 documentation: compile all results into a comprehensive report, including the approved programme, cost estimate at ±30% accuracy, master schedule and formal mandate to proceed to phase 3 for the selected option

Additional required activities

Value engineering process to optimize solutions
Sustainability workshop to refine design against targets
Liaison with authorities to ensure alignment with local regulations
Business continuity plan to ensure the continuity of operations during the site work.

[bookmark: _Toc223424133]7.3	Drawing requirements by phase

Phase 1 (strategic definition)

Scale: 1:500, 1:200
Format: A3, PDF, DWG

Required drawings

1.01 Site location plan
1.02 Existing building plans (all floors)
1.03 Existing building sections
1.04 Existing elevations
1.05 Site analysis diagrams
1.06 Massing studies (options A and B)
1.07 Conceptual layouts

Phase 2 (concept design)

Scale: 1:200, 1:100
Format: A2, PDF, Revit/DWG

Required drawings (for each option)

2.01 Conceptual floor plans
2.02 Building sections
2.03 Elevation studies
2.04 3D views/renders
2.05 Site development plan
2.06 Landscape concept
2.07 MEP schematic diagrams
2.08 Structural concept diagrams
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