

    
        
          The Blueprint - AI Hyperscale Delivery Excellence "Designed for Success"

        

        
        
          Karma Sherab

        

        
          Published by Karma Sherab, 2026.

        

    



  
    
    
      While every precaution has been taken in the preparation of this book, the publisher assumes no responsibility for errors or omissions, or for damages resulting from the use of the information contained herein.

    
    

    
      THE BLUEPRINT - AI HYPERSCALE DELIVERY EXCELLENCE "DESIGNED FOR SUCCESS"

    

    
      First edition. July 25, 2026.

      Copyright © 2026 Karma Sherab.

    

    
    
      ISBN: 978-9360399665

    

    
    
      Written by Karma Sherab.

    

    
      10 9 8 7 6 5 4 3 2 1

    

  



[image: ]

The Blue Print – AI Hyperscale Delivery Excellence “Designed for Success”

Copyright © 2026 by Karma Sherab

All rights reserved.

No part of this publication may be reproduced, distributed, or transmitted in any form or by any means, including photocopying, recording, or other electronic or mechanical methods, without the prior written permission of the author/publisher, except in the case of brief quotations embodied in critical reviews and certain other noncommercial uses permitted by copyright law.

Disclaimer
All data, scenarios, and examples presented in this book are generic, stylized, or based on industry-standard practices. Any resemblance to specific companies, real-world data center facilities, proprietary architectures, or actual events is purely coincidental. The views, techniques, and opinions expressed are solely those of the author and do not reflect the official policy, position, or endorsement of any former or current employer.
Published by Karma Sherab

ISBN No - 978-93-6039-966-5

––––––––
[image: ]


[image: ]





Introduction: The AI Era

In today’s digitally connected world, data centres are not merely facilities but the backbone of modern world. Even a single day delay in a Hyperscale project delivery leads to multimillion dollar loss.

In today’s world, the road to an operational Hyperscale DC is fraught with a mix of unknown constraints like power and water availability, underground discoveries offsite and onsite, commissioning challenges, coordination issues between the General contractor and the OFE vendors and most importantly the scalability of existing design to cater for future AI workloads. Most of the projects fail because of a conventional real estate approach instead of the much-needed Infrastructure Strategy Approach. Traversing through all these challenges and handing over the facility successfully needs a deep understanding, knowledge and experience of End-to-End Life cycle of a Hyperscale 

This book is an honest attempt to share the lessons learnt from being at the battlefront of Hyperscale & Mission Critical project deliveries for close to a decade. I sincerely believe that this book will add some value to anyone interested in knowing the ingredients for a successful Hyperscale DC project delivery.  We need to understand that Data Centre Delivery is more of a Risk Management than a plain Project Management. 

Throughout these chapters, we will move from the "concept" to “reality" We will explore:

	How stakeholder management is crucial to land the power & water supply on time

	Why LOD 350/400 must be the precursor for IFC drawings

	Prioritizing the Underground works below the permanent roads to facilitate the early MEP Capital Equipment Move In to expedite Commissioning

	How to de-link cladding from slab casting to achieve the important “weather tight milestone”

	Why Modular design approach is a sure shot way of compressing the Commissioning window to realise on time successful Hyperscale delivery


My intent is to provide a full proof strategy for realising Business Benefits for any Hyperscale, Colo provider, investor, developer or an executive director. This book is designed to ensure that when the Failure scenarios in IST are activated, the facility not only survives, but it also thrives. 

Welcome to “The Blueprint – AI Hyperscale Delivery Excellence” Designed for Success
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Chapter 1: The Power Feasibility Study: The Importance of Power Availability for Hyperscale projects
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A conventional office building or a commercial mall can survive a utility power supply disruption for a short while without major consequences, however the same with a data centre building will lead to global server downtime resulting in multi million dollars losses. Maintaining the tight stringent annual 99.999% uptime /5.25 minutes downtime for Hyperscale or 99.995% uptime or 26.2 minutes downtime as per Tier IV Uptime requirements for Colocation or developers needs a robust and uninterrupted good quality power with instant back up in case of power outage. The stakes are so high that it necessitates a comprehensive Power Feasibility Study
An unclear future power landscape

Due to the high number of Hyperscale projects being launched, the power requirement remains uncertain for the future due to grid lock constraint. What may seem like a sufficient power availability at a substation now can become a bottleneck 3 years down the line for future scalability requirements. This necessitates securing a future proof Power Quota Agreement with the AHJ (Authority Holding Jurisdiction) to derisk the current facilities and future expansion plans

A timeline for the next 20 years shall preferably form the basis of the PPA Power Purchase Agreement or ESA Energy Supply Agreement with the AHJ for Hyperscale projects. Colocation players may secure agreement based on their business model.

Long Lead Time

Due to the EHV/HV extra high voltage/ high voltage AC requirement for long distance power transmission and safety requirements, the lead time of Power Transformers, Switch gears, VCB vacuum circuit breakers, DTCB dead tank circuit breakers etc can take up to 6-12 months, which may impact the program timeline if not planned well in advance. Unstable geopolitical conditions can further prolong the lead time. 

Recommended Power Availability Timeline

The power is required during the Level 3 commissioning power start-up phase. Therefore, it is ideal to get the permanent power supply at the site 2-3 months before the start of Level 3 commissioning.

Although, temporary power supply can be used during Level 3, it is advisable to avoid due to poor power quality which may damage the sensible permanent equipment.

The Hard Lesson

In one of my projects, there was an anticipated delay of 2 months to obtain permanent power at the site due to delay in offsite cabling works from the nearby substation which was 10 KM away. A temporary power supply was arranged just in time to avoid delay to the CxL3 commissioning. However, the project ran into Cost overrun due to the unplanned expenditure on temporary power supply arrangement.
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“The Right of Way” 

Before the PPA is signed off, a thorough feasibility study on the land ownership rights along the ROW “Right of Way” must be concluded to avoid roadblocks during the offsite power infrastructure works. Offsite works can either be erection of OHT “Over Head Transmission” towers or while laying Underground cables which are used to transmit the power from the local substations to the project site.

The Land Struggle: During one of my projects, mid-way through OHT towers erection, landowners stalled the work at a specific location where the land rights were not transferred to the owner. Although the AHJ eventually facilitated the transfer of rights, three valuable months of the program were lost. 

There was another instance of one of OHT tower’s foundation encroaching into the neighbour’s private land although the surface or ground level drawing showed no problem. The resolution timeline shaved off an additional one month of the project.  A total delay impact of 4 months could have been avoided with a thorough investigation of sovereignty rights before the start of construction works.

Lesson Learned: Technical feasibility alone is not sufficient; Sovereign Ownership Management needs to be taken care too. 

The Vendor Selection

The efficiency of power infrastructure work depends on the vendor’s procurement capability and management of long lead items, prior knowledge and understanding of AHJ’s works procedure and effective liaising with the AHJ for on time quality, work and safety approvals to facilitate early completion of works. 

Executive Summary: 

To navigate these blockers, the Project director must engage early with the AHJ during conceptualization stage and lobby for the project power arrangement, ensure appropriate vendor selection and thoroughly verify the sovereign rights of ROW.
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Chapter 2: Getting the Right Combination: How to get the right combination of the indispensable "Power-Water-Land-Bandwidth" in markets like India and SEA
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Due to high compute power requirement of AI server racks (+100kW), Power is the most crucial factor in site selection. Because of the increasing strain on the power grid network, governments prefer Hyperscale and Colocation ventures who can arrange their own power. Land is relatively easy to get for a Hyperscale project than power, yet projects keep getting delayed due to improper site selection. A site selection is not only about getting the commercials right but getting it technically right. Getting telecom ISP connection providers is relatively easier than all the other three constraints. However, ensuring the right amount of redundancy becomes more challenging. Ideally, it is preferred to have at least 2 or 3 separate ISP companies’ fibre infrastructure near the proposed Hyperscale project site as a back-up during disruptions. Water is essential for cooling of heavy AI compute loads due to its higher thermal efficiency than air. Adoption of water-cooled chiller system is preferred due to its lesser OPEX cost, higher efficiency and lesser maintenance cost despite its complex design involving cooling towers and extensive piping. However, in water stressed market like India, this becomes difficult and we may have to opt for Air cooling system. Malaysian Data Centre surge has started straining its water resources. At the time of writing of this book, MIDA Malaysian Industrial Development Authority has started prioritizing approval of AI Data Centre proposals to avoid strain on existing power and water infrastructure. 

It is important to look at some of the government decisions regarding DC

	In late 2025, the Malaysian govt cautioned against Phantom power demand. Hyperscale and developers were found using only 47% of their maximum demand load.

	A directive by the Ministry of Investment, Trade and Industry (MITI) now requires data centres to meet 85% of their declared maximum demand to prevent unused power straining up the power infrastructure

	TNB (Tenaga Nasional Berhard), Malaysian Electricity Board has now reduced the data centre power connections approval timeline from 36 months to 12 months 
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