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Executive Project Summary

Project Overview

Project Name: Al Infrastructure Water Sustainability Transformation
Project Duration: 90 days (Phase 1) + 18 months (Full Implementation)
Total Budget Range: $5M - $50M (facility-dependent)

Expected ROI: 30-50% operational cost reduction, 2-5 year payback

Strategic Objectives
1. Reduce water consumption by 50-90% through advanced cooling technologies
2. Achieve regulatory compliance across all jurisdictions by 2026
3. Establish operational resilience in water-stressed regions
4. Position for competitive advantage in sustainable Al operations

5. Generate $2M+ annual savings per T0MW facility

Success Criteria

e v WUE < 1.1L/kWh achieved

e  Zero operational disruptions during transition

v Full regulatory compliance maintained

v 90%+ stakeholder satisfaction

v Project delivered on time and within budget

Project Charter

Business Case Summary

Current State Risks:

Water consumption: 8.1B gallons annually (industry)

Regulatory fines: Up to $1M annually

Operational restrictions: 60% capacity in drought

Market valuation impact: $100M+ potential loss



Future State Benefits:

Project Scope

In Scope:

Water reduction: 80-90%
Cost savings: 86% cooling expenses

Compliance: Exceed all requirements

* Assessment of all data center facilities

¢ Technology selection and procurement

¢ Pilot implementation (1-2 facilities)

e Team training and certification

e Monitoring system deployment

e Regulatory compliance documentation

Out of Scope:

Office space cooling

Non-Al computing infrastructure
Building HVAC systems

Manufacturing facilities

Competitive advantage: Top quartile positioning

Key Stakeholders

r Role Name Responsibility Influence
Executive Sponsor [CTO/VP Infrastructure] Strategic decisions, budget approval High
Project Manager [Name] Day-to-day management, coordination High
Technical Lead [Name] Technology selection, implementation High
Facilities Director [Name] Infrastructure integration Medium
Finance Lead [Name] ROI tracking, budget management Medium
Sustainability Officer [Name] ESG reporting, compliance Medium

90-Day Sprint Plan (Phase 1)

Week-by-Week Breakdown
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"~ Weeks 1-2: Discovery & Assessment




Objectives:

e Complete comprehensive facility audits
e Establish baseline metrics

e |dentify quick wins

Key Activities:
Day Activity Owner Deliverable
1-2 Kickoff meetings PM Project charter signed
3-4 Facility audits begin Tech Lead Audit checklist deployed
5-6 Water usage data collection Facilities Baseline metrics report
7-8 Risk assessment completion PM Risk register v1.0
9-10 Quick wins identification All Quick wins list
Milestone: Baseline Assessment Complete v
“> Weeks 3-4: Analysis & Planning
Objectives:
e Evaluate technology options
e Develop implementation strategy
» Secure stakeholder buy-in
Key Activities:
Day Activity Owner Deliverable
11-13 Technology vendor demos Tech Lead Vendor evaluation matrix
14-15 Site selection for pilot PM Pilot facility selected
16-17 Financial modeling Finance ROI projections
18-19 Stakeholder presentations PM Approval secured
20 Planning workshop All Implementation plan v1.0

Milestone: Implementation Strategy Approved v

*> Weeks 5-6: Design & Procurement
Objectives:

 Finalize technical designs

e Initiate procurement process




e Prepare infrastructure

Key Activities:

[ Day Activity Owner Deliverable
21-23 Technical design finalization Tech Lead Design documents
24-25 RFP/RFQ issuance Procurement Vendor RFPs sent
26-27 Infrastructure prep planning Facilities Prep work schedule
28-29 Training plan development HR/Tech Training curriculum
30 Design review & approval All Approved designs

Milestone: Procurement Initiated v/

"~ Weeks 7-8: Preparation & Training
Objectives:

e Complete infrastructure preparations
¢ Train implementation teams

¢ Finalize deployment plans

Key Activities:

[ Day Activity Owner Deliverable
31-33 Vendor selection & contracting PM/Legal Signed contracts
34-35 Infrastructure modifications Facilities Site ready for install
36-38 Team training sessions Tech Lead Certified teams
39-40 Deployment planning finalized PM Deployment runbook

Milestone: Teams Trained & Ready v

*> Weeks 9-10: Pilot Deployment

Objectives:

¢ Deploy pilot cooling system
¢ Validate performance metrics

e Document lessons learned

Key Activities:




Day

Activity Owner Deliverable
41-43 Equipment installation Vendor/Tech Installed systems
44-45 System commissioning Tech Lead Operational system
46-47 Performance testing QA Team Test results
48-49 Optimization & tuning Tech Lead Optimized performance
50 Go-live decision Sponsor Go/No-go approval

Milestone: Pilot System Operational v

"~ Weeks 11-12: Optimization & Scale Planning

Objectives:

e Optimize pilot performance

e Document best practices

¢ Plan full-scale rollout

Key Activities:
Day Activity Owner Deliverable
51-53 Performance monitoring Operations Performance report
54-55 Issue resolution Tech Lead Issues log closed
56-57 Documentation completion PM Project documentation
58-59 Scale-up planning All Phase 2 plan
60 Executive presentation PM/Sponsor Phase 2 approval

Milestone: Phase 1 Complete, Phase 2 Approved v
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Resource Allocation Matrix

Human Resources Plan

Core Team Structure




Role FTE Duration Skills Required Cost
Project Manager 1.0 90 days PMP, Data center experience $45,000
Technical Lead 0.75 90 days Cooling systems, Infrastructure $35,000
Infrastructure Architect 0.5 60 days DC design, Liquid cooling $25,000
Operations Engineers 4@05 90 days DCCA certified, HVAC $60,000
Business Analyst 0.5 45 days Financial modeling, ROI $15,000
Change Manager 0.5 90 days Organizational change $20,000
Quality Assurance 0.25 30 days Testing, Validation $10,000
Total Human Resource Cost: $210,000
Extended Team Support
Function Hours When Needed Cost
Legal/Contracts 40 Weeks 3-4, 7-8 $10,000
Procurement 60 Weeks 5-8 $8,000
Communications 30 Throughout $5,000
Executive Time 20 Key milestones $15,000
Skills Matrix & Training Plan
Skill Area Current State | Required State | Training Plan Timeline
Liguid cooling operations Basic Advanced Vendor certification Week 7-8
WUE optimization None Proficient Online course + workshop Week 3-4
Regulatory compliance Moderate Expert Compliance training Week 5-6
Project management Proficient Expert Agile/Scrum for infrastructure Week 1-2
Change management Basic Proficient PROSCI fundamentals Week 3-4
Budget Allocation
Phase 1 (90-Day) Budget
Category Budget Range Allocation Notes
Human Resources $200K-250K Fixed Core team + support
Pilot Infrastructure $500K-2M Variable Facility-dependent
Technology/Software $50K-100K Fixed Monitoring, tools
Training & Certification $25K-50K Fixed Team development
Consulting/External $75K-150K Variable Specialized expertise
Contingency (15%) $130K-400K Reserve Risk mitigation
Total Phase 1 $980K-2.95M




Full Implementation Budget (18 months)

Phase Timeline Budget Range Key Activities

Phase 1 (Pilot) Months 1-3 $1-3M Assessment, pilot, planning
Phase 2 (Expansion) Months 4-9 $5-15M 2-3 facility rollout

Phase 3 (Scale) Months 10-15 $10-25M Full deployment

Phase 4 (Optimize) Months 16-18 $2-5M Optimization, automation
Total Program 18 months $18-48M

Risk Register & Mitigation Plans

Risk Assessment Matrix
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@ critical Risks (High Impact, High Probability)

Risk
Risk Description Impact Probability | Mitigation Strategy Owner Status
ID
Operational disruption Phased deployment, Tech
ROO1 ) $5M loss 40% Active
during cutover redundancy Lead
Technology doesn't Project Extensive POC,
R0O02 25% PM Active
meet specs failure performance bonds
Water restrictions 60% Accelerate timeline,
RO03 ) 35% o Sponsor | Monitor
worsen capacity prioritize sites
Major Risks (High Impact, Medium Probability)
RiSk . . . ope e .
Risk Description Impact Probability | Mitigation Strategy Owner Status
ID
20% Phased approach, clear
ROO4 | Budget overrun ) 30% Finance Active
increase scope
3-month Retention plan,
RO05 Key staff turnover 20% HR Active
delay knowledge transfer
Vendor delivery 2-month Multiple vendors, buffer
RO06 25% Procurement | Monitor
delays delay time

@ Minor Risks (Low Impact or Low Probability)




Risk

Risk Description | Impact Probability | Mitigation Strategy Owner Status
ID
Regulatory Rework Regular monitoring,
ROO7 ) 15% L Legal Monitor
changes required flexibility
Integration 1-month Proof of concept, vendor )
RO08 30% Tech Lead | Active
challenges delay support
Stakeholder Slow Change management, Change
RO09 ) ) 25% o Active
resistance adoption communication Mgr
</div>

Risk Response Strategies

For Each Critical Risk:

R0OO01: Operational Disruption

¢ Preventive Actions:

e Implement N+1 redundancy during transition

e Schedule changes during maintenance windows

e Create detailed rollback procedures

e Contingency Plans:

e Emergency response team on standby

e Backup cooling capacity available

e Communication plan for customers

e Triggers:

e Temperature exceeds threshold

e System performance degrades

e Unexpected errors occur

R002: Technology Performance

¢ Preventive Actions:

e Extensive proof-of-concept testing

e Performance guarantees in contracts

e Multiple vendor evaluation

e Contingency Plans:

e Alternative technology ready

e Hybrid approach possible




e Performance escalation path

» Triggers:

e POC results below expectations

¢ Vendor technical issues

» Specification changes

Risk Monitoring Dashboard

Metric Target Current Trend Action Required
Active risks <5 6 (7] Review meeting needed
Critical risks 0 3 > Mitigation focus
Risk reserve used <50% 15% (7 Monitor spending
Issues from risks <2/month 1 (] Maintain vigilance

Change Management Playbook

Change Impact Assessment

Organizational Readiness Score
Dimension Score (1-5) Target Gap Priority Actions
Leadership Commitment 35 4.5 -1.0 Executive workshops
Technical Capability 2.5 4.0 -1.5 Intensive training
Cultural Alignment 3.0 4.0 -1.0 Communication campaign
Resource Availability 4.0 4.0 0 Maintain support
Change History 3.0 35 -0.5 Build on successes
Overall Readiness 3.2 4.0 -0.8 Comprehensive plan

Stakeholder Engagement Strategy

Power-Interest Grid
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High | MANAGE CLOSELY
| « Executive Sponsor | - Board Members

| « CFO

P | - Facilities Director | - Customers

O | |

W

| + IT Operations Mgr

| KEEP SATISFIED

E | KEEP INFORMED
R | - DC Engineers

| MONITOR
| - Vendors
| + Sustainability Team | - Industry Analysts

Low | - Other IT Staff
|

| - General Employees

Low
INTEREST

High

-
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Communication Plan

Communication Matrix

Audience Message Focus Channel Frequency | Owner
Executives ROI, Risk mitigation Board presentations, 1:1s Monthly PM

IT Operations | Technical benefits, Training Team meetings, Workshops Bi-weekly Tech Lead
Facilities Infrastructure changes Joint sessions, Email Weekly Facilities Dir
Finance Cost savings, Budget Reports, Reviews Monthly Finance Lead
All Staff Progress, Success stories Town halls, Intranet Monthly Change Mgr

Key Messages by Stakeholder Group

For Executives:

e "Transform crisis into competitive advantage"

e "30-50% operational cost reduction with 2-5 year ROI"

e "Lead the industry in sustainable Al operations"

For Technical Teams:

e "Latest cooling technology enhances performance"

e "Simplified operations with advanced automation"

e "Career growth through cutting-edge skills"

For Finance:

e "$2.1M annual savings per 10MW facility"




e "Access to green financing at better rates"

e "Protect against future water cost increases"

Resistance Management

Common Resistance Points & Responses

Resistance Type Root Cause Mitigation Strategy Success Metric
. . Fear of new Hands-on demos, peer

Technical skepticism 90% team confidence
technology testimonials

Operational ] ] Zero unplanned
Disruption fears Phased approach, redundancy

concerns outages

Financial pushback Large investment Clear ROI, phased funding CFO approval

Change fatigue Too many initiatives Link to strategy, quick wins 80% engagement

Training & Capability Building
Training Curriculum
Week 1-2: Foundation

e Water sustainability fundamentals (4 hrs)
e Cooling technology overview (4 hrs)
e Regulatory landscape (2 hrs)

e Company strategy alignment (2 hrs)

Week 3-4: Technical Deep Dive

Liquid cooling operations (16 hrs)

Monitoring and optimization (8 hrs)

Emergency procedures (4 hrs)

Hands-on lab work (12 hrs)

Week 5-6: Operational Excellence

Best practices workshop (8 hrs)

Troubleshooting scenarios (8 hrs)

Performance management (4 hrs)

Certification exam (4 hrs)
Ongoing: Continuous Learning

e Monthly tech talks (2 hrs/month)



¢ Vendor updates (quarterly)
¢ Industry conferences (annual)

e Peer learning sessions (bi-weekly)

Implementation Tools & Templates

Daily Stand-up Template

Ve

Date:
Attendees:

Yesterday's Progress:

Today's Focus:

Blockers/lssues:

Risk/Dependency Updates:

-

Weekly Status Report Template

Project: Al Water Sustainability Implementation
Week Ending:

Report Date:

Status: @ Green | YeIIowle Red

Executive Summary:

e Overall Health:
e Schedule Status: ___ % Complete (Target: ___ %)
e Budget Status: $ Spent (___% of Phase Budget)

e Key Achievement:

¢ Main Concern:

Detailed Progress:



Workstream % Complete Status Issues Next Week Focus
Assessment % e
Technology % X )
Infrastructure _ % - IO )
Training _ % e
Compliance _ % X )
Decision Log Template
ID Date Decision Rationale Impact Approver Revisit Date
D001
D002
Issue Management Template
[ ID Date Raised Description Priority | Owner | Due Date Status Resolution
\ 1001 H/M/L Open/Closed
Quality Assurance Framework
Testing & Validation Plan
Pre-Implementation Testing
Test Type Scope Duration Success Criteria Owner
Technology POC Cooling efficiency 2 weeks WUE < 1.1 Tech Lead
Integration Test System compatibility 1 week All systems communicate Architect
Performance Test Full load simulation 3 days Meets SLA requirements QA Team
Failover Test Redundancy validation 2 days Automatic failover works Operations
Post-Implementation Validation
Validation Area Method Frequency Target Tolerance
Water consumption Metering Daily -50% +5%
Energy efficiency PUE monitoring Hourly <1.2 +0.05
Temperature stability Sensors Real-time 22°C +1°C +0.5°C
System availability Monitoring Continuous 99.99% -0.01%

Acceptance Criteria

Pilot Success Criteria:

e v WUE achieved: <1.1 L/kWh




v PUE achieved: <1.2

v Uptime maintained: >99.99%

v Temperature variance: <+1°C

v Water reduction: >50%

v ROl tracking: On target

v Team certified: 100%

v Documentation: Complete

Lessons Learned Framework

Continuous Improvement Process
Weekly Retrospectives
Format: What Went Well | What Didn't | Actions

e Duration: 1 hour
¢ Participants: Core team
e Qutput: Action items for next week

Phase Gate Reviews

Format: Formal review at each milestone

e Duration: 2 hours
» Participants: Stakeholders + team

e Qutput: Go/no-go decision, lessons documented

Post-Implementation Review
Format: Comprehensive project review

e Duration: Full day workshop
¢ Participants: All stakeholders

e Qutput: Best practices guide, recommendations

Knowledge Management
Documentation Requirements:
e Technical runbooks

¢ Troubleshooting guides

e \endor management procedures



e Emergency response protocols
e Training materials

e Project artifacts

Knowledge Transfer Plan:

e Shadowing program during implementation
e Recorded training sessions

» Wiki/confluence site maintained

* Regular knowledge sharing sessions

e External conference presentations

Success Metrics Dashboard

Real-Time KPI Tracking
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@ Primary Metrics

KPI Baseline Current Target Status
WUE (L/kWh) 1.8 14 11

Water Consumption 100% 75% 50%

Energy (PUE) 1.67 1.45 1.2

Uptime 99.95% 99.99% 99.99% @
Cost Savings $0 $125K $200K

ul Project Health Indicators

Metric Status Notes
Schedule Adherence @ 95% On track for milestones
Budget Utilization @ 32% Within approved range
Risk Score Medium 3 critical risks active
Team Satisfaction ® 4.2/5 High engagement
Stakeholder Confidence @ 388% Strong support
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Reporting Cadence

 Daily: Operational metrics dashboard

» Weekly: Status reports to stakeholders



¢ Monthly: Executive steering committee
e Quarterly: Board updates

¢ Annually: Sustainability report

Appendices

Appendix A: Vendor Contact List

' Vendor Technology Contact Phone Email Status
[Vendor 1] Immersion cooling [Name] [Phone] [Email] Preferred
[Vendor 2] Direct-to-chip [Name] [Phone] [Email] Backup
[Vendor 3] Monitoring [Name] [Phone] [Email] Selected

Appendix B: Regulatory Compliance Checklist

EU Energy Efficiency Directive compliance
Local water authority permits
Environmental impact assessments
Building permits for modifications

Safety certifications

Appendix C: Emergency Contact List

Role Name Primary Phone Backup Phone Email

Emergency Coordinator [Name] [Phone] [Phone] [Email]
Facility Manager [Name] [Phone] [Phone] [Email]
Technical Lead [Name] [Phone] [Phone] [Email]
Vendor Support [Name] [Phone] [Phone] [Email]

Appendix D: Reference Documents

e QOriginal Business Case v2.1

Technology Evaluation Report

Regulatory Compliance Guide

Industry Best Practices

Vendor Technical Specifications

Project Close-Out Checklist

Phase 1 Completion

All deliverables completed and accepted



Budget reconciliation complete
Lessons learned documented

Team performance reviews completed
Knowledge transfer executed

Phase 2 plan approved

Success metrics achieved
Stakeholder sign-off obtained

Transition to Operations

Operational procedures documented
Support model established
Monitoring systems operational
Maintenance schedules defined
Escalation paths clear

Team fully trained

Performance baselines set

Continuous improvement plan active

This Implementation Project Plan is a living document. Version 1.0 | Last Updated: August 2025
For Project Support:

¢ PMO Office: pmo@[company].com
¢ Project Hotline: +1-XXX-XXX-XXXX

e Collaboration Site: [SharePoint/Confluence URL]




