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Data centre investment should be assessed as a long-term claim on a country's infrastructure. A large announced capital figure is insufficient evidence of a good public bargain. I.S.R.A recommends that governments connect approvals and incentives to measurable commitments on grid costs, reliable power, water use where relevant and local capability. The question is whether the project improves the host economy after its infrastructure and opportunity costs are included.
Distinguish investment from local value
Construction can create a burst of activity while long-term operating employment remains more limited. Tax receipts, local procurement and access to digital services depend on the contract and business model. A government should ask what additional activity is caused by public support and what would happen without it. It should also identify which benefits accrue locally and which mainly serve customers elsewhere. A project can be worthwhile without promising benefits it cannot deliver.
Price the infrastructure obligation
Electricity demand is a central planning issue for data centres. The International Energy Agency analyses the interaction between AI, data centres and energy systems, including the significance of location and grid constraints. [1] Approval should therefore use a realistic connection schedule and a transparent allocation of network costs. A nominal renewable energy purchase does not by itself answer whether sufficient power is available at the place and time the facility needs it.
Negotiate before scarcity is allocated
The host's bargaining position is strongest before it assigns scarce land, grid capacity or subsidy. Agreements should define milestones, reporting rights and remedies for non-performance. Public officials should compare competing uses for the same infrastructure, including housing and industrial electrification. Keeping the assessment consistent across projects reduces the risk that the largest announcement receives preferential treatment without a stronger economic case.


Conditions for a credible host agreement
	Negotiating issue
	Evidence to request
	Public protection

	Power and network capacity
	A connection plan with cost allocation and delivery milestones
	Do not shift undisclosed upgrade costs to other users

	Local capability
	Specific training, supplier and research access commitments
	Pay incentives against verified delivery

	Project continuity
	Ownership, financing and decommissioning arrangements
	Provide remedies if the project is delayed or abandoned



Test the strategic value
A data centre may improve resilience if it offers useful domestic capacity under enforceable terms. Physical location alone does not determine who controls the software, access rights or service continuity. Procurement and investment teams should jointly examine those dependencies. If strategic access is a claimed benefit, define which users can obtain it, at what terms, and during which contingencies.
Make flexibility commercially real
Where technically suitable, flexible workloads can help accommodate electricity constraints. Any benefit claimed in an investment case should be backed by an operating agreement and a way to verify performance. Do not assume that every workload can move in time or location. Water and heat-reuse proposals likewise require site-specific assessment, a willing counterparty and a practical delivery plan.
Recommended decision
Adopt a standard public-interest assessment before project-specific negotiation. Publish the categories of costs and benefits, protect commercially sensitive details narrowly, and review delivery after operation begins. Support a project when its verified public benefits justify the resources committed. Retain the ability to decline or resize an investment whose infrastructure demands exceed the host's credible capacity.
Sources
[1] International Energy Agency. Energy and AI 2025.
https://www.iea.org/reports/energy-and-ai/energy-demand-from-ai
Sources provide the factual framework. Recommendations and scenarios are I.S.R.A analysis.
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