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Background & Challenges
Success Story: Rapid Deployment & Operational Standardization

Project: Multi-Site Strategic Data Center Takeover
Scope: Takeover of 9 Data Centers in 12 Months
The Challenge: Scaling High-Stakes Operational Infrastructure

When AVAR was tasked with assuming the full lifecycle management of 9 mission-critical
Data Centers within a single year, the primary objective was to align a diverse portfolio of
facilities under a single, high-performance operational banner.

The transition required navigating two primary complexities:

e The Documentation Consolidation: The facilities came with an extensive history of site-
specific documentation. The challenge laid in synthesizing this vast amount of localized
data into a unified, digital framework that could support rapid, scalable growth.

® The Talent Benchmark: In a Data Center environment, there is no room for a learning
curve. We needed to deploy a workforce that possessed both the technical "hard skills" of
critical infrastructure and the "soft skills" of AVAR’s high-touch service model.
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The AVAR Solution

Learning Before Leading

Proactive Precision: The 3-Month Shadow Phase

To ensure a "zero-risk" transition, AVAR implemented a 90-day shadowing period prior to

each official takeover.

® Collaborative Integration: Our leadership teams worked in tandem with the site staff to
capture institutional knowledge and understand the unique operational nuances of each
Data Center.

e Seamless Handover: This period allowed us to map out every workflow in realtime,
ensuring that when the "switch" was flipped, the transition was invisible to the end users.

Turning Complexity Into Clarity

Engineering the "Global Standard"

We took the wealth of existing site information and distilled it into a cutting-edge
operational library.

e Synthesis & Modernization: We unified diverse site protocols into a singular, high-
efficiency framework. This ensured that a technician or security officer could move between
any of the 9 sites and find a consistent operating environment.

e Digital Transformation: Within the first 90 days of each takeover, we established a fully
auditable digital library of site-specific Post Orders and Emergency Response Plans (ERPs)
tailored to the unique footprint of each facility.
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The People Behind the System

Strategic Staffing: The Hybrid Talent Model
To ensure immediate operational maturity, AVAR utilized a Strategic Relocation &

Recruitment model:

® The AVAR Anchor Team: We relocated seasoned, high-performing personnel from our
established sites to lead the new Data Center teams. These internal experts brought the
"AVAR Way" to the new locations instantly.

® Rigorous Upskilling: New talent was paired with these relocated veterans and put
through an intensive onboarding module specifically designed for the newly unified Data
Center SOPs.

® Retention through Clarity: By providing clear documentation and defined career
pathways, we maintained exceptionally high morale and staff stability throughout the 12-
month expansion.

The Results: Excellence in Motion

By the end of the takeover period, AVAR had successfully stabilized all 9 Data Centers,
transforming a complex transition into a blueprint for future growth.

® 100% Operational Continuity: Zero downtime or security gaps were reported during the
transition phases.

e Unified Portfolio Management: A single, cohesive operational standard now governs all
sites, allowing for streamlined auditing and effortless management.

® The Continuous Improvement Loop: The takeover was only the beginning. Posttransition,
we implemented a permanent "Feedback & Refinement" cycle, ensuring that security
protocols and operational efficiencies are updated monthly as the Data Center landscape

evolves.

"AVAR proved that speed does not have to come at the cost of structure. They spent months
learning our operations before taking the lead, building a bridge from our established

history to a future of unified, world-class excellence."
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