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0 1  ·  T H E  N E W  R E A L I T Y

The AI refresh has rewritten the rules of disposition

The first major wave of GPU-dense AI server decommissioning has begun. Hardware deployed between

2022 and 2024 is already cycling out, and the way you retire it now carries far more risk and far more

value than a routine IT refresh ever did.

Organizations are freeing power and floor space for newer, denser AI fabric by retiring GPU equipment in as little as

18 to 24 months, against the three-to-five-year refresh typical of enterprise infrastructure. That compression turns

asset disposition from a quiet back-office task into a high-stakes, time-sensitive event that legacy ITAD programs

were never designed to absorb.

18-24 mo
Typical refresh for new GPU and AI

equipment, versus 3-5 years for enterprise

infrastructure (Data Center Frontier)

~$19B
Projected data center decommissioning

services market by 2032

(MarketsandMarkets)

$40.1B
Projected global ITAD market by 2035, up

from $18.6B in 2026 (Global Market

Insights)

Four forces make AI hardware different

1. Higher data-security stakes

AI training hardware frequently stores model weights,

proprietary datasets, and training checkpoints on

attached storage. The risk of recoverable data on

retired drives is materially greater than with ordinary

office equipment, and much of it sits under HIPAA,

GDPR, or other regulatory frameworks.

2. Substantial residual value

Refurbished AI-capable GPUs and accelerators

command prices far above typical enterprise hardware.

Disposition is now a meaningful financial event, but

only if assets are remarketed before depreciation

erodes their value.

3. Volume and speed

An AI-readiness overhaul can require moving hundreds

of servers on a compressed timeline. Logistics

capability is as decisive as technical capability.

4. Sustainability exposure

Displaced hardware contains lead, cadmium, mercury,

and other hazardous materials. Mishandled, it becomes

an e-waste and reputational liability. Handled well, it

becomes a documented data point in your circular-

economy story.

The bottom line

Retiring AI hardware is now a security decision, a financial decision, a logistics decision, and a sustainability

decision, all at the same time. That is why it can no longer be owned by a single function.
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0 2  ·  W H E N  TO  A C T

Five triggers that should start an ITAD conversation

Predictable moments create the need for a disposition partner. Recognizing them early is the difference

between a controlled, value-maximizing project and a rushed, risky one.

The cost of waiting

AI GPUs and accelerators depreciate fast. Every quarter a retired fleet sits idle in a closet or staging area, its

recoverable value falls, while the data on it remains a live liability. The single most important lever on recovery

value is time to remarket: engage a partner before equipment is fully idled, not after.

What "good" looks like

A strong AI-era disposition program does four things at once, with documentation at every step:

An AI-readiness refresh or GPU fleet upgrade. New hardware is arriving; the old fleet has to leave securely

and quickly.

A facility consolidation, migration, or site closure. Large volumes of mixed equipment must be removed,

tracked, and dispositioned across locations.

A lease expiration or colocation exit. Rack-and-stack removal on a deadline, with the space returned audit-

ready.

A new ESG or sustainability reporting mandate. You now need auditable disposition data: diversion rates,

reuse, and certified recycling.

A data-security or compliance review. An audit surfaces gaps in chain-of-custody or certified destruction that

have to be closed.

Protects data: certified destruction with proof per

asset.

✓ Moves at scale: logistics that match your timeline.✓

Recovers value: active remarketing of GPUs and

servers.

✓ Documents impact: audit-ready ESG and

settlement reporting.

✓
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0 3  ·  T H E  C R O S S - F U N C T I O N A L D E C I S I O N

What each stakeholder owns

Security, operations, finance, and sustainability each hold veto power over a disposition decision. Use

this section to align the committee. Each role has a distinct stake, distinct requirements, and distinct

questions to ask any vendor.

STAKEHOLDER

IT & Data Center Operations

What's at stake: uptime, timeline, and the physical complexity of de-racking modern systems, including

sealed and liquid-cooled hardware, without disrupting live operations.

Require

Ask: "Who manages the project day to day, and can you move hundreds of units on our timeline across our locations?"

STAKEHOLDER

Security & Compliance (CISO, GRC)

What's at stake: provable elimination of recoverable data (model weights, datasets, and checkpoints) under

HIPAA, GDPR, and internal policy, with documentation that survives an audit.

Require

Ask: "Can you prove every drive was destroyed and tracked, and produce the certificates and custody records for audit?"

Dedicated project management with a clear schedule and single point of accountability.

Capability to handle sealed, encrypted, and liquid-cooled systems safely.

Reverse logistics that can move volume across multiple sites.

Certified data destruction (full-overwrite and physical destruction options).

A serialized certificate of destruction for every asset.

Documented chain-of-custody from pickup to final disposition.

NAID AAA and R2v3 certification, the credentials security teams commonly require of destruction vendors.
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STAKEHOLDER

Finance & Procurement

What's at stake: maximizing capital returned from retired assets, minimizing vendor and compliance risk, and

meeting supplier-diversity mandates.

Require

Ask: "How do you maximize and report resale value, and do you qualify for our supplier-diversity targets?"

STAKEHOLDER

Sustainability & ESG

What's at stake: turning disposition into a documented, defensible sustainability outcome, and avoiding the

reputational risk of mishandled e-waste.

Require

Ask: "What auditable environmental data will we receive, and how does it map to our reporting framework?"

Align before you go to market

Bring all four stakeholders into the vendor conversation early. A partner that can satisfy security and finance 

and operations and sustainability in one engagement removes the internal friction that stalls decommissioning

projects.

Active remarketing of GPUs, accelerators, and servers, not just recycling.

Transparent settlement reporting on recovered value.

A financially stable, proven vendor with a long track record.

Supplier-diversity credentials (e.g., WBE) that count toward diversity-spend goals.

Diversion rates and reuse/recycling outcomes you can publish.

An annual ESG / environmental impact report that feeds your disclosures.

R2v3 and ISO 14001 certified, responsible downstream handling.
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0 4  ·  E VA L U AT I N G  A PA R T N E R

The vendor evaluation checklist

Use this as a scorecard. A specialist AI-era ITAD partner should be able to say yes to every line, and

prove it.

CAPABILITY WHY IT MATTERS

Certified data destruction with

proprietary tooling

Neutralizes the elevated data risk on AI hardware; owned technology substantiates

the claim beyond generic assurances.

Serialized certificate of destruction per

asset

Your audit-ready evidence that each specific drive was destroyed.

Documented chain-of-custody Closes a common compliance gap: untracked movement between pickup and

disposition.

NAID AAA & R2v3 certification The destruction and responsible-recycling credentials security and ESG teams

commonly require.

Active GPU/accelerator remarketing Recovers far more capital than shred-and-recycle; the timeliest financial lever in the

market.

Scalable reverse logistics & project

management

Determines whether hundreds of units can move on your timeline, across sites.

Handling of sealed & liquid-cooled

hardware

Modern data-center systems require the right de-rack and destruction methods.

Audit-ready ESG & settlement

reporting

Feeds sustainability disclosures and proves recovered value to finance.

Supplier-diversity status (e.g., WBE) Counts toward supplier-diversity spend goals in programs that recognize WBENC

certification.

Proven track record & stability Decommissioning is high-trust work; longevity and references reduce vendor risk.

Red flags

Generic "we wipe drives" claims with no certificate per asset; recycling-only economics with no remarketing;

no chain-of-custody documentation; inability to commit to a timeline; or missing core certifications. Any one of

these should prompt harder questions.
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0 5  ·  W H AT  TO  E X P E C T

The full decommissioning lifecycle

A well-run engagement is one accountable process from planning to final disposition, with documentation

generated at each step.

1 Plan & project-manage

Scope the site, timeline, security requirements, and value-recovery targets with a dedicated project manager.

2 Secure chain-of-custody logistics

Move equipment from your sites to processing facilities, tracked end to end.

3 Certified data destruction

Erasure or physical destruction to certified standards, with a serialized certificate for every asset.

4 Decommission & de-rack

Safe removal of servers, storage, and GPU clusters, including sealed and liquid-cooled systems.

5 Remarket & recover value

Active remarketing of GPUs, accelerators, and servers to return maximum capital before depreciation.

6 Recycle & report

Responsible recycling of residuals, plus audit-ready environmental, ESG, and settlement reporting.

One partner, one accountable thread

The fewer hand-offs between logistics, destruction, remarketing, and reporting, the lower your risk and the

higher your recovered value. Look for a partner who owns the entire lifecycle rather than subcontracting the

critical steps.
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0 6  ·  H O W  H O B I  H E L P S

Built for the speed, security, and value of the AI era

HOBI International, Inc. is a 30-plus-year IT asset management and disposition enterprise, purpose-fit for

AI-era data center decommissioning.

Security without compromise

HOBI Shield®, our internally developed three-stage

erasure platform, with full-overwrite options aligned to

NIST SP 800-88 guidelines, serialized certificates of

destruction, and documented chain-of-custody.

Speed at AI scale

Scalable reverse logistics and dedicated project

management across processing facilities in Batavia,

Dallas, and Phoenix.

Value recovery

Active remarketing of GPUs, accelerators, and servers,

converting retired hardware into recovered capital

instead of depreciating inventory.

Proven & responsible

30+ years, R2v3 · NAID AAA · ISO 14001 · RIOS ·

WBE, and an annual ESG impact report that feeds your

disclosures.

Start with your equipment list

List the GPUs and servers you're retiring. Our data center team confirms current market pricing and follows

up with a tailored value-recovery assessment.

Start a Value-Recovery Inquiry Talk to Our Data Center Team

hobi.com · sales@hobi.com · 877-814-2620

© 2026 HOBI International, Inc. This guide is provided for general informational purposes and reflects industry conditions as of 2026. Market-size figures are third-

party estimates from the sources named and are directional. It does not constitute legal, financial, or compliance advice; consult your own advisors for decisions

specific to your organization.

Sources: Data Center Frontier, "AI Compresses the Data Center Hardware Lifecycle and Raises the Stakes for ITAD" (datacenterfrontier.com); MarketsandMarkets,

Data Center Decommissioning Services Market (marketsandmarkets.com); Global Market Insights, IT Asset Disposition Market (gminsights.com).
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