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The Megawatt Wall 
The smartest machines ever built are waiting on some of the oldest industrial trades, and the queue 
outside the transformer factory is setting the new hierarchy of nations. 

 

Nvidia can deliver the world's most advanced AI processors in weeks. The 
transformer needed to power them may take five years. In a striking reversal of 
assumptions, the scarce resource in the AI race is no longer compute, but the 
infrastructure that sustains it. Most governments have yet to recognise that this 
quiet constraint is rapidly becoming the decisive factor in technological power. 

An American utility ordering a large power transformer today faces a delivery 
quote in 2030. Before the pandemic, the same machine took roughly a year; today 
the average wait in the United States has stretched to 128 weeks, specialty units 
require half a decade, and prices have surged 77 per cent. The order books of the 
turbine makers tell the same story. GE Vernova's gas turbine backlog reached 116 
gigawatts in the June quarter, with worldwide orders now exceeding annual 
manufacturing capacity by nearly half. Siemens Energy carries a record backlog of 
€162 billion, Mitsubishi warns buyers that a turbine commissioned today will 
arrive at the decade's end, and grid operators desperate for electrons are bolting 
retired jet engines to concrete pads. The most advanced technology contest in 
human history has stalled in a queue outside a machine shop. 

The AI debate has spent four years moving from one perceived bottleneck to the 
next. First came chips, answered by export controls and vast industrial subsidy 
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programs. Then came electricity generation, as governments concluded that 
access to power would cap the growth of artificial intelligence. Next came 
the politics of infrastructure, as democracies discovered that citizens retain an 
effective veto over hyperscale development. Yet every phase shared the same 
underlying assumption: that once political will, capital and public consent aligned, 
construction would follow. That assumption is now failing. The constraint has 
migrated below semiconductors, below generation and below politics itself, into 
the industrial foundations of the electrical grid. What is emerging is a larger 
strategic lesson. In the intelligence age, competitive advantage will belong not 
simply to those who invent the most advanced technologies, but to those who 
retain the industrial capacity to build and energise them. 

The arithmetic is unyielding. The International Energy Agency projects that global 
data centres will consume roughly 945 terawatt hours by 2030, more than Japan's 
total annual electricity demand, with the United States and China accounting for 
nearly four-fifths of that expansion. Demand of that scale must pass through a 
narrow industrial gate: high-voltage transformers, switchgear and transmission 
cable, produced by a small circle of manufacturers whose footprints were 
engineered for an era of flat load growth. Sightline Climate tracked sixteen 
gigawatts of data centre capacity slated worldwide for 2026 and found barely five 
under active construction, with the gating item being heavy electrical plant rather 
than silicon or capital. 

This is the megawatt wall: the structural barrier where exponential demand for 
compute collides with the decadal cadence of heavy electrical engineering. 
Software iterates in weeks; chips refresh every eighteen months; a transformer 
plant takes years to permit and build, and its workforce takes longer still. The wall 
is built of unglamorous things. Grain-oriented electrical steel, the magnetic core 
material of every high-voltage transformer, is produced in the United States at a 
single mill in Pennsylvania, and the deeper bottleneck is a craft workforce of 
high-voltage coil winders whose numbers would need to triple and who cannot 
be conjured by appropriations on any relevant timeline. Democratic capitals spent 
four years treating extreme ultraviolet lithography as the supreme technological 
chokepoint. Its successor chokepoint winds copper by hand. 

The paradox deserves stating plainly. Conventional wisdom assumes the contest 
for artificial intelligence will be decided at the technological frontier, among the 
newest capabilities on earth: frontier algorithms, sovereign clusters and venture 
capital. The physical evidence shows it is being decided among the oldest, in 
transformer works and turbine halls whose core mechanics would be 
recognisable to an engineer from the 1950s, staffed by industrial trades that 
require a decade to master. If this thesis were false, the twelve announced 
gigawatts would be pouring concrete and lead times would be compressing. 
Instead, backlogs lengthen with every quarterly earnings call. 
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Corporate improvisations prove the structural failure they attempt to bypass. 
Meta has contracted the entire output of an Illinois nuclear plant for twenty 
years to lock down a single gigawatt, Microsoft is underwriting the restart of 
Three-Mile Island, and hyperscalers are funding small modular reactors that will 
not deliver power before the decade turns. When the world's wealthiest software 
enterprises must become vertically integrated utilities to keep racking servers, the 
crisis is no longer technical or financial. It is systemic, and it selects winners by a 
new criterion: advantage now belongs to whoever stands at the front of the 
heavy-electrical order book, whatever the quality of the models and however 
deep the balance sheet. 

  
“In the intelligence age, the queue is the hierarchy.” 

 

That reality redraws the international hierarchy. China manufactures high-voltage 
transmission equipment at a scale no Western peer approaches, after three 
unbroken decades electrifying its interior under state enterprises that never 
stopped ordering. The United States retains vast capital, strategic urgency and the 
beginnings of an authentic industrial mobilisation, with transformer plants 
breaking ground for 2027 and turbine capacity expanding. Middle-power 
democracies hold neither lever. A nation lacking domestic heavy-electrical 
manufacturing joins the global queue, trapped behind hyperscalers who buy in 
gigawatts and pay upfront, and a middle power can boast elite computer 
scientists, flawless data-governance regimes and abundant public goodwill, only 
to discover its sovereign AI roadmap is stranded in a four-year queue for a 
substation. In the intelligence age, the queue is the hierarchy. 

Some current demand is phantom, with speculative developers staking 
interconnection claims on sites they will never finance. Algorithmic efficiency, 
equally, continues to compound, reducing the watt-hours required per unit of 
intelligence, and the manufacturers will expand until this capital cycle, like all 
before it, eventually overshoots. None of it will move the wall within this decade. 
Manufacturing expansions slated for 2027 and 2028 are already fully allocated, 
efficiency dividends have been consistently outstripped by rising model scale and 
agentic workloads, and speculative filings choke administrative queues rather 
than clearing them. The emerging law stands: artificial intelligence has matured 
into a heavy industry, and it now advances strictly at the speed of its slowest 
machine shop. 

For governments, the doctrine writes itself once the wall is acknowledged. Bring 
grid iron inside the defence industrial base, treating high-voltage transformers 
and switchgear as sovereign capabilities backstopped by advance market 
commitments, material reserves and apprenticeships that accord coil winders the 
urgency reserved for submarine welders. Standardise designs across domestic 
utilities and allied partners, because bespoke specifications from fragmented 
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utilities are a self-inflicted two-year delay. Pool allied procurement so that 
friendly states stop cannibalising one another's bids for finite factory slots in 
North America, Japan and Europe, and subject every national AI strategy to an 
industrial reality test: a policy that specifies clusters and alignment while leaving 
substation procurement to the spot market is a press release rather than a 
strategy. For boards, electrical lead times belong on the risk register beside 
liquidity and cyber security, because the bottleneck will dictate capital allocation 
across manufacturing, decarbonisation and mining long after it disciplines the 
data centres. 

When Franklin Roosevelt proclaimed the arsenal of democracy in December 1940, 
he reminded his audience that weapons of war could not exist without the 
machine tools to make them, and that victory would be forged in factory halls 
long before it reached the front line. The emerging arsenal of intelligence rests on 
the self-same industrial bedrock, and it is being forged now, one transformer at a 
time. 

4 
 

https://teachingamericanhistory.org/library/document/fireside-chat-on-the-arsenal-of-democracy/

	The Megawatt Wall 

