EGO.AI

Extreme Game Orchestrator
Technical Proposal and Detailed Work Plan

Unlocking Africa's Athletic Talent Through Al-Driven Scouting and Development

Executive Summary

EGO.AlI (Extreme Game Orchestrator) is an Al-driven talent discovery and development
platform designed to unlock Africa's vast, under-scouted athletic potential. The platform
combines affordable wearable sensors, Al video analytics, and holistic athlete profiling to
objectively assess performance, track progress, and connect athletes directly with global
scouts and clubs—reducing bias, corruption, and reliance on intermediaries.

This technical proposal outlines the comprehensive work plan, R&D methodology,
deliverables, and implementation timeline for deploying EGO.AI, beginning with a pilot
program in Nigeria and scaling across Africa.



1. Problem Statement and National Relevance

1.1 Problem Statement

Across Africa—beginning with Nigeria—millions of talented young athletes are never
discovered due to systemic barriers: limited training infrastructure, scarce exposure to
credible scouts, opaque and biased selection processes, and high costs of participation. As
a result, up to 80% of potential athletes plateau at local levels, while clubs, sponsors, and
national federations lose outsized value from missed recruitment opportunities, inefficient
scouting, and poor data for athlete development.

Existing pathways rely on intermediaries, fragmented video clips, and subjective evaluation,
offering little transparency or longitudinal performance tracking. There is no scalable, data-
driven, and equitable mechanism to identify, evaluate, and nurture athletic talent from
grassroots to professional stages.

EGO.AI Solution: Integrates affordable wearable sensors and Al-powered video
analytics to generate objective, multimodal athlete profiles. Athletes receive personalized
training and nutrition guidance, mental resilience assessments, and continuous progress
tracking, while scouts access standardized, analytics-rich profiles and verified footage.
This removes bias, reduces costs, and creates transparent pathways from local
communities to global opportunities.

1.2 National Relevance (Nigeria)
* Youth Employment: Converts untapped athletic talent into productive careers (athletes,
coaches, analysts), addressing 33%+ youth unemployment and advancing SDG goals.

« Economic Growth: Formalizes talent pipelines, increasing athlete transfers,
sponsorships, and sports tourism revenue while improving ROI for clubs and academies.

» Governance & Transparency: Reduces corruption and favoritism in selection through
objective, data-driven evaluation—aligning with national anti-corruption reforms.

» Public Health: Promotes physical activity and mental resilience, reducing crime risk and
improving community well-being.

 Global Competitiveness: Strengthens national team pipelines and positions Nigeria as
a sports innovation hub, enhancing international reputation.

* Digital Strategy: Advances Al adoption, creates STEM jobs (ML, computer vision), and
builds exportable sports-tech solutions for regional markets.

* Inclusive Development: Provides equal visibility for rural and underserved communities
through low-cost, mobile-first access.



2. Technical Architecture and System Design

2.1 System Overview

EGO.Al employs a multi-tier architecture integrating edge devices (wearables), mobile/web
applications, cloud-based Al processing, and data analytics infrastructure.

2.2 Core Components

A. Wearable Sensor Layer
» Sub-$50 electronic-skin sensors capturing 10+ real-time metrics: heart rate, HRV, speed,
acceleration, impact forces, biochemical proxies
« 7-day battery life with energy-efficient design
* Bluetooth Low Energy (BLE) and mesh networking for offline data collection
« Climate-resilient design for tropical/sub-Saharan environments

» Modular, sport-specific configurations (football, athletics, basketball)

B. Mobile & Web Applications
* Athlete App (Progressive Web App): Dashboard, EGO performance page, training/
nutrition plans, mental tests, video analysis, leaderboard, notifications

» Scout Portal (Web): Advanced search, verified athlete profiles, analytics dashboards,
subscription management, direct messaging

« Admin Console: Platform management, business intelligence, user analytics, content
moderation

« Offline-First Architecture: Local-first data storage with background sync when
connectivity resumes

C. Al & Analytics Engine
« Computer Vision Module: Pose estimation, movement quality assessment, technique
analysis using OpenCV, MediaPipe, custom CNNs

* Predictive Modeling: "Perfect EGO" projection using GANs; prime performance
forecasting with Bayesian optimization; injury risk prediction

* Mental Resilience Al: NLP analysis of self-reports combined with physiological stress
markers (HRV, cortisol proxies)

« Bias Mitigation: Adversarial debiasing ensuring predictions remain invariant to protected
attributes

* Federated Learning: Decentralized model training preserving athlete privacy while
improving global Al performance

D. Cloud Infrastructure

* Scalable backend on AWS/Azure/Google Cloud

* PostgreSQL for structured data; MongoDB for unstructured data



« RESTful APIs for platform integration
» CDN for video delivery and low-latency access
* End-to-end encryption and GDPR/NDPR compliance

2.3 Data Flow Architecture

. Data Capture: Wearables and video uploads collect multimodal performance data

. Edge Processing: Local preprocessing on mobile devices for offline functionality

. Cloud Sync: Encrypted data transmission to cloud when connectivity available

. Al Processing: Video analysis, predictive modeling, personalized recommendations
. Profile Generation: Comprehensive athlete profiles with analytics and insights

. Scout Access: Searchable, verified profiles via subscription portal
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. Feedback Loop: Continuous model retraining using anonymized platform data



3. R&D Methodology and Innovation

3.1 R&D Methodology

1. Human-Centered Design & Iterative Development

» Ethnographic studies with athletes, scouts, and academies in underserved Nigerian
communities

* Agile 2-week sprints for rapid prototyping and user testing

» Co-creation workshops with local coaches and sports scientists

2. Data-Driven Al Development

+ Dataset curation from pilot cohorts ensuring demographic diversity

* Supervised learning for video analysis; reinforcement learning for training
recommendations

 Continuous learning loop with real-time model retraining
3. Hardware-Software Co-Design

» Wearable prototyping with electronics manufacturers
* Field testing in Lagos, Abuja, and rural communities
* Open API design for third-party wearable integration

4. Validation & Impact Assessment

» A/B testing comparing Al-recommended vs. traditional training methods
» 6-12 month longitudinal studies tracking pilot athletes
» Scout feedback loops refining profile presentation and analytics

5. Ethical Al & Bias Mitigation

» Regular fairness audits using demographic parity and equalized odds metrics
* Explainable Al (XAl) for transparent model outputs

* Privacy-by-design with end-to-end encryption and consent frameworks

3.2 Core Innovations

1. Multimodal Al Fusion

First platform combining electronic-skin wearable data with computer vision video analysis
for holistic, real-time athlete profiles. Proprietary algorithms fuse time-series sensor data with
spatial-temporal video features.

2. "Perfect EGO" Predictive Modeling

Al-generated projection of each athlete's optimal performance trajectory using GANs for
performance simulation and Bayesian optimization for personalized improvement pathways.



3. Affordable Electronic-Skin Sensors

Sub-$50 flexible, non-invasive sensors capturing 10+ metrics previously requiring lab
equipment, with 7-day battery and mesh networking for offline collection.

4. Bias-Free Scouting Algorithm

Objective evaluation framework using adversarial debiasing techniques ensuring predictions
remain invariant to protected attributes while maintaining accuracy.

5. Mental Resilience Al

First sports platform integrating validated psychometric assessments with performance data
using NLP analysis and physiological stress markers.

6. Offline-First Architecture

Progressive web app with local-first data storage enabling full functionality without internet—
critical for rural Africa where 60%+ of talent resides.

7. Federated Learning for Privacy

Decentralized model training where athlete data remains on-device, with only encrypted
model updates shared—first sports-tech application at scale.



4. Key Deliverables

4.1 Software Deliverables
* Athlete Mobile App (iOS/Android/PWA): Dashboard, EGO page, training/nutrition,
mental tests, video analysis, leaderboard

» Scout Web Portal: Advanced search, analytics, verified profiles, subscription
management, messaging

* Admin Console: Platform management, business intelligence, user analytics

Al Analytics API: White-label video analysis, performance prediction, bias-free
evaluation

* Training Program Generator: Al-powered personalized workout and nutrition plans

* Mental Resilience Toolkit: Psychometric testing suite with Al insights

4.2 Hardware Deliverables

+ EGO Wearable Sensors: 1,000 units for pilot program
« Companion Mobile App: Data visualization and sync functionality

» Charging Infrastructure: Solar-powered charging stations for rural deployment

4.3 Infrastructure Deliverables

* Cloud-based backend (AWS/Azure/Google Cloud)

+ Database systems (PostgreSQL, MongoDB)

« RESTful API layer

» CDN for video delivery

* Security infrastructure (encryption, authentication, compliance)

4.4 Documentation & Training

» Technical documentation (architecture, APls, deployment guides)

» User manuals for athletes, scouts, administrators

* Training materials (video tutorials, FAQs, onboarding resources)

» Research reports (development costs, market feasibility, impact assessment)

4.5 Pilot Program

* Nigeria pilot deployment targeting 1,000+ users
« Partnerships with local academies, NGOs, youth organizations
« Community training workshops

» Impact measurement and reporting framework



5. Detailed Work Plan and Timeline

Phase 1: Foundation & MVP Development (Months 1-6)

Month 1-2: Requirements & Design

« Stakeholder interviews and user research in Nigeria

* Technical architecture finalization

» UI/UX design for athlete app and scout portal

» Wearable sensor specifications and supplier selection
* Cloud infrastructure setup

Month 3-4: Core Development

» Backend API development (authentication, data models, storage)
* Athlete app MVP (dashboard, profile, basic analytics)

* Scout portal MVP (search, profiles, subscription)

» Wearable integration and data sync

* Basic video upload and storage
Month 5-6: Al Development & Testing

» Computer vision model training (pose estimation, movement analysis)
« Initial predictive models (performance benchmarking)

» Mental resilience assessment integration

* Internal testing and bug fixes

« Security audit and compliance review

Phase 2: Pilot Deployment (Months 7-9)
Month 7: Pilot Preparation

* Partnership agreements with 5-10 Nigerian academies/NGOs
» Wearable sensor production and distribution (1,000 units)

* Training materials and workshop preparation

* Pilot participant recruitment (athletes, coaches, scouts)

Month 8: Pilot Launch

+ Platform deployment in Lagos, Abuja, Port Harcourt
« Community training workshops (10+ sessions)

» Onboarding 500+ athletes, 50+ scouts

* Real-time monitoring and support



Month 9: Data Collection & Analysis

» Performance data collection from pilot users
* User feedback surveys and interviews
* Al model validation and refinement

* Impact assessment (engagement, satisfaction, outcomes)

Phase 3: lteration & Enhancement (Months 10-12)

Month 10-11: Feature Enhancement

* "Perfect EGO" predictive modeling implementation
» Advanced training program generator

» Enhanced video analysis (technique feedback)
 Leaderboard and gamification features

« Offline-first architecture optimization

» Scout portal analytics dashboard

Month 12: Pilot Expansion

» Scale to 1,000+ athletes across 6 Nigerian states
* Onboard 100+ scouts and 20+ academies
 Launch subscription tiers and payment integration

* Performance optimization and scalability testing

Phase 4: Regional Expansion Preparation (Months 13-18)

Month 13-15: Platform Maturation

* Federated learning implementation

» Multi-language support (English, Hausa, Yoruba, Igbo)
» White-label platform development

* API marketplace for third-party integrations

» Advanced bias mitigation and fairness audits

Month 16-18: Expansion Framework

+ Partnership toolkit for regional deployment

* Franchise/licensing model development

» Expansion to Ghana, Kenya, South Africa (pilot sites)
* International scout network development

* Impact reporting and case studies



6. Resource Requirements and Budget

6.1 Personnel (18 Months)

Project Manager 1 $90,000
Al/ML Engineers 3 $270,000
Full-Stack Developers 4 $240,000
Mobile Developers 2 $120,000
Ul/UX Designers 2 $90,000
Data Scientists 2 $150,000
Hardware Engineers 2 $120,000
Sports Scientists/Consultants 2 $60,000
QA/Testing Engineers 2 $60,000
DevOps Engineers 1 $75,000
Community Managers 2 $45,000

Total Personnel $1,320,000

6.2 Hardware & Infrastructure

Wearable Sensors (1,000 units @ $50) $50,000
Development Workstations (10 units) $30,000
Cloud Infrastructure (18 months) $90,000
GPU Compute (Al Training) $45,000
Storage & CDN $30,000
Networking Equipment $15,000

Total Hardware & Infrastructure $260,000



6.3 Software & Licenses

Development Tools & IDEs $15,000
Al/ML Frameworks & Libraries $20,000
Cloud Services (AWS/Azure/GCP) $45,000
Third-Party APls & Services $25,000
Security & Compliance Tools $20,000

Total Software & Licenses $125,000

6.4 Operations & Marketing

Pilot Program Operations $80,000
Training & Workshops $40,000
Marketing & User Acquisition $100,000
Partnership Development $50,000
Travel & Logistics $45,000
Legal & Compliance $35,000

Total Operations & Marketing $350,000

6.5 Contingency & Miscellaneous

Contingency (10%) $205,500

Miscellaneous $50,000

Total Contingency $255,500

6.6 Total Project Budget (18 Months)



Personnel $1,320,000

Hardware & Infrastructure $260,000
Software & Licenses $125,000
Operations & Marketing $350,000
Contingency & Miscellaneous $255,500

TOTAL PROJECT COST $2,310,500



7. Expected Outcomes and Impact

7.1 New Knowledge Generated
* First comprehensive African athletic performance dataset (physiological, biomechanical,
mental metrics)

« Validated Al models for predicting athletic prime and career trajectories from multimodal
data

+ Algorithmic fairness frameworks reducing bias in talent evaluation
» Sub-$50 wearable sensor validation matching lab-grade accuracy
« Offline-first Al architecture for low-connectivity environments

» Quantified socioeconomic impact: income mobility, corruption reduction, youth
employment pathways

7.2 New Products

* EGO.AI Platform (SaaS): Athlete app, Scout portal, Admin console

« EGO Wearable Sensors: Sub-$50 devices with 10+ metrics, 7-day battery, offline sync
Al Analytics API: White-label video analysis, performance prediction, bias-free evaluation
« Training Program Generator: Al-powered personalized workout/nutrition plans

» Mental Resilience Toolkit: Psychometric testing with Al insights

* Open Source Community Edition: Free platform for grassroots organizations

7.3 New Services

* Talent Discovery as a Service (TDaaS): End-to-end scouting with tiered subscriptions
+ Athlete Development Programs: Managed services with revenue-sharing model
 Analytics Consulting: Performance optimization, injury prevention, recruitment strategy
* Training & Certification: Workshops on data-driven evaluation and Al literacy

« Community Tournaments: Competitions with tracking, leaderboards, scout visibility

» White-Label Licensing: Customizable platform for federations and leagues

* Impact Reporting: ESG metrics for sponsors and investors

7.4 National Capability Enhancement

* Digital Economy & Al Leadership: STEM job creation, Al adoption at scale
 Sports-Tech Industry Hub: Attracts investment, fosters startups, creates exportable IP

« Data Infrastructure: Builds national capacity transferable to healthcare, agriculture,
education

* Human Capital Upgrade: Trains coaches, scouts, administrators to international
standards

* Public Health: Promotes physical activity and mental resilience among youth



* Global Competitiveness: Positions Nigeria as innovation leader

» Evidence-Based Policy: Provides real-time data for informed government decisions

7.5 Measurable Impact (5 Years)

R

Economic Value Generated
Jobs Created

Corruption Reduction
Youth Engagement
International Scouting
Sports-Tech Startups

Venture Capital Attracted

&50B+ annually

10,000+ direct/indirect

70% fewer complaints in talent selection
500,000+ in structured programs

3x increase in Nigerian athletes scouted
50+ spawned

=20B+



8. Risk Management

8.1 Technical Risks

Al model accuracy below
expectations

Wearable sensor reliability issues

Scalability challenges

Data privacy breaches

8.2 Operational Risks

Iterative training with diverse datasets; expert validation; A/B
testing

Extensive field testing; multiple supplier options; warranty
programs

Cloud-native architecture; load testing; auto-scaling
infrastructure

End-to-end encryption; regular security audits; compliance
frameworks

Low user adoption

Connectivity challenges in
rural areas

Partnership delays

Talent retention

Extensive user research; freemium model; community
engagement; influencer partnerships

Offline-first architecture; mesh networking; solar charging stations

Multiple partnership tracks; flexible deployment timelines; pilot-first
approach

Competitive compensation; equity incentives; professional

development opportunities

8.3 Market Risks

Competition from established
platforms

Regulatory changes

Economic downturn affecting
subscriptions

First-mover advantage in Africa; unique multimodal Al;
affordable pricing

Legal counsel; compliance monitoring; flexible architecture

Diversified revenue streams; freemium model; grant funding;
CSR partnerships



9. Success Metrics and KPIs

9.1 Platform Metrics (18 Months)

N R

Registered Athletes 5,000+
Active Monthly Users (Athletes) 3,000+
Registered Scouts/Clubs 200+
Paying Subscribers 100+
Video Uploads 10,000+
Training Sessions Tracked 50,000+
Platform Uptime 99.5%+

9.2 Al Performance Metrics

e e

Video Analysis Accuracy 90%+
Performance Prediction R? 0.85+

Bias Mitigation (Demographic Parity) 5%

Model Inference Time <2 seconds

9.3 Impact Metrics

Athletes Scouted/Recruited 50+
User Satisfaction Score 4.5/5.0
Community Workshops Conducted 20+
Partnership Agreements 15+

Media Coverage & PR Reach 5M+ impressions



10. Sustainability and Scalability

10.1 Revenue Model
» Freemium for Athletes: Basic features free; premium features (advanced analytics,
personalized coaching) via subscription

* Scout/Club Subscriptions: Tiered pricing (Basic: $50/month, Pro: $200/month,
Enterprise: Custom)

» Academy Partnerships: Revenue-sharing from athlete transfers and sponsorships
» API Licensing: White-label analytics engine for third-party platforms

» Wearable Sales: Direct sales and partnerships with manufacturers

* Training & Certification: Course fees and institutional partnerships

 Advertising & Sponsorships: Brand partnerships and in-app advertising

10.2 Scalability Strategy

+ Cloud-Native Architecture: Auto-scaling infrastructure supporting 10x growth

* Modular Design: Sport-specific modules (football, athletics, basketball) easily replicated
» White-Label Platform: Customizable for national federations and regional leagues

* Open API Ecosystem: Third-party integrations expanding functionality

» Franchise Model: Regional operators managing local deployments

» Multi-Language Support: Localization for pan-African expansion

10.3 Long-Term Vision

* Year 1-2: Nigeria pilot and platform maturation (5,000+ athletes)
* Year 3: West Africa expansion—Ghana, Senegal, Cote d'lvoire (25,000+ athletes)
* Year 4: East/Southern Africa—Kenya, Tanzania, South Africa (100,000+ athletes)

* Year 5+: Global expansion—underserved communities in Latin America, Asia, Middle
East

» Ecosystem Development: Sports-tech accelerator, research partnerships, policy
advocacy



11. Team and Governance

11.1 Core Team Structure

» Executive Leadership: CEO, CTO, COO

» Technology: Al/ML team, Software development, Hardware engineering, DevOps
* Product: Product managers, Ul/UX designers, Sports scientists

» Operations: Community managers, Partnership development, Customer support
* Business: Finance, Legal/Compliance, Marketing/Communications

11.2 Advisory Board

* Sports industry experts (former athletes, coaches, scouts)
 AI/ML researchers from leading universities

* Nigerian sports federation representatives

* Social impact and development specialists

* Technology and business strategy advisors

11.3 Governance Framework

* Quarterly board reviews and strategic planning

* Monthly all-hands meetings and progress updates

* Agile sprint planning and retrospectives

* Transparent financial reporting and impact measurement

« Stakeholder engagement (athletes, scouts, partners, communities)



12. Conclusion

EGO.AI represents a transformative opportunity to address Nigeria's youth unemployment
crisis, sports corruption, and talent wastage while building strategic national capabilities in Al,
data infrastructure, and sports technology innovation. By combining affordable wearable
sensors, Al-powered video analytics, and ethical design principles, EGO.Al democratizes
elite-level sports science and creates transparent, data-driven pathways from grassroots
communities to global opportunities.

This technical proposal outlines a comprehensive 18-month work plan to develop, pilot, and
scale EGO.AI across Nigeria, with a clear roadmap for pan-African expansion. The project
will generate foundational knowledge (datasets, models, frameworks), innovative products
(platform, wearables, APIs), and scalable services (scouting, development programs,
consulting)—transforming African sports into a transparent, globally competitive industry.

Total Investment Required: $2,310,500 (18 months)
Expected Impact (5 Years):

* ®#50B+ annual economic value

* 10,000+ jobs created

» 500,000+ youth engaged

» 70% reduction in corruption complaints

+ 3x increase in international athlete scouting

* 50+ sports-tech startups spawned

EGO.Al is not just a platform—it's a movement to unlock Africa's athletic potential, empower
underserved youth, and position Nigeria as a global leader in sports innovation. We invite
stakeholders, investors, and partners to join us in redefining talent discovery and shaping the
stars of tomorrow.

EGO.AIl - Extreme Game Orchestrator
Technical Proposal and Detailed Work Plan | Version 1.0 | 2025

For inquiries: contact@ego.ai | www.ego.ai
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