Lingo

Tech Infrastructure Cost Dashboard

Infrastructure Investment Overview

Comprehensive cost analysis for scaling to SM monthly active users

= Total Tech Budget E Cost Per User 4 Intent Algorithm ® Peak Monthly (M24)

£1,781,726 £0.35 Personal £423,826

24 menths to 5M MAU Lifetime infrastructure cost Your patterns, not popularity At 5M MAU scale

€ By Category <¢ Scalability Strategy

Development Phase £149,500

& M0-8 <s 0-50K (Beta) Phase total

Core infrastructure setup, translation API orchestration, intent prediction ML, scalable architecture, compliance monitoring, and product analytics.

Al/ML Development £48,000 Core Infrastructure Setup £32,000

« Translation API fine-tuning (£22K) - Fine-tune Google/DeeplL/Azure for tone « Kubernetes cluster setup (£8K) - Multi-region ready from day 1
preservation across 200+ languages

Muttimodal pipeline develaprsnt (E10K) - Text, voice, image translation « Database infrastructure (£10K) - PostgreSQL with read replicas, sharding-ready

orchestration )
« Message queue setup (£6K) - Kafka for scalable message delivery

« Intent prediction algorithm (£10K) - Personal usage patterns, not popularity-based

« CDN configuration (£4K) - Cloudflare/CloudFront global setup
+ Tone preservation layer (E4K) - Custom ML layer for context and tone retention

« CI/CD pipeline (£4K) - Automated deployment infrastructure
+ Evaluation framework (E2K) - Quality benchmarking across language pairs

Security & Compliance £28,000 Analytics Foundation £6,000
+ End-to-cloud encryption implementation (E8K) - Signal protocol integration « Product analytics setup (£4K) - Mixpanel/Amplitude event infrastructure
« Security audit (E6K) - Pre-launch penetration testing « Funnel & cohort tracking (£2K) - User journey analysis, retention metrics

« Compliance setup (£4K) - GDPR, data localisation framework

« Privacy tools development (£4K) - Data export, deletion workflows

« GDPR compliance monitoring (£3K) - Automated compliance checks, audit logging
« Fraud detection foundation (£2K) - Account security, spam prevention

« Data protection tools (£1K) - Data residency tracking, retention policies

Development Tools & Environment £11,500

« Dev/staging environments (£5K) - Multi-environment setup
« Monitoring and logging (£3.5K) - DataDog, Sentry setup

« Testing infrastructure (£3K) - Device farm, automated testing

Launch Phase £63,600

& M9-11  de» 50K-200K Phase total

Public launch infrastructure, initial scaling, performance optimisation, compliance monitoring, and advanced analytics.

Scaling Infrastructure £18,000 Al/ML Optimisation £17,000
« Load balancing (£6K) - Auto-scaling groups, traffic distribution « Translation API optimisation (£7K) - Route selection, caching, cost optimisation

« Database scaling (E8K) - Read replicas, connection pooling « Intent algorithm tuning (E5K) - Predictive accuracy based on user patterns

« Message infrastructure (£4K) - Queue scaling, delivery optimisation « Tone preservation tuning (£3K) - Improve context retention based on usage

« Multimodal improvements (£2K) - Image OCR + translation pipeline

Messaging Core £12,000 Operations & Monitoring £10,600

« Message storage (E4K) - 200K users, 40 messages/day average s Monitoring expansion (£3K) - Production monitoring, alerts

« Media storage and CDN (£5K) - Images, videos, voice notes Security monitoring (E2K) - Threat detection, rate limiting

« Push notifications (E1K) - APNs, FCM setup and initial volume Backup systems (£1.6K) - Automated backup, disaster recovery

+ Real-time messaging (E2K) - WebSocket infrastructure Compliance monitoring (E2K) - GDPR ongoing checks, data protection audits

s Analytics expansion (£2K) - User behaviour tracking, funnel analysis setup

Growth Phase 1 £166,800

& M12-14 <& 200K-1M Phase total

Rapid scaling to 1M users, multi-region deployment, network effects infrastructure, compliance monitoring, advanced analytics.

Infrastructure Scaling £55,000 Messaging at Scale £42,000
« Multi-region deployment (£25K) - India, Nigeria regions « Message storage (£18K) - 1M users, growing message history

« Database clusters (£18K) - Sharding implementation, geo-distribution « Media storage (E15K) - Image/video/voice note storage

« Message queue expansion (£8K) - Higher throughput, redundancy « Real-time infrastructure (£6K) - WebSocket scaling, concurrent connections

« CDN bandwidth (£4K) - Increased media delivery « Push notifications (£3K) - High-volume push delivery

Al/ML Scaling £28,000 Features & Quality £30,800
« Translation APl usage (£15K) - Google/DeepL/Azure costs for 1M users « Search infrastructure (£8K) - Elasticsearch for message search

« API routing intelligence (£8K) - Cost-optimised routing between providers « Content moderation (£10K) - Image/video moderation APIs

« Language pair optimisation (£5K) - Fine-tune popular pairs for quality « ldentity services (E4K) - Phone verification, 2FA

« Performance optimisation (£3.8K) - Database query optimisation
« Video call infrastructure (£2K) - WebRTC TURN/STUN servers
« Compliance monitoring (£2K) - Ongoing GDPR audits, data protection

« Advanced analytics (£1K) - Cohort analysis, retention funnels

Growth Phase 2 £232,000

& M15-17 <& IM-2M Phase total

Expansion to Brazil and Indonesia, optimisation for efficiency, compliance monitoring, advanced analytics.

Geographic Expansion £65,000 Storage & Delivery £68,000
« Brazil region deployment (£25K) - New region infrastructure « Message storage scaling (E28K) - 2M users, retention policies

« Indonesiaregion deployment (£25K) - Southeast Asia presence « Media storage expansion (E30K) - CDN optimisation for new regions

« Cross-region optimisation (£10K) - Latency reduction, data sync « Database optimisation (E10K) - Query performance, indexing

Edge compute (£5K) - Model distribution optimisation

Al & Translation £66,000 Platform Services £33,000
« Translation API scaling (E32K) - 2M users, multi-provider load balancing « Content moderation scaling (E12K) - Multi-language support
« Intent algorithm expansion (£12K) - Language preference learning, contact « Search infrastructure (E8K) - Multi-region search

prioritisation

) _ _ S « l|dentity and auth (£6K) - Phone verification scaling
« Speech-to-textintegration (£12K) - Voice message translation pipeline

: : « Video infrastructure (£4K) - Video call capacity increase
« Image translation (£8K) - OCR + translation for photos

_ o « Compliance monitoring (E2K) - Regional data residency, GDPR extensions
« Tone preservation ML (£2K) - Context-aware translation improvements

« Advanced analytics (£1K) - Geo-cohort analysis, regional funnels

Growth Phase 3 £278,000

& M18-20 <a» 2M-3M Phase total

Egypt and Africa expansion, optimisation and efficiency improvements, compliance monitoring, advanced analytics.

Regional Infrastructure £75,000 Data Infrastructure £90,000
+ Egypt/MENA deployment (E30K) - Middle East infrastructure + Message storage (E40K) - 3M users, optimisation for scale

+ Africa optimisation (£25K) - Network optimisation for Africa + Media storage (£35K) - Cost optimisation, compression

+ Cross-continental routing (£15K) - Diaspora connectivity optimisation + Database scaling (E15K) - Additional read replicas, caching

+ Failover and redundancy (£5K) - High availability across regions

Al & APIs £75,000 Platform Maturity £38,000
+ Translation API costs (E35K) - 3M users, high cross-language usage + Content moderation (£15K) - Arabic, African languages
+ Intent prediction at scale (E15K) - Smart reply suggestions, contact + Security enhancements (E8K) - Advanced threat protection

recommendations

) ) ) + Video infrastructure (£7K) - Video call scaling
+ Speech processing (£18K) - Voice message translation

: o m ; + Analytics expansion (£5K) - Multi-region analytics
+ Provider optimisation (£5K) - Cost routing between Google/DeeplL/Azure

. N , ) ) + Compliance monitoring (£2K) - Multi-region GDPR & data residency
+ Quality monitoring (£2K) - Translation quality scoring and feedback

+ Advanced analytics (£1K) - Cohort retention, regional attribution

Scale Phase 1 £488,000

& M21-22 <8 3M-4.5M Phase total

Diaspora engagement, cost optimisation, preparing for 5SM milestone, compliance monitoring, advanced analytics.

Infrastructure Optimisation £95,000 Storage at Scale £145,000
« Cost optimisation (£35K) - Reserved instances, committed use discounts +» Message storage (E70K) - 4.5M users, archival strategies

« Performance tuning (£25K) - Latency reduction, efficiency + Media infrastructure (£55K) - Tiered storage, CDN optimisation

« Multi-region coordination (£20K) - Global user base management = Database performance (£20K) - Query optimisation, caching layers

Disaster recovery (£15K) - Cross-region backup, failover testing

Al & Processing £145,000 Platform Services £83,000
« Translation APl costs (E72K) - 4.5M users, diaspora cross-language surge « Translation API costs (£72K) - Multi-language, high volume

« Intent ML optimisation (£20K) - Predictive accuracy refinement, A/B testing « Telco partnerships (£15K) - Integration costs for bundles

« Speech-to-text (E35K) - Peak voice message usage « Video infrastructure (£20K) - High concurrent video calls

« Provider contract optimisation (£12K) - Volume discounts, committed use « Security and compliance (£10K) - Multi-jurisdiction requirements

« Multimodal translation (£6K) - Image, voice, text unified pipeline « Search and discovery (£5K) - Enhanced search capabilities

« Compliance monitoring (£2K) - Ongoing multi-region compliance

« Advanced analytics (£1K) - Cohort lifetime value analysis

Scale Phase 2 £423,826

& M23-24 <8 4.5M-5M Phase total

Final push to 5M, Series A readiness, infrastructure excellence, compliance monitoring, advanced analytics.

Infrastructure Excellence £85,000 Data Platform £135,000
+ Performance optimisation (E30K) - Sub-second latency globally + Message infrastructure (E65K) - 5M users, efficient storage

+ Reliability improvements (£25K) - 99.9% uptime SLA + Media delivery (E50K) - Global CDN optimisation

+ Capacity planning (£20K) - Preparation for 10M scale + Database optimisation (£20K) - Performance at scale

+ Architecture refinement (£10K) - Microservices optimisation

Al Maturity £135,826 Platform Readiness £68,000
+ Translation API optimisation (E68K) - 5M users, cost-efficient routing + Content moderation (£25K) - Scale and quality

+ Speech processing (£30K) - Peak load handling + Video infrastructure (£15K) - Concurrent call capacity

+ Intent algorithm excellence (£18K) - Highly personalised predictions + Security audit (E12K) - Series A readiness

+ Quality improvements (£12K) - Fine-tuning based on user feedback + Analytics platform (£8K) - Investor-grade metrics

+ Multimodal excellence (£7.826K) - Seamless text/voice/image translation + Monitoring excellence (£5K) - Comprehensive observability

+ Compliance monitoring (E£2K) - Multi-jurisdiction compliance audit

+ Advanced analytics (£1K) - LTV, retention, viral coefficient metrics

Investment Summary

By Year Cost Metrics
2026 (M0-12): £324 856 Total Tech Budget: £1,781,726
2027 (M13-24): £1,456,870 Per User (5M MAU): £0.35
Avg Monthly (24 months): £74,239
Peak Monthly (M24): £423,826
Total £1,781,726
Multi-Provider: Smart Routing

Key Scalability Features

= Infrastructure # Intelligence Layer & Operations

« Kubernetes auto-scaling » Intent prediction (personal) » Real-time monitoring

« Database sharding ready « 200+ languages « Automated failover

= Multi-region from start = Tone preservation = 99.9% uptime target

» CDN global distribution « Multimodal translation « Performance optimisation

Tech Investment Rationale

Why This Investment Level? Investment Phases

» Intent-first design: ML predicts your needs from YOUR usage, not popularity algorithms « MO0-8 (£109.5K): Foundation - Core infrastructure, translation orchestration, intent ML
« Translation orchestration: Fine-tuned multi-provider setup, not just an AP| wrapper M9-11 (£54.6K): Launch - Public release, intent tuning, initial scaling
Scalable from start: Architecture supports 10M+ users without major refactoring M12-17 (£345.6K): Growth - Multi-region, 1M to 2M scaling

Multi-region ready: Global deployment prevents expensive migrations later M18-20 (£245K): Expansion - Africa/MENA, optimisation

Privacy-preserving: Personal ML runs without surveillance or engagement manipulation M21-24 (£785.8K): Scale - 5M MAU, cost optimisation, Series A ready

Critical Considerations

Cost Optimisation Strategies Risk Mitigation

+ Reserved instances and committed use discounts (M18+) o Multi-cloud strategy prevents vendor lock-in
« Tiered storage (hot/warm/cold) for message history » Disaster recovery across regions

« CDN optimisation and compression « Performance monitoring prevents bottlenecks
« Database query optimisation and caching « Security audits at M6, M12, M24

« Auto-scaling to match actual demand » Capacity planning ahead of growth phases

Cost Analysis & Monthly Projections

Detailed breakdown of ongoing operational costs by user scale

Development Phase (0-50K MAU) Growth Phase (200K-2M MAU) Scale Phase (3M-5M MAU)

Al/ML Development E£48K total Growth Phase 1 £166.8K total Scale Phase 1 £488K total
Infrastructure Setup £32K total Growth Phase 2 £232K total Scale Phase 2 £423 826K total
Security & Compliance £28K total Growth Phase 3 £278K total

Analytics Foundation £6K total Phase Total £891'326K
Development Tools £11.5K total Phase Total £676.8K

Launch Phase £63.8K total

Phase Total £213.1K

A Cost Optimisation Strategies

> Reserved instances and committed use discounts (M18+) for 40% savings - Tiered storage (hot/warm/cold) for message history archival
-» Translation API routing optimisation between Google/DeepL/Azure - CDN optimisation and media compression for bandwidth savings
-» Intelligent auto-scaling to match user activity patterns —» Database query optimisation and intelligent caching layers

Risk Mitigation & Strategic Considerations

Comprehensive risk assessment and mitigation strategies

@ Technical Risks & Mitigation |~ Business Considerations
Scalability Bottlenecks ROI Timeline
Mitigation: Microservices architecture, horizontal scaling, load testing at each phase Expected break-even at 1.2M MAU (Month 20), positive ROl by Month 24

Al Model Performance Market Competition
Mitigation: A/B testing, model versioning, fallback mechanisms, continuous training Advanced Al features provide 18-month competitive advantage

Data Security & Privacy Regulatory Compliance
Mitigation: End-to-end encryption, GDPR compliance, regular security audits Built-in GDPR, SOC2, and emerging Al regulation compliance

Vendor Lock-in . Technology Evolution
Mitigation: Multi-cloud strategy, containerisation, open-source alternatives | Modular architecture allows for rapid adoption of new technologies



& Timeline View £ By Category < Scalability Strategy

Total Investment by Category

Storage at Scale

£145,000

8.1% of total budget

Al Maturity

£135,826

7.6% of total budget

Platform Services

£116,000

6.5% of total budget

Data Infrastructure

£90,000

5.1% of total budget

Regional Infrastructure

£75,000

4.2% of total budget

Storage & Delivery

£68,000

3.8% of total budget

Al & Translation

£66,000

3.7% of total budget

Infrastructure Scaling

£55,000

3.1% of total budget

Messaging at Scale

£42,000

2.4% of total budget

Core Infrastructure Setup

£32,000

1.8% of total budget

Security & Compliance

£28,000

1.6% of total budget

Scaling Infrastructure

£18,000

1.0% of total budget

Messaging Core

£12,000

0.7% of total budget

Operations & Monitoring

£10,600

0.6% of total budget

Al & Processing

£145,000

8.1% of total budget

Data Platform

£135,000

7.6% of total budget

Infrastructure Optimisation

£95,000

5.3% of total budget

Infrastructure Excellence

£85,000

4.8% of total budget

Al & APIs

£75,000

4.2% of total budget

Platform Readiness

£68,000

3.8% of total budget

Geographic Expansion

£65,000

3.6% of total budget

Al/ML Development

£48,000

2.7% of total budget

Platform Maturity

£38,000

2.1% of total budget

Features & Quality

£30,800

1.7% of total budget

Al/ML Scaling

£28,000

1.6% of total budget

Al/ML Optimisation

£17,000

1.0% of total budget

Development Tools & Environment

£11,500

0.6% of total budget

Analytics Foundation

£6,000

0.3% of total budget




& Timeline View £ By Category <¢ Scalability Strategy

Scalability Strategy

Architecture Principles for Scale

Built for 10M+ from Day 1 Smart Intent Prediction

v Microservices architecture - Independent scaling of components v Personal pattern learning - Anticipates what YOU want, not what's popular
v Database sharding - Horizontal partitioning ready from MO v The engagement algorithm - Based on your usage, not other users

v Multi-region - Geographic distribution prevents single points of failure v Contact suggestions - Who you likely want to message based on context
v Message queues - Kafka handles millions of messages/sec and v Smart reply predictions - Language-aware quick responses

v CDN /R2A - Global content delivery from start v Translation preferences - Learns your preferred language pairs and tone

Intent-First Intelligence

Personal ML predicts your needs based on YOUR
patterns, not viral content or engagement metrics.
Privacy preserving personalisation.

Scaling Milestones

MO0-8 (Development) Foundation
Kubernetes, sharding ready DB, multi-region setup

M9-11 (Launch) Production ready

Auto-scaling, monitoring, initial users

M12-18 (1M users) First scale test
Multi-region, sharding activated

M18-20 (3M-5M) Geographic expansion

Brazil/Indonesia, Egypt regions

M21-24 (5M+) Optimisation

Cost efficiency, performance tuning

Performance Future-Proof

Sub-second translation latency globally through
regional deployment and edge optimisation.
Target: 99.9% uptime SLA.

Architecture scales to 10M+ users without fundamental
changes. Ready for Series A & growth.

£169,900

£63,600

£166,800

£278,000

£891,826



