ELDR

GROUP INC. - STRATEGY : TECHNOLO:

—— WHITEPAPER

TECHNOLOGY & Al

The Lagos Al

Three local foundation-model efforts, two compute
guestion that decides whether any of it matters by 2027.

BY Richard Jones Onyeneho
May 2026 - 9 MINREAD - ELDR INTELLIGENCE COVER - 01



ELDR THE LAGOS Al STACK

TECHNOLOGY & Al - ELDR INTELLIGENCE

The Lagos Al Stack

Three local foundation-model efforts, two compute partner ships, one regulatory question that
decides whether any of it matters by 2027.

Three local foundation-model efforts. Two compute partner ships with global
hyperscalers. One regulatory question that decides whether any of it matters by
2027. The emerging Lagos Al stack is producing more institutional activity than any
other African technology cluster — but its strategic trajectory depends on a single
unresolved governance question that has not yet been answered in any African
jurisdiction.

This brief sets out what is actually being built, what compute and data infrastructure looks like underneath,
and what the regulatory question is — because the answer to that question determines whether the Lagos
stack becomes aregional pillar of Al capability or a series of stranded investments.

The three foundation-model efforts

Three distinct foundation-model initiatives have moved beyond announcement-stage activity in Lagos over
the past eighteen months. Each pursues a different strategic theory about what an African foundation-maodel
effort should optimise for.

Initiative 01 — Multilingual-first model

The first effort, led by a consortium combining academic infrastructure and private-sector engineering
capacity, has prioritised multilingual coverage across the major Nigerian languages (Y oruba, 1gbo, Hausa)
and selected West African languages. The strategic bet is that linguistic coverage represents the most
defensible African competitive advantage against models trained predominantly on English-language
corpora. Compute footprint remains modest (single-digit petaflop-days for training cycles); inference is
targeting deployment on infrastructure that does not require hyperscaler dependency.

Initiative 02 — Domain-specific model for financial services

The second effort focuses on Nigerian financial-services use cases — risk assessment, fraud detection,
regulatory-reporting automation — built on a smaller foundation tuned heavily to local financial data and
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regulatory frameworks (NDPR, CBN, NDIC). This is the most commercially advanced of the three, with
operating revenue across several Tier 1 Nigerian banks. The strategic bet is that domain specificity beats
genera capability for institutional buyers with tightly defined use cases.

Initiative 03 — General-capability infrastructure model

The third effort is the most ambitious and the least operationally advanced. It targets general-capability
foundation-model performance comparable to mid-tier international models, with the strategic theory that an
African general-capability model would have material strategic and regulatory vaue to African
governments, multinational operators, and selected enterprise users. Compute requirements are an order of
magnitude larger than the other two efforts; the build-out is contingent on the hyperscaler partnerships
discussed below.

The two compute partnerships

"The most important technical infrastructure decisions for the Lagos Al stack
are being made not in Lagos but in Frankfurt, Cape Town, and Dublin —where
the African region of global hyperscaler infrastructure actually sits."

Two compute partnerships now anchor the substantial portion of the Lagos Al compute layer. Both are
commercial arrangements with global hyperscalers operating from European or South African regional
infrastructure rather than from Nigerian-soil infrastructure. The commercia terms are not public; the
structural fact is.

This is consequential. Foundation-model training cycles require sustained access to GPU clusters at scale;
that capability does not currently exist on Nigerian soil. The hyperscaler partnerships substitute for that
capability — but they also create a dependency that is operationally fragile and that has not been priced into
the strategic positioning of any of the three foundation-model initiatives.

A change in hyperscaler commercial terms, a change in cross-border data-flow regulations, or a change in
either party's strategic positioning could disrupt training capacity on a quarter-by-quarter basis. None of the
threeinitiatives currently has a defensible answer to "what happens if the partnership terms shift."

The one regulatory question
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The strategic tragectory of the Lagos Al stack depends substantively on a single unresolved regulatory
guestion: how Nigerian, ECOWAS, and African Union frameworks will treat foundation-model training
data, model deployment, and cross-border model -weight movement.

The question has three components, none of which currently has an authoritative answer:

01. Training-data jurisdiction. Where Nigerian-language corpora, financial-services data, and other
regulated training inputs are processed, who has authority over their handling, and what consent and
provenance requirements apply. NDPR provides partial guidance; sectoral regulators (CBN, NCC)
have begun publishing Al-specific guidance, but the framework is incomplete.

02. Model deployment jurisdiction. Whether foundation models trained on Nigerian data and deployed
viainternational hyperscaler infrastructure are subject to Nigerian regulatory authority, foreign
regulatory authority, or both. The dual-jurisdiction question is acute for financial-services applications.

03. Model-weight movement. Whether trained model weights count as a regulated data export, an
intellectual-property asset, or adigital good — with materially different implications under NDPR, the
Nigerian Investment Promotion Commission framework, and emerging African Union Al policy
convergence.

None of the three initiatives can finalise their commercial structure until these questions have authoritative
answers. The current operating assumption — that the regulatory framework will follow practice rather than
precede it — may be correct; it may also produce a sudden retroactive regulatory action that disrupts
substantial committed capital .

What we are tracking

Three indicators distinguish whether the Lagos Al stack moves toward institutional maturity or
stranded-investment status over the next four quarters:

— NITDA Al policy publication. The National Information Technology Development Agency has been
working on Al-specific guidance under the broader NITDA mandate. Publication of authoritative
guidance — particularly on training data and model-weight movement — is the most consequential
single regulatory event for the stack.

— CBN sectoral guidance. The CBN's Al-specific guidance for financial-services institutions is now
overdue. Publication will materially affect the second initiative's commercial trajectory and will set
precedent for sectoral regulatorsin other industries.
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— Hyperscaler commercial-term disclosure. The two compute partnerships are currently structured
opaquely. Movement toward more transparent commercial-term disclosure — driven either by
regulatory requirements or by competitive pressure between hyperscalers — would change the
operational risk profile for al threeinitiatives.

Bottom line

The Lagos Al stack is the most operationally advanced African foundation-model effort. Three distinct
strategic theories are being pursued in parallel; two of them have commercial traction; one of them has a
defensible compute strategy. All three depend on regulatory questions that have not yet been answered in
any African jurisdiction.

For institutional readers with technology-sector exposure or African digital-economy positioning, the
relevant analytical move is to monitor the regulatory trajectory rather than the technical milestones. The
technical capability is moving faster than the regulatory framework, and the gap is now the binding
constraint on whether the Lagos stack becomes aregional pillar or a cautionary tale.

KEY TAKEAWAYS

01. Three distinct foundation-model initiatives are operationally advanced in Lagos: a multilingual-first model, a
domain-specific financial-services model, and a general-capability infrastructure model — each pursuing a
different strategic theory about what an African foundation-model effort should optimise for.

02. The substantial portion of Lagos Al compute capacity sits on global hyperscaler infrastructure in Frankfurt,
Cape Town, and Dublin — creating a structural dependency that has not been priced into any of the three
initiatives' strategic positioning.

03. Thetragjectory of the entire stack depends on a single unresolved regulatory question with three components:
training-data jurisdiction, model-deployment jurisdiction, and model-weight movement under NDPR, sectoral
regulators, and emerging African Union Al policy.

04. Three indicators over the next four quarters distinguish institutional maturity from stranded-investment
status: NITDA Al policy publication, CBN sectoral guidance for financial services, and hyperscaler
commercial-term disclosure.

05. Thetechnical capability is moving faster than the regulatory framework. For institutional readers, monitoring
the regulatory trajectory matters more than monitoring the technical milestones — the gap between themis
now the binding constraint.
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