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From Token Listing
to Real Presence.

A LATAM market entry playbook for Web3 protocols.

How a foreign protocol moved from a low LATAM baseline
to a measurable, compounding regional flywheel.
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TL; DR c THE ENGAGEMENT IN 30 SECONDS

What this case study covers

o1 CLIENT 02 PROBLEM

Foreign Web3 protocol: strong US and Asia community, mature Competitor protocols moving on LATAM in 2026; window for first-
ecosystem, global token holders, but effectively zero LATAM presence mover positioning closing fast. "List on a CEX" is not a strategy and
beyond a token listing. the client knew it.

03 SOLUTION 04 RESULT

Full-stack market entry: country prioritization, legal entity, validator LATAM-origin on-chain activity targeted to grow from a low single-
partners, Spanish and Portuguese devrel, grants program, conference digit baseline to a meaningful regional share; regional validator
calendar with measurable funnel. partners signed; live grants program; compounding flywheel.

lllustrative reference architecture. Engage ment-specific KPls and metrics agreed at scoping. 02 / 03 - ARBALEST PARTNERS - 2026
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MARKET CONTEXT

The LATAM window is open. But not for long.

STAT . 01 STAT . 02 STAT . 03
Crypto holders in LATAM (~12% of population); fastest- Year-over-year growth in LATAM crypto transaction Crypto Finance Group (Deutsche Borse) entered LATAM.
growing region globally for 2025 volume in 2025 (Lemon, Chainalysis) Institutional competition is here.

Why this engagement, why now

o1 02 03 04

LATAM is not one market: Mexico, Brazil, Local talent density is real: Argentina, Brazil, and Conference triangle is established: Devconnect First-mover lock-in is real: every protocol with a
Argentina, Colombia each require distinct Mexico are producing Web3 developer talent faster Buenos Aires, ETH México, Tulum Crypto Fest. serious LATAM presence has a partner moat.
regulatory, language, and partner strategies. than any other emerging region. Arbalest is an active partner across the triangle. Catching up doubles in cost every six months.

lllustrative reference architecture. Engage ment-specific KPls and metrics agreed at scoping. 02 / 03 - ARBALEST PARTNERS - 2026
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CLIENT c ANONYMIZED PROFILE

Who they were when we started

PRE-ENGAGEMENT POSITION
PROFILE

Token listed on regional CEXs; whitepaper translated; no other
LATAM activity.

Foreign Web3 protocol
with global reach
but no LATAM presence.

STRATEGIC PAIN

Low single-digit LATAM-origin on-chain activity; zero local
hiI‘ES; no grants program.

Anonymized client: established protocol, strong US and Asia traction,

recognizable token. Translated whitepaper. Token listed on Bitso and

Mercado Bitcoin. Treated this as their LATAM strategy.

INTERNAL READINESS

Reality: LATAM-origin on-chain activity in low single digits. No Spanish- . e
language content engine. No regional validator partners. No coordinated StI‘OHg glObal devrel; no SpamSh or Portuguese Capablllty; no

conference presence. Watching competitors move and not sure where to regional network.
start.
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THE CHALLENGE

Four assumptions the client had to unlearn.

O 1 "LATAM is one market."
Mexico, Brazil, Argentina are not interchangeable. Different regulators, different payment rails, different languages, different community cultures. Single-

strategy entry fails.

O 2 "Listing the token is the strategy.”

A CEX listing is a checkbox. Without local devrel, validators, content, and grants, listings produce noise, not adoption.
O 3 "Conferences are marketing spend."

Conferences without follow-up funnel are wasted spend. Activations need to wire to grants applications, dev signups, and validator conversations.

O 4 "Translating equals localizing."

Spanish whitepaper does not equal a LATAM strategy. Local content, local hires, local memes, local rooms: that is localization.

lllustrative reference architecture. Engage ment-specific KPls and metrics agreed at scoping. 02 / 03 - ARBALEST PARTNERS - 2026
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OUR APPROACH

CASE STUDY 02

Five workstreams, sequenced for compounding.

WEB3 LATAM MARKET ENTRY

Delivered through Arbalest's market-entry methodology: RFI-led diagnostic, proprietary curated sector reports, lean-startup business-model-canvas workshops, GTM recommendations.

WORKSTREAM
01

Country
Prioritization
(RFI-led)

Data-driven scoring on
regulatory clarity, dev
talent density, on-chain
user pool, partner-
network depth. Mexico-
first vs Brazil-first
decision made on
evidence, not gut.

WORKSTREAM
02

Legal and
Regulatory
Entity

Jurisdiction-appropriate
legal entity, regulator-
friendly positioning,
structured advice on
token treatment under
MX Ley Fintech and BR
BCB 519 to 521 plus
561.

lllustrative reference architecture. Engage ment-specific KPls and metrics agreed at scoping.

WORKSTREAM
03

Validator
Partnerships

Regional staking
infrastructure providers
and RPC operators give
protocols distribution
into institutional and
high-volume retail
channels they cannot
reach directly.

WORKSTREAM
04

DevRel and
Grants

Native-speaker
community lead,
localized content
engine, grants program
with regional jury,
hackathon presence at
Devconnect, ETH
México, and Tulum
Crypto Fest.

WORKSTREAM
05

Conference
and
Distribution

Coordinated activations
across the LATAM
triangle. Distribution
through The Web3
Ocean and other tech
podcasts, plus partner
channels (Offchain
Social).

ARBALEST PARTNERS - 2026
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ENGAGEMENT TIMELINE

Compounding regional flywheel inside 6 months.

MONTHS 1 to 2

©

MONTHS 3 to 4

©

CASE STUDY 02

MONTHS 5 to 6

WEB3 LATAM MARKET ENTRY 06 / 11

MONTHS 7 +

Prioritize and Diagnose

Country scoring, regulatory diagnostic,

talent map, competitor positioning,
validator landscape.

Local Hire

Spanish or Portuguese community lead
onboarded; first validator partners
signed; first conference activation with
funnel.

lllustrative reference architecture. Engage ment-specific KPls and metrics agreed at scoping.

©

Grants Live

Grants program open with regional jury;
first regional hackathon; localized
content engine running cadence.

©

Compounding

Every grant funded, every dev hired,
every validator partner becomes
another distribution node. Activity
grows non-linearly.

02 / 03 - ARBALEST PARTNERS - 2026
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OUTCOMES ° REFERENCE TARGETS

Targets the engagement is built around.

Multi-

| o) %Y

Cadence

Live

to Mid

LATAM-origin on-chain activity
moves from low single digits toward
a meaningful regional share.

[
Regional validator and node- Grants program operational within 6

operator partners signed across months, with regional jury and
priority countries. active pipeline.

Quarterly conference activations
across the LATAM triangle with
measurable downstream funnel.

BENCHMARK NOTE

These are reference targets, not guaranteed outcomes. Final results depend on protocol category, token-economics design, competitor density, and execution velocity. This deck is an illustrative reference
architecture; engagement-specific KPIs are agreed at scoping and reviewed quarterly.
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WHAT WE LEARNED

What this engagement taught us about LATAM entry.

"Country prioritization is everything."”

O 1 All-of-LATAM-at-once equals none-of-LATAM. Mexico-first or Brazil-first is the most important decision in the entire engagement, and it should be made on
data.

"Validators are distribution.”

O 2 Regional validators and RPC operators have institutional and high-volume retail relationships that protocols cannot build directly. Treat them as channel
partners.

"Spanish-language content is localization, not translation.”

O 3 Hiring the right local community lead matters more than any content calendar. Native-speaker, native-context, native-meme. No exceptions.

lllustrative reference architecture. Engage ment-specific KPls and metrics agreed at scoping. 02 / 03 - ARBALEST PARTNERS - 2026
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WHY ARBALEST

What made Arbalest the right partner here.

&) &) &) &)

Mexico-anchored Conference and Decade across Choosy with client
ground game. distribution protocols, selection.
network. vendored to none.
Operations in San Pedro Garza Active partner across Tulum Not paid by a chain or stablecoin We take a small number of
Garcia, ties to Tec de Monterrey Crypto Fest, ArbitrumDAO, issuer. Recommendations serve engagements at a time so each
and Nuevo Ledén 4.0. Spanish- Offchain Social. Distribution via the protocol's strategy: RFI one gets principal-led attention.
native delivery. With Global The Web3 Ocean and other tech diagnostic, proprietary curated Bigger firms scope a steering
experts. podcasts. reports, GTM playbook. committee in the time we ship
the flywheel.

lllustrative reference architecture. Engage ment-specific KPls and metrics agreed at scoping. 02 / 03 - ARBALEST PARTNERS - 2026
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LET"'S BUILD WHAT'S NEXT

If this looks like

your problem,
let's talk.

scale.up@arbalestpartners.com

San Pedro Garza Garcia, Nuevo Ledn - arbalestpartners.com

POWERED BY MXUS c GLOBAL DIGITAL EXPERTS 02 / 03 - 2026
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